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PRAISE for the BOOK

“Satish offers a practical guidebook that balances both the art and science of program management—regardless of
what industry you are in. It has the credibility that only comes from someone who has been there. Well done!”

F. WARREN McFARLAN
Baker Foundation Professor, Harvard Business School

“This book is a must read for those involved with large-scale transformation programs...and today, that’s most every-
one, including senior executives. It seems like every company faces a major transformation every few years, driven
by the ever increasing pace of change and new competitive pressures caused by mega-trends such as digitization and
globalization. Running these transformation programs well is a competitive advantage in itself, and Satish’s book is a
comprehensive yet pragmatic view of how to make these transformation programs successful.”

ROMIL BAHL
Executive Vice President and General Manager, Global Industries, CSC

“Satish does an excellent job of telling readers how program management can help transform companies. As the
primary research analyst in the design of the 60 points of transformational leadership, I instantly recognized the
credibility of how Satish details the importance of people and talent in his six principles of transformational program
management. It was a pleasure to read a book written by a true expert and peer who supports many of the theories we
have found to be accurate in the years of research we have done at CTPartners and Transformational Labs on the rela-
tionship between transformational talent and business transformation. Satish simplifies what many of us embrace as a
complex task of assembling the right talent required for effective transformational program management. Certainly
a must read for anyone wanting to grasp an in depth knowledge of this topic or tasked with the implementation of
program management that has the ability to transform thinking and results.”

JEFF CHRISTIAN
CEOQ and Founder, Transformational Lab

Former CEO and Founder, CTPartners (formerly Christian & Timbers)

“Satish has introduced a pragmatic approach which is long overdue in the transformation business. He obviously has
been involved in a number of successes and failures which only makes his insights richer and more meaningful. If you
have not driven transformation at this level then this book is your primer—if you have than this will serve to help up
your game next time around.”

JIM CARUSO
Executive Vice President, World Wide Services, EIS Group

“This book serves as an excellent resource for program, project, portfolio, and change managers, providing detailed
coverage of 15 techniques that need to be applied to drive large scale programs and projects to success. Satish follows
a clear and distinct path—each chapter unfolds with precision and delivers tangible tools and steps to implement. If
you appreciate clarity, Satish has written this book for you. Reference the road map in his book for managing strategic
initiatives, cross-functional programs and complex projects, and learn from a senior practitioner who has been there,

”

done that...and written about it

BILLYATES
Executive Vice President, Velociteach

“This is a genuinely new and exciting look at program management. It takes the professional discipline of program
management and demonstrates its practical value in the context of a complex transformation environment. A ‘must
read’ for the C-suite!”

GLOBALPORTFOLIO AND PROGRAM MANAGEMENT LEADER
Big Four Consulting Firm



“Managing a large complex portfolio of critically important programs and projects has never been easy. Yet
the skills required have never been more important as businesses everywhere work to constantly reinvent them-
selves in response to rapidly changing global markets. Without a comprehensive framework to guide the program
manager, the accumulated bodies of knowledge available will often overwhelm rather than help ensure success. In
“Transforming Business with Program Management”, Satish Subramanian brings just the right blend of academic
rigor, logic, and a practitioner’s pragmatic approach to the description of such an essential framework. Covering all
the necessary aspects—strategic, procedural, technical, and human factors—Satish sets out to describe and organize
all the things a program manager must ensure happen to deliver transformational results, providing a valuable hand-
book for anyone setting out to manage transformational change.”

JOHN PARKINSON
Chairman and Managing Director, Parkwood Advisors

“This book provides a clear roadmap for business organizations to successfully implement the kind of sophisticated
and integrated transformation so often needed in today’s fast-changing global economy. It is well researched, provid-
ing a wealth of conceptual knowledge and case studies and it provides a concrete framework for the hardest part of
strategic market adaptation, getting the execution right. I urge business leaders to read it now, before the compe-
tition does.”

DR.CHARLES MAXEY, Ph.D.

Founding Dean, California Lutheran University of School of Management

Co-Director, Center for Leadership & Values and Fellow, Center for Economic Forecasting &3 Research
California Lutheran University

“Satish Subramanian’s book is a must-read for anyone planning a new, or struggling with a current, complex business-
critical initiative. The book is highly structured, easy to read, and provides valuable models, processes, techniques,
and tools for managing large-scale programs. Satish’s insights and methods are then described in real-world situa-
tions through numerous case studies. The book is not only a practical roadmap for practitioners to successfully deliver
the expected business outcomes, but it is also a comprehensive textbook for learning about program, project, and
organization change management. Everyone in the business and educational sectors would benefit from reading this
book and taking Satish’s insights to heart.”

SAM DOYING
Sales Executive, Big Four Consulting and High Tech Industry

“Effecting transformational change in any organization comes down to the successful coordination of many discrete
yet related strategic initiatives. This book provides a powerful template for success in business transformation and
program management.”

TIM Z.DILLEY
Cloud Computing Consulting Executive

“Satish provides observations, evidence, and instructions on program management objectives across business trans-
formation efforts. Using the disciplined approach described in this book will increase the odds of success for stra-
tegic change management. Each sentence is packed with content that deserves the reader’s thoughtful analysis in
customizing the approach to achieve the program’s objectives. Leaders are the catalyst for change and, by using the
techniques in this book to engage company employees the organization becomes the agents of change. I've known
Satish for almost 20 years and have seen him use the principles in this book to help companies in a variety of complex
strategic initiatives; from merger acquisition integration, to systems implementation, to operational change, and
regulatory compliance. The book’s recipes are not just a how-to checklist; rather the book provides a framework to
replicate the success Satish has proven in his life’s work. I love the way Satish provides information to guide PMO’s
and manage change and recommend this book to anyone involved in a transformation program.”

PARTNER and EXECUTIVE CONSULTANT
Big Four Professional Services Firm
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Foreword

For much of my working life, I have researched, written about, advocated
for, or consulted about—and in a few cases even helped implement—the
types of business change programs that are the focus of this book. In fact,
I believe that I first met Satish Subramanian at Ernst & Young, where we
were both trying to advance the art of business process reengineering.

I am still a big believer in the importance of such programs. No mat-
ter what their focus, they share one objective—making things better and
creating better performance. I think that seeking improvement is per-
haps part of the human condition, and one of the most exciting aspects
of business. If you do the same job every day, business can be boring. But
if you are constantly working to make the business better, it’s a fascinat-
ing enterprise.

But these transformational change programs have a mixed record of
success. In many cases, a senior executive gets excited about an idea after
reading about it or hearing it presented at a conference. He or she charges
a team with implementing the idea, often with the help of consultants.
Implementing the change typically gets much less ongoing attention than
normal operations and strategy execution.

So I welcome the level of attention that organizational program man-
agement is beginning to get from authors like Satish Subramanian and
books like this one. Systematic attention to all the key issues of these pro-
grams can make them much more likely to succeed. If we’re going to take
on transformational change programs, it’s only logical to manage them in
a way that greatly improves their impact and effectiveness.

I am confident that Satish has identified each of the key steps toward
effective program management in his road map. I like that he starts with
establishing clarity about the nature of the problem—I call it “framing the
issue”—and proceeds all the way through the transition to a fully imple-
mented new state. And he considers all the change tools you will need
along the way—from strategy to technology, and all the human change
issues as well.

The models in this book are somewhat complex, but then so is trans-
formational change. One of the reasons why these programs fail is that a
leader fails to attend to some critical aspect of the change—the explanation
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xx o Foreword

of the need for change, the education and training of front-line workers,
the technology, or something else. This book can serve as a checklist for
change leaders to help them ensure they are covering all the bases and tak-
ing all the necessary steps.

There is already plenty of advice in Satish’s book, and I don’t want to
add much. But I will say one thing that may be of use. Given the amount
of managerial effort involved in successfully managing transformational
change programs, you probably want to limit the number of them. GE
under Jack Welch, for example, was one of the best companies at managing
change programs I have ever seen. In addition to a “Strategic Initiatives”
organization and a very active involvement level by Welch in poking and
prodding business units to make necessary changes, the company strictly
limited the number of concurrent change programs. Six Sigma, services
orientation, digitization—these were all considered great ideas, but they
all required substantial labor and attention to address successfully.

So GE limited the number of programs to five or six, even though it was
one of the world’s largest corporations and had a high ability to transform
itself when necessary. If GE could handle that many, most organizations
should have substantially fewer programs underway at once—perhaps as
few as one or two. My own experience and a few informal surveys, how-
ever, suggest that large organizations often have as many as twenty differ-
ent change programs going at once. No matter how good your methods
and tools, this is too many to achieve success.

So choose your shots carefully, and employ all the tools herein to make
them winning programs. Whether you read this book and internalize its
content, or—better yet—give it a quick scan and then use it as a reference
source as you manage change programs, I am confident that you will find
it very helpful. Paying attention to all the details that Satish Subramanian
points out will make it easier to focus on the exciting, inspirational aspects
of business change. For many of us, it’s why we were attracted to business,
and why we keep at it.

Thomas H. Davenport

President’s Distinguished Professor of IT and Management, Babson College
Research Director, International Institute for Analytics

Digital Fellow, MIT Center for Digital Business



Preface

This book began with the objective that there is an enormous need to start
the conversation on the integration and linkages among business strategy
execution, business transformation, program management, and organiza-
tion change management. The premise is that business performance can
be substantially improved by recognizing, understanding, and capitalizing
by integrating and aligning these disciplines. Organizations need to con-
stantly innovate and improve products and services to maintain a strong
competitive position in the market place. The vehicle used by organiza-
tions for such constant reinvention is a business transformation program.
Such a program can be executed from start to finish through the successful
application of the end-to-end program management life cycle. The focus of
this book is on detailing how program management delivers the tangible
measurable business outcomes and sustains the desired business change
brought about by the successful completion of business transformation.

WHY 1 WROTE THIS BOOK?

1. To exhibit that program management capability bolsters the compet-
itiveness of organizations as it successfully drives disruptive changes,
which results in innovations and radical improvements.

2. To establish the linkage of program management to strategy execu-
tion and how it integrates the other needed disciplines to realize and
sustain the outcomes expected from strategic initiatives.

3. To demonstrate proven and practical strategies, frameworks, and
techniques that need to be adopted by organizations to improve the
success rates of business transformation programs.

HOW IS THIS BOOK DIFFERENT?

The book lucidly elaborates how program management integrates and aligns
the six dimensions or disciplines (strategy, people, process, technology,
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structure, and measurement) that are needed to successfully transform the
business, execute strategic initiatives, and sustain the outcomes.

1. The book spells out the holistic program management approach
adopted by enterprises to successfully execute strategies that improve
their competitive positioning.

2. This practical resource elevates the significance and visibility of
program management function within an organization by detail-
ing how it enables realization of vision and objectives of business
transformation.

3. The handbook defines and expands on the key techniques that need
to be part of any program management toolKkit.

WHAT CONTENT DOES THIS BOOK COVER?

The twelve chapter book provides the reader with a tested program man-
agement road map along with the supporting comprehensive frameworks
to successfully execute transformation programs, formulated strategies,
and strategic initiatives. It describes how program management inte-
grates multiple disciplines in enabling organizations to attain the intended
strategic objectives and deliver tangible business outcomes. This “how to
guide” highlights what organizations need to do to enhance their strategic
execution capability and exhibits ways to improve their program manage-
ment maturity, which mitigates the risk of failure of business transforma-
tion. The book outlines the ten essential steps to successfully transform
any business through effective execution of the program designed to
transform the business.

This breakthrough work establishes the linkage between strategy for-
mulation and strategy execution through the program management disci-
pline. This insightful text equips executives and practitioners with the core
skills necessary to effectively plan and implement business transforma-
tion strategies that drive sweeping business change and innovation. This
book showcases processes, techniques, and tools that a program manage-
ment team can customize and easily implement on any type of strategic
initiative within the private or public sector environment to deliver and
sustain the expected business outcomes and benefits.
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HOW WILL THIS BOOK BENEFIT THE READER?

1.

In addition to providing proven customizable frameworks, this text
provides numerous templates that can be quickly leveraged to lead
complex programs to success.

. Illustrated with numerous figures, the book is a practical on the job

resource that showcases business transformation and program man-
agement best practices, captures the lessons learned, and spells out
the critical success factors for executing strategic initiatives and com-
plex cross functional programs.

. This “how to guide” provides expert advice on establishing pro-

gram management center of excellence that delivers and sustains the
intended outcomes of business transformation.

. Through real world case studies within organizations spanning mul-

tiple industry sectors, this handbook provides executives, practitioners,
and students with a guided tour of the program management operating
model, program architecture, and program management life cycle.

. The book integrates business and technology perspectives as that

is one of the critical success factors for effective program manage-
ment in today’s fast evolving global market place which necessitates
greater application of technology to meet the rapidly changing cus-
tomer needs.

WHO IS THE TARGET AUDIENCE FOR THIS BOOK?

1. Business and technology personnel at companies in any industry

sector who are involved in programs, projects, portfolios, or initia-
tives of transformational or nontransformational type.

. Executives, general managers, and practitioners at companies of all

sizes with the ownership and responsibility for portfolio manage-
ment, program management, project management, and organization
change management within a functional area or across functions.

. Portfolio managers, program managers, project managers, or orga-

nization change specialists at public sector organizations as the prin-
ciples covered in the book equally apply to them too.
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4. Strategists focused on formulating strategies that are feasible from
an execution perspective.

5. The ten real world case studies, sixty one illustrations, and inclusion
of the latest research in the book, lends it to be a good text for acade-
micians teaching various graduate level courses.

I hope you find this book interesting, derive much value in reading it,
and benefit by applying what you learned from it.

Satish P. Subramanian
satishps@outlook.com
http://www.linkedin.com/in/satishsubramanian
San Francisco, California

January, 2015
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Executive Overview

The business world has changed radically in the past decade. Globalization,
smart devices, and social media have all had a profound effect on how we
approach work and get important programs done. For business transfor-
mation initiatives to succeed in this shifting environment, organizations
today must give renewed emphasis to the tenets of program management,
which provide the focus, structure, and discipline necessary to achieve
desired business outcomes. In a fast evolving, flat world operating envi-
ronment, enterprises need to constantly innovate and improve products
and services to maintain a strong competitive position in the marketplace.

The vehicle used by enterprises for such constant reinvention is a busi-
ness transformation program. Most U.S. based health care organiza-
tions have launched various transformation initiatives to enable them
to get ready for the sea changes that are being brought in the health care
industry by the health care reforms. In the financial services industry
sector, the explosion of digitization has led financial institutions to ini-
tiate business transformation initiatives to handle the demand for new
financial products and services. The disruptions from cloud computing
technology is forcing highly successful and global technology compa-
nies to embark on business transformation to change the crux of their
business models.

A holistic, structured, and rigorous program management practice is
critical to making a business transformation happen and sustain. The
program management discipline can integrate and align the six critical
dimensions (strategy, people, process, technology, structure, and measure-
ment) needed to transform a business through a transformation program.
Business transformation programs can be executed from start (initiation)
to finish (operational transition) through successful application of the
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end-to-end program management life cycle. The following topics are cov-
ered in the first chapter of the book:

+ Book overview

» Road map to make a business transformation program successful

» Competitive advantage and program management framework
 Key techniques to facilitate successful business transformation

o Chapter synopses (Chapters 2-12)

+ Transformation program management closes the business outcome gap
« Transformation program realizes business benefits

« Clarification on benefits realization terminology

« Business transformation and program management life cycle

BOOK OVERVIEW

This book enumerates how enterprises are applying program management
to realize business benefits by successfully delivering the outcomes expected
of complex, strategic, cross functional initiatives. The book will facilitate
a better understanding and application of program management, a key
enabler for improving the success rate of business transformation programs.
The book synthesizes the principles of competitive strategy, organization
change management, process improvement, automation through technol-
ogy, organization structure, and measurement architecture through the pro-
gram management umbrella. Strategists and execution specialists working
on transforming a business will find this book invaluable. The book focuses
on the following:

1. Details in a pragmatic way the ten mandatory steps (or road map)
needed to lead complex, business transformation programs to success

2. Describes the holistic program management approach adopted by
global enterprises to execute strategies that improve their competi-
tive positioning

3. Elaborates how program management enables the fusion of strategy,
people, process, technology, structure, and measurement on cross
functional initiatives

4. Defines and expands on the key techniques that need to be part of
any program management tool kit for a transformation program to
realize the transformational change
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5. Depicts how program management integrates a business and tech-
nology view, which is a critical success factor for implementing busi-
ness transformational strategies

6. Serves as a how to guide for enterprises focused on building and
enhancing their program management and transformation manage-
ment competencies

7. Draws a distinction between program leadership and program
management and the need for both to deliver the business benefits
expected of a transformation program

8. Showcases program management best practices and lessons learned
though real-world case studies spanning different industry sectors
and functional domains

This book will appeal to business and technology professionals who
are involved in some capacity on business transformation programs
that are initiated to solve either complex business problems or improve
business performance. Executives, general managers, and practitioners
with responsibility for a program management office, portfolio manage-
ment, program management, and project management will be able to
leverage the key concepts and techniques covered in this program man-
agement book. The book will cater to the needs of the day-to-day tacti-
cal project managers and senior level decision making program managers
who are on the business and technology side.

ROAD MAP TO MAKE A BUSINESS TRANSFORMATION
PROGRAM SUCCESSFUL

The complexity of successfully delivering disruptive change that improves
organizational performance through a transformation journey is high. In
addition, the risk of not realizing the expected business benefits from a
business transformation program is high. This book details the approach to
be taken to drive a business transformation program to success. Program
managers oversee the process of solving complex business challenges by
driving end-to-end processes, managing project managers who oversee
project work streams, and engaging with stakeholders to manage their
expectations of program outcomes. True transformation program man-
agement—and, ultimately, program success—is best achieved by flawlessly
executing the following road map:
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Success Starts Upfront: Describe the Problem Accurately
Articulate the Program Vision and Objectives
Secure Cross Functional Executive Sponsorship
Develop and Implement a Governance Model

Define Success, Outcomes, and Key Value Indicators
Invest in Planning and Creating an Integrated Approach

Drive Strong Partnership and Stakeholder Engagement

Provide Leadership Across All Levels
Monitor Aggressively and Have Contingencies
Create and Implement an Operations Transition Plan

Each of the ten components of this road map for a business transfor-
mation effort to attain the desired future state objectives has been allo-
cated a chapter in this book. Although the road map components are
strategically sequenced, the planning and execution of the road map is an
iterative exercise. A pictorial view of the proven road map to drive a busi-

ness transformation program to success in the eyes of the stakeholders is
presented in Figure 1.1. The program team utilizes the techniques in the
program management tool kit to deliver in line with the road map. The

program management team needs to have the capability (hard skills, soft

-

FIGURE 1.1
Road map for transformation program success.

1
Problem | Describe the problem accurately (Chapter 2)>
\/
o Vid@n | Articulate the program vision and objectives (Chapter 3)>
% Sponsorship | Secure cross-functional executive sponsorship (Chapter 4-)>
8n
§ -, | Develop and implement a governance model (Chapter 5)>
~—| .
g O | Define success, outcomes, and key value indicators (Chapter 6)>
& - - - )
E Approach | Invest in planning and creating an integrated approach  (Chapter 7)>
=)
,g Engagement | Drive strong partnership and stakeholder engagement  (Chapter 8)>
=}
g Leadership | Provide leadership across all levels (Chapter 9)>
7] \/
g Monitor | Monitor aggressively and have contingencies (Chapter 10>
= \/
TEmnatien | Create and implement an operations transition plan (Chapter 11>




Executive Overview o 5

skills, methods, processes, techniques, and tools) to execute against the
road map.

COMPETITIVE ADVANTAGE AND PROGRAM
MANAGEMENT FRAMEWORK

High performing enterprises, as well as those lagging the leaders, are
always on the lookout for the levers that give them a business performance
edge and are always striving to maintain that edge. A business strategy
discipline has numerous frameworks and tools that are used by enter-
prises to formulate their competitive strategies. Enterprises recognize the
equal importance of possessing the strategic execution capability needed
to effectively implement a competitive strategy. This “must have” strategic
execution capability is also the capability of program management.

Enterprises typically launch a business transformation initiative to
achieve strategic business objectives, realize desired business outcomes, and
improve their competitive positioning. According to research conducted
among 587 C Suite and senior executives by the Economist Intelligence
Unit (2013), organizations can improve their competitiveness by success-
tully executing initiatives to deliver strategic results. A transformation
initiative could be structured either as a single large program or multiple
programs, with the subprograms composed of numerous projects.

The multidimensional, integrative, and holistic framework of program
management enables enterprises to initiate, plan, execute, and monitor a
transformation initiative. The program management framework factors
the six dimensions (strategy, people, process, technology, structure, and
measurement) in delivering the desired business outcomes, realizing the
business benefits, producing the tangible and intangible business results,
and sustaining the benefits. A high-level explanation of the six dimen-
sions follows:

1. Strategy: The transformation initiative undertaken by a program has
to be aligned with the organization’s strategy and the strategic objec-
tives that need to be accomplished.

2. People: Program management entails engaging with stakeholders,
managing human capital, and preparing the workforce to embrace
the changes the business transformation is driving.
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Strategy

Measurement

Competitive
Advantage

Structure Process
/ Technology\
FIGURE 1.2

Program management framework.

3. Process: Typically, a business change developed by a complex pro-
gram requires the redesign of current business processes and imple-
mentation of the redesigned new processes.

4. Technology: In light of the ever changing technologies and innova-
tions they enable, most transformation programs involve supporting
the changes to the technology landscape.

5. Structure: The current organizational model, role, and work loca-
tion needs to be assessed and restructured to attain and sustain the
future state goal of a strategic initiative.

6. Measurement: A measurement architecture has to be designed and
implemented to monitor and evaluate the delivery and sustainment
of business value expected from a transformation.

Based on the context, situation, and nature of the transformation pro-
gram, it is possible that some of these six dimensions may require less (or
more) work relative to the other dimensions during certain phases of pro-
gram execution. One additional lever of competitive advantage for enter-
prises is building the program management competency (Figure 1.2).

KEY TECHNIQUES TO FACILITATE SUCCESSFUL
BUSINESS TRANSFORMATION

This book provides an in depth coverage of fifteen techniques that can
be applied during the course of a transformation program to successfully
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transform a business. For each of these fifteen techniques, the book pres-
ents an overview, an objective, and an approach for using the technique
successfully. Knowledge of these techniques will enable program man-
agement practitioners to drive the complex business transformation pro-
grams that they are leading to success by delivering the business benefits
and outcomes expected by the program stakeholders.

. Environment scanning

. Voice-of-customer

. Strategic alignment

. Business performance calibration

. Program value justification

. Governance modeling

. Governance policy design

. Performance improvement measurement
. Business-outcome modeling

. Program architecture

. Organization change management
. Transformation program planning

O 00 g O U1 I W N -
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. Stakeholder expectation management
. Value-enhancement analysis
. Walk through

—_
Ul

Please note that only some of the key program management techniques
have been expounded in this book and that there are many other tech-
niques. In the next few pages, an executive level summary snapshot of
each of the ten road map components is provided. The fifteen techniques
in the previous list are spread across Chapters 2-11.

CHAPTER SYNOPSES (CHAPTERS 2-12)

Chapter 2: Success Starts Upfront:
Describe the Problem Accurately

The program management team plays a critical role during the program
frame-up phase by ensuring that there is due diligence around busi-
ness problem definition and alignment among the stakeholders on the
problem the business transformation program will solve. The common
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understanding and agreement of the problem statement among the stake-
holders creates an invaluable platform that the program management team
can further build upon as they successfully drive the program forward.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

» Program management operating model

+ Program management tool kit

 Environment scanning technique: Overview, objective, and approach
 Description of business problem

« Voice-of-customer technique: Overview, objective, and approach

+ Definition of business outcome

« Definition of benefits realization

» Program charter

o Case study: Software licensing transformation program

Chapter 3: Articulate the Program Vision and Objectives

As the program management team drives forward the planning and exe-
cution of programs, all of the program stakeholders need to be cognizant
of the program vision, program strategy, and program objectives. Periodic
reinforcement of the program vision and of how achievement of the pro-
gram objectives will benefit everyone is one of the most important and
critical success factors for a transformation program.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

 Formulation of business strategy

« Business transformation drivers

« Implementation of business strategy

« Comparing program management life cycle to PMI’s Standard for
Program Management

« Strategic alignment technique: Overview, objective, and approach

+ Business performance calibration technique: Overview, objective,
approach, and critical success factors

« Strategic imperatives architect programs

o Benefits realization strategy

« Management of benefits realization life cycle

o Case study: Transformation program to redesign process and
technology
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Chapter 4: Secure Cross Functional Executive Sponsorship

The sponsorship team needs to own the transformation program and
be visibly involved. The drivers for the business transformation need to be
reinforced by the sponsors. A cross functional and multilevel sponsorship
model is needed to authorize and legitimize the program. By addressing the
program barriers, the sponsorship team positions the program team to real-
ize the desired business outcomes expected of the transformation program.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

« Sponsorship of business transformation program

+ Multilevel program sponsorship model

 Program value justification technique: Overview, objective, approach,
and helpful hints

+ Upward management of program sponsors

« Sponsorship of program outcome delivery and benefits realization

o Case study: Program to transform procurement function via
outsourcing

Chapter 5: Develop and Implement a Governance Model

For a transformation program to succeed, it is imperative to develop and
implement the governance practices sooner rather than later. A program-
governance model is a combination of governing bodies, strategic control
and oversight functions, and cohesive policies that defines the consis-
tent management of the program throughout the program life cycle. A
lack of robust governance practices poses a substantial risk to realizing
the desired business outcomes targeted by the transformation program.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

» Governance modeling technique: Overview, objective, and approach

« Program communication and escalation protocol

» Program governance: Bodies, responsibilities, and rhythm

 Program accountability

 Governance policy design technique: Overview, objective, and approach

« Program governance: Decision making framework and change con-
trol management
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o Governance of benefits realization
o Case study: Transformation program for postmerger integration

Chapter 6: Define Success, Outcomes, and Key Value Indicators

The importance of driving adequate clarity upfront on what constitutes
the success of a transformation program is high. The elaboration of
expected outcomes and timing the delivery of those outcomes is a criti-
cal success factor. Program management has to constantly manage stake-
holder expectations and validate that there are no deviations from the
original definition of success. The activities associated with management
of the business outcome life cycle have to be embedded in the integrated
transformation program plan.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

 Performance improvement measurement technique: Overview, objec-
tive, approach, and helpful tips

« Positioning transformation program to deliver business outcomes

 Business-outcome modeling technique: Overview, objective, and
approach

« Case study: Selection program for enterprise system

Chapter 7: Invest in Planning and Creating
an Integrated Approach

An end-to-end and integrated program management approach will result
in the accomplishment of strategic objectives and sustainment of defined
business outcomes. The program architecture establishes the bridge
between business strategy and the implementation of that strategy, which
provides the key input to the program management life cycle. The first
two phases of the program management life cycle are essentially planning
phases, and the culmination of those then results in fruition of a cohesive,
integrated program plan. Organization change management (OCM) is a
blueprint for integrating and accounting for the “people” elements of the
transformation program. Program management and organization change
management are two sides of the same coin, with the former focusing on
the “hard or technical or structural” aspects and the latter on the “soft
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or cultural or behavioral” aspects, and both are critical to enable and
embrace the strategic business change.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

+ Program architecture technique: Overview, objective, and approach

 Program architecture drives program management life cycle

+ Organization change management technique: Overview, objective,
approach, and drivers

« Organization change readiness

« Transformation program planning technique: Overview, objective,
and approach

o Benefits realization planning

« Case study: Business transformation program to launch a new product

Chapter 8: Drive Strong Partnership
and Stakeholder Engagement

For a transformation program to successfully deliver and sustain the
change, stakeholder engagement at all levels is necessary. A complex pro-
gram is usually driving strategic business and technological change within
multiple functional groups. Typically, a vast number of business and tech-
nical stakeholders in multiple geographic locations at varying organiza-
tional levels are impacted by the program. The full support of as many
stakeholders as possible to attain and sustain the desired future state is
essential. The program is considered successful by stakeholders if it deliv-
ers the expected business outcomes and benefits. The program leaders and
core program team members need to proactively and constantly partner
and collaborate with the identified stakeholders. A tailored engagement
strategy and an engagement plan need to be crafted for each category of
stakeholders.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

« Stakeholder expectation management technique: Overview, objec-
tive, and approach

« Stakeholder assessment

« Stakeholder engagement strategy
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« Stakeholder engagement: Planning, executing, and monitoring

« Stakeholder engagement through communications vehicle

« Stakeholder engagement through training vehicle

« Stakeholder engagement through coaching vehicle

« Business outcome delivery enabler

« Case study: Transformation of policy servicing at enterprise level

Chapter 9: Provide Leadership Across All Levels

The complexity of business transformation programs requires cross
functional, cross-dimensional, and cross-project leadership to realize
the program vision and sustain business outcomes. Effective leadership
at multiple levels is needed to increase the acceptance rate of the trans-
formational change brought about by a program. The office of business
transformation provides an integrated leadership model that facilitates
getting the right quantum of leadership to all the dimensions of program
management.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

 Multilevel program leadership model

+ Multidimensional program leadership model

+ Program leadership and risk mitigation

« Transformation program leadership: Planning and delivery stages

+ Leadership of program management processes

» Program leadership versus program management

« Balancing program leadership and program management

+ Program leadership through office of business transformation

« Drivers for the office of business transformation

« Significance of leadership in program communications

+ Benefits realization leadership

o Case study: Business transformation initiative on privacy and
compliance

Chapter 10: Monitor Aggressively and Have Contingencies

Institutionalization of program controls is essential for efficient opera-
tional execution of the business transformation program and to posi-
tion the program for success. The “monitor program delivery” process
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ensures that program progression is in line with the integrated program
plan. The program monitoring process drives additional value into the
business-transformation program by creating opportunities for continu-
ous improvements. The tested contingency plans mitigate the significant
risks encountered by the transformation.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

» Monitoring status of transformation program

« Program monitoring: Key criteria

« Status of transformation program dashboard

o Tracking and reporting project performance

« Monitoring transformation program: Milestones, financials, and
issues and risks, and change requests

« Enabling continuous improvement

« Contingency strategy and contingency planning

« Monitoring benefits realization

« Case study: Program to manage transformation of business processes

Chapter 11: Create and Implement
an Operations Transition Plan

The timely roll-out of an end-to-end operations transition framework will
position the designated operations functions to move forward the charter of
the business transformation program once it ceases to exist. The readiness
of the operations team is facilitated by the development and execution of the
operations plan, training plan, and knowledge transfer plan. Embedding
continuous improvement practices and lessons learned exercises creates an
operations environment that will sustain the delivery of expected business
outcomes.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real-world case study:

o Operations transition framework

« Transition model development

« Training the operations team

+ Transition model execution

« Value enhancement analysis technique: Overview, objective, and
approach
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o Transition model operationalization

« Walkthrough technique: Overview, objective, and approach

« Leading lessons learned from walkthroughs

+ Business outcome delivery and sustainment

 Case study: Strategic initiative to get and stay compliant with gov-
ernment regulations

Chapter 12: Executive Summary

For business transformation programs to succeed in today’s ever-
changing market environment, enterprises must give renewed emphasis
to the tenets of program management. The program management disci-
pline integrates and aligns the six critical dimensions (strategy, people,
process, technology, structure, and measurement) needed to transform a
business through successful completion of a transformation program. For
organizations seeking a competitive edge, program management is the
“secret sauce” in achieving transformation program objectives, realizing
program outcomes, delivering business results, and setting the stage for
ongoing benefits realization.

The following topics are described in this chapter with the help of sup-
portive illustrations:

« Road map for transformation (or strategic initiative) success
« Summaries of Chapters 2-11
« Revisit of main points
o Program architecture: Bridge to implementing business strategy
« Business outcome and benefits realization life cycle management
« Program management life cycle
« Program management office and office of business transformation
« Key takeaways on program management

TRANSFORMATION PROGRAM MANAGEMENT
CLOSES THE BUSINESS OUTCOME GAP

Enterprises everywhere are experiencing the business outcome gap, which
can be defined as the difference between desired business outcomes and
realized business outcomes. Desired outcomes are changing in response
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to rapidly evolving stakeholder needs, whether the stakeholders are
employees, customers, or shareholders. While realized outcomes may be
improving, for most enterprises the increase in desired outcomes is far
outstripping those realized. Not only do enterprises see a business out-
come gap, but they see it widening. To close the business outcome gap,
enterprises are increasingly embarking on transformation initiatives or
strategic initiatives. These initiatives are launched by senior management
within an organization to transform the business from the current to the
tuture state and, in doing so, to close the widening business outcome gap.

Enterprises need to understand and address the six dimensions of pro-
gram management (strategy, people, process, technology, structure, and
measurement) in any transformation initiative they attempt. The multi-
dimensional and integrative framework of program management enables
enterprises to initiate, plan, execute, monitor, deliver, and sustain the
benefits expected by the stakeholders of the transformation initiative.
Program management ensures that the planned tangible and intangible
benefits are realized in the designated time frame and that the realization
of benefits results in a closure of the business outcome gap.

TRANSFORMATION PROGRAM
REALIZES BUSINESS BENEFITS

A business transformation program is designed to accomplish strategic
business objectives, which tend to be high level. Typically, the program
charter will expand on each strategic business objective and derive the
desired business outcomes. In other words, the program team decom-
poses the business objectives into desired business outcomes. The desired
business outcomes are further decomposed into specific business benefits
(or business results) expected by stakeholders. Hence, the business out-
comes realized by the program are the business benefits realized by the
program. The expected benefits (or results) to be realized by the program
could be tangible, intangible, or both. The socialization and sign-off of the
transformation program charter by all stakeholders in the early stages of
the program management life cycle ensure that there is buy-in on the busi-
ness objectives, business outcomes, and business benefits to be delivered
by the transformation program.
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A program is designed to realize tangible and intangible business ben-
efits, and these benefits are sustained by the operation’s function upon
formal closure of the program. The program management team works
closely with the stakeholders in devising the benefits realization plan and
secures their sign-oft on the plan. In addition, the program manager gets
buy-in and approval of the benefits realization plan from the executive
sponsor. As the program management life cycle plans and executes the
transformation program, the tangible and intangible benefits specified
in the approved benefits realization plan are delivered. The technique of
business-outcome modeling is covered in Chapter 6, and the implementa-
tion of that technique adds rigor to the steps taken for a program to realize
the planned or expected benefits. The business outcome realization plan
is a component of the transformation program plan, which is described in
Chapter 7 of the book.

CLARIFICATION ON BENEFITS
REALIZATION TERMINOLOGY

The ultimate goal of the business transformation program is to realize the
vision and strategy within the planned time frame and with the estimated
resources. The realization of program vision means the realization of busi-
ness objectives, business outcomes, and business benefits. Business bene-
fits can be categorized as either tangible or intangible. The transformation
program is designed to realize the intended business benefits in the desired
future state and then sustain those benefits. The extent of success of a pro-
gram is determined by tracking the business benefits in the attained future
state. An example of a business objective for a widget manufacturing orga-
nization might be to “Be the market leader in the United States.”

An example of a business outcome supporting this business objective
might be to “Be the number 1 in total volume and total dollar sales of the
widget in three of the four geographic regions within the United States
in which the organization operates.” An example of a tangible business
benefit supporting this business outcome might be improved top-line
financials. An example of an intangible business benefit supporting this
business outcome might be to “Be the most admired brand.” In this book,
the terms business objective, business outcome, and business benefit are
used in this context.
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BUSINESS TRANSFORMATION AND PROGRAM
MANAGEMENT LIFE CYCLE

Enterprises are systemic and complex in nature, and many are global.
Strategic initiatives (or transformation programs) undertaken by enter-
prises are complex and drive significant business change across autono-
mous business divisions, functions, and geographic locations. A typical
strategic initiative at a large enterprise is a complex program comprising
multiple related projects. Management of strategic or transformation ini-
tiatives is called program management.

Program management enables and sustains business transformation
by articulating vision, developing an integrated transformation program
plan, driving the plan, removing execution barriers, delivering planned
business outcomes, and realizing business benefits. Though program
management is not a silver bullet, it can play a key role in realizing the
business benefits (or business outcomes), as it can effectively account for
and address all six dimensions of the program management life cycle:
strategy, people, process, technology, structure, and measurement. True,
sustainable business outcome realization is only achievable by recogniz-
ing, analyzing, and addressing the six dimensions.

The program management function within an organization can facili-
tate and own the responsibility for executing a transformation program.
The discipline and rigor in planning and executing the transformation (or
strategic) initiatives can be ensured and facilitated through the program
management life cycle. In the context of program management, life cycle
refers to program start to program finish. The program management life
cycle (Figure 1.3) comprises four phases:

Phase 1: Set the stage
The primary objective of this “set the stage” phase is to validate
the program mission, vision, and strategy and define the problem.
Program objectives, desired business outcomes, and a high-level
program plan is developed. This goal is accomplished by completing
the following two high-level processes:

« Formulate a program strategy
« Develop a program road map
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FIGURE 1.3

Program management life cycle.

Phase 2: Decide what to do
In the “decide what to do” phase, the definition of success, prob-
lem validation, and program scope determination is completed. In
addition, stakeholders are identified, an integrated detailed program
plan is created, and program plan is baselined. The “decide what to
do” phase entails the below processes:

 Define the program charter
« Create the program plan

Phase 3: Make it happen
The work that needs to get done as part of the program happens
in this “make it happen” phase. As the program plan is executed,
the program monitoring function starts. This real time monitor-
ing enables timely intervention, facilitates course correction, and
validates program output is in line with the plan. The two high-level
processes that accomplish the goals of “make it happen” phase:

 Execute the program
o Monitor the program delivery
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Phase 4: Make it stick
The “make it stick” phase entails the various steps associated with the
transition of program to the operations function including transfer
of knowledge. Realized program business outcomes are compared
against expected program business outcomes and lessons learned
analysis is accomplished. The following two processes constitute this
“make it stick” phase:

« Transition to operations and close the program
« Sustain outcome delivery

SUMMARY

As organizations become more global and their transformation initia-
tives get more complex, effective program management will be critical to
achieving the strategic objectives. In light of the disruptive changes that
the transformation initiatives are driving, the complexity is high and the
business change is significant. Enterprises need a methodical approach to
successfully execute a transformation initiative, and a road map for the
same was presented in this chapter. In addition, enterprises need a com-
prehensive framework for a transformation program to deliver the desired
business outcomes and realize the planned business benefits.

The program management framework is the glue that brings strategy,
people, process, technology, structure, and measurement dimensions
together to enable the realization of benefits expected from a transforma-
tion initiative.

This chapter identified fifteen program management techniques that
can be leveraged during the course of a transformation program to suc-
cessfully transform a business. The transformation program road map
and the program management techniques will be further expanded in the
remainder of the book.

Program management can be instrumental in closing the gap between
the desired and realized business outcomes. The program management
life cycle facilitates the end-to-end process of planning through the even-
tual execution of the business transformation program. For organizations
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seeking a competitive edge, program management is the “secret sauce”
in achieving transformation program objectives, realizing program out-
comes, delivering promised business results, and setting the stage for
ongoing realization of benefits.
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Success Starts Upfront: Describe
the Problem Accurately

A business transformation program can fail for many reasons, and inad-
equate definition of the business problem is certainly a leading one. Many
times, there is a lack of upfront rigor in elaborating, defining, and vali-
dating the business problem. Enterprises are unique; their problems are
unique; and hence each solution to these problems must be unique. More
emphasis should be placed on the thoughtful definition of the problem to
be solved and on the careful selection of appropriate methods to solve it.
There is a tendency for enterprises to look for historical or easy solutions.
A particular method of successfully solving a strategic business problem
in one company may not work equally well for another company with the
same problem. A business transformation program chartered to address
an incorrect problem is inherently doomed to fail, so a program manager
must determine the exact strategic business problem from the outset.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

» Program management operating model

+ Program management tool kit

« Environment scanning technique: Overview, objective, and approach
 Description of business problem

+ Voice-of-customer technique: Overview, objective, and approach

+ Definition of business outcome

o Definition of benefits realization

 Program charter

« Case study: Software licensing transformation program

21
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PROGRAM MANAGEMENT OPERATING MODEL

A transformation program has to effectively solve today’s complex busi-
ness problems in a constantly changing and competitive business environ-
ment. Program management integrates multiple disciplines and, therefore,
is uniquely positioned to solve the problems or capitalize on the opportu-
nities that business transformation initiatives undertake. Chapter 1 intro-
duced the high level, six dimensional program management framework.
The transformation program team management implements the program
management framework through the program management operat-
ing model.

This operating model provides a unique platform to transform the busi-
ness by integrating the six dimensions with the seven stages of the solution
life cycle. This solution life cycle is captured in the horizontal axis, and the
six dimensions (strategy, people, process, technology, structure, and mea-
surement) are reflected on the vertical axis. The construct of a program
management operating model enables the program management team to
factor the six dimensions across the solution life cycle, which moves the
organization from the current to the future state. The application of the
program management operating model positions the business transfor-
mation initiative to be successful by delivering desired business outcomes,
realizing expected business benefits, and producing measurable busi-
ness results.

Solution Life Cycle

The solution life cycle is an end-to-end problem solving (or opportunity
capitalization) cycle starting with definition of a business problem and
ending with sustainment of a benefits outcome. The solution life cycle com-
prises the following seven stages, and these are the columns in Figure 2.1.

o+ Definition of business problem

« Determination of objectives and outcomes
 Program design and planning

o Stakeholder identification and engagement
» Program execution and tracking

« Realization of program outcomes

« Sustainment of outcomes and results
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Solution Life Cycle

Business Program Program Stakeholders Program Program Business

Problem Outcomes Designed | Identified and | Executed and | Outcomes Outcomes

Defined Determined | and Planned Engaged Monitored Realized Sustained
Strategy | Mission, Vision, Objectives, Architecture, Roadmap, Integrated Plan I
People | Organization Change Management — Envisioning, Planning, Executing I
Process | Current Process Analysis, Future Process Blueprint, Gap Closure, Implementation I
Technology | Requirements, Selection, Design, Development, Testing, Training, Implementation I
Structure | Organization Alignment, Executive Sponsorship, Governance Model I
Measurement | Success Definition, Key Value Indicators, Value Metrics, Outcome Tracking I

FIGURE 2.1
Operating model for program management.

Program Management Dimensions

The high level building blocks within each of the six dimensions are high-
lighted in the rows in Figure 2.1. As an example, the key building blocks
constituting the “process” dimension are the current process, the future
process, gap closure, and implementation of the future process. Similarly,
the key building blocks for the “measurement” dimension include success
definition, key value indicators, value metrics, and outcome tracking. As the
program management team develops the program plan for executing the
business transformation, the team has to ensure that all of the six dimensions
are being taken into consideration for each stage of the solution life cycle.
For example, during the “business problem definition” stage of the solu-
tion life cycle, the analysis and engagement with program stakeholders
could lead the program manager to conclude not only that the technol-
ogy solution is not meeting the end user needs, but also that the end-user
personnel have not been trained. In this scenario, the solution that does
not meet the end-user needs reflects the “technology” dimension, and
the lack of training of end-user personnel reflects the “people” dimen-
sion. Based on the insights gathered in this case, in the program plan, the
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program manager has to detail all the activities associated with both of
these dimensions.

PROGRAM MANAGEMENT TOOL KIT

The program manager takes advantage of the numerous tools and tech-
niques from the program management tool kit. The program manage-
ment maturity level of an enterprise dictates the comprehensiveness of the
tool kit and how it has been tailored over the years to successfully handle
a wide range of programs. Many organizations use a program manage-
ment office or a program management center of excellence to develop, pilot,
refine, and maintain such a tool kit. Some programs, especially ones that
are large and complex, may have their own program management office
(PMO) to support the program and use and tailor the tool kit.

The following discussion highlights two techniques that enterprises and
program managers have successfully applied to identify, define, detail, and
validate business problems. Each of the fifteen techniques covered in this
book includes an overview (“what”), objective (“why”), and an application
approach (“how”). Though a program manager need not be a subject mat-
ter expert in all of the techniques applied to drive a business transforma-
tion initiative to success, it is important for the program manager to have a
good understanding of these techniques. A program manager can recom-
mend, plan, facilitate, and manage the implementation of all techniques
and be an expert in some of the techniques in the program management
tool kit.

ENVIRONMENT SCANNING TECHNIQUE

Overview

An environment scan is the identification and structured analysis of
strengths, weaknesses, opportunities, and threats in the context of orga-
nizational strategy. Strengths and weaknesses are characteristics of the
enterprise or business process—its operational assets and liabilities. Most
strengths and weaknesses exist in a tangible sense. For example, an asset
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such as an extensive distribution network is a strength regardless of envi-
ronmental factors. Opportunities and threats include internal or external
environmental factors or trends that can positively or negatively affect
an enterprise, depending on where its strengths and weaknesses lie.
Environment scanning forms the premise for business problem identifica-
tion, definition, and validation and provides a vehicle for an enterprise to
effectively and accurately frame a problem.

Obijective

The primary purpose of environment scanning is to assist the enterprise
in developing a strategy that takes advantage of opportunities and over-
comes or circumvents threats. This scanning analysis is not always easy,
as it can sometimes be difficult to identify which environmental changes
constitute an opportunity and which constitute a threat. The process of
environment scanning maps opportunities and threats to both strategies
and environmental factors. It provides an at-a-glance picture of factors that
affect strategies and the environment. A structured analysis is required to
identify how an enterprise’s current strategy, strengths, and weaknesses
determine the opportunities and threats from its business environment.
Determining weaknesses assists in problem identification and definition.
Similarly, a close examination of the threats provides insight on what
could become a significant problem.

Approach

The process for performing environment scanning involves the follow-
ing steps:

+ Determine the level of analysis

o Identify the key strengths and weaknesses

 Analyze the strategy against the strengths and weaknesses
« Identify key changes in the environment

« Map environmental influences and changes

 Analyze environmental influences and changes

« Identify opportunities and threats

A detailed description of each of the above steps constituting the environ-
ment scanning technique follows as it will facilitate its effective application
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by the business transformation program core team in order to produce the
needed deliverables.

Step 1. Determine the level of analysis: An analysis can be performed
at a variety of levels: enterprise wide, business unit, group of func-
tional areas, single function, or specific business process. At each
level, the same steps apply, but the difference is the extent of detail
and the environmental factors involved. The level must remain the
same throughout the analysis.

Step 2. Identify the key strengths and weaknesses: The next step is
to analyze the resources at the enterprise, business unit, function,
or business-process level to provide an understanding of strategic
capabilities. These capabilities provide the basis for the enterprise’s
competitive position and for its ability to fulfill the roles expected
by customers and other stakeholders. The objective of this step is
to list specific strengths and weaknesses. This list is not simply a
quantitative inventory of assets and liabilities, but is an assessment
of capabilities in relation to the strategic purpose, or mission, of the
enterprise or function. If an enterprise decides to further build on
particular strengths to increase the business performance gap with
its closest competitors, the problem definition statement morphs
into strategic business objective statements.

Step 3. Analyze the strategy against the strengths and weaknesses:
Analyzing the enterprise’s strategies in relation to its strengths and
weaknesses is the next step. If the analysis is being conducted at
the business process level, analyze the associated key value indica-
tors (KVIs) in relation to the strengths and weaknesses. KVI is an
operational performance measure used to monitor the success of the
transformation program in realizing the desired business outcomes.
KVT assists with measuring attainment of business objectives, busi-
ness outcomes, and business benefits. As programs drive business
initiatives forward with the help of process focused cross functional
teams, operationally based performance measures become key in
measuring the value delivered by the program.

A Harvard Business Review article (Meyer 1994) has stressed
the application of process based measures in a performance-
measurement system designed to gauge the value in delivering a
service or product to customers. KVIs are extensively covered in
Chapter 6. Note that these are not the same as key performance
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indicators (KPIs), which measure program work performance and
progression against the program plan. The analysis of the strategy by
the core program team, subject matter experts, and other stakehold-
ers ascertains whether the current strategy capitalizes on strengths
or addresses weaknesses.

Step 4. Identify key changes in the environment: The objective of this
step is to develop a short list of environmental changes or influences
that most affect at the enterprise, business unit, function, or busi-
ness process level. There are a number of different types of changes
and influences to consider. Influences in the economic, technologi-
cal, political, and sociocultural environments should be examined.
Examination these influences is necessary, as they impact the orga-
nization’s vision, strategy, business objectives, and desired business
outcomes.

For example, if the manufacturing operations of a global company
are concentrated in a geographic region where political instability
and uncertainty jeopardize the prevailing labor laws, the environ-
ment scanning would be used to assess the situation. At an industry
level, competitive rivalries, buyer and supplier relationships, and the
threat of substitute products and services should be considered. For
example, if a substantial portion of a software company’s revenue
comes from the sales of on-site based software while competitors are
gaining market share with cloud based software, the software com-
pany cannot afford to ignore the threat.

In this step, it is critical to keep in mind the level of analysis
being performed. The environmental factors that are relevant to the
global enterprise are significantly different from those relevant to
the business process. The influencing factor categories (economic,
technological, political, and sociocultural) remain the same, but
the specific factors will be different and will tend to be more spe-
cific with greater granularity of the environment scanning. In other
words, an analysis of a business process would be more affected by a
specific technological innovation than a general technological trend.
To extend the example presented here, the software company that
is currently losing market share would identify the environmen-
tal change in the software licensing business process. Two effective
methods for compiling the list of environmental factors include
(a) brainstorming sessions involving the program team and other
affected stakeholders and (b) creating a process for each stakeholder
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Environment Scanning Analysis
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Environment scanning analysis: identifies opportunities and threats.

to independently develop the list followed by a team sharing session
to reach group consensus.

Step 5. Map environmental influences to the strengths and weaknesses:
The next step is to develop a matrix to map the key issues in the
environment against the strengths and weaknesses identified in
the previous step. In this way, the enterprise can establish the rel-
evance and significance of the environmental factors in terms of the
strengths and weaknesses of the organization. Figure 2.2 provides an
illustration of the matrix, which is one of the key inputs that could be
used in the business problem identification and definition process.

Step 6. Analyze environmental influences and changes: The next step
in performing an environment scanning analysis is scoring each of
the entries in the matrix in Figure 2.2. The goal of this step is to
determine whether internal and/or external environmental factors
and trends provide opportunities or threats for the enterprise given
its current strategies, strengths, and weaknesses. While the enter-
prise may have its own weighted scoring systems, a simple method
involves using pluses, minuses, and zeros. This scaling is performed
as follows:

« +:used to indicate a benefit or opportunity for the enterprise. This
score could be either a strength that will enable the enterprise to
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take advantage of an opportunity or a weakness that would be
offset by an environmental change.

o —:used to indicate adverse effects on the enterprise in the form of
an organizational strength being reduced by an environmental
change or a weakness preventing the enterprise from handling
an environmental change.

+ o0: used to imply neutrality, i.e., the environmental trend has no
effect on a given organizational strength or weakness.

The result of the scaling is a clearer insight of the extent to which
environmental changes and influences provide opportunities or
threats given the enterprise’s current strategies and capabilities.
This deeper level of analysis assists in validating the accuracy of the
defined problem, which is another key factor in supporting the busi-
ness rationale for initiating a transformation program. A sample
output of the analysis is highlighted in Figure 2.2.

Step 7. Identify opportunities and threats: The final step in environ-
mental scanning identifies the opportunities and threats created by
the interaction among the enterprise’s strengths, weaknesses, and
environmental influences. If an environmental trend provides an
opportunity based on the strengths, any strategies relying on those
strengths should be emphasized to take advantage of the opportu-
nity. Similarly, if an environmental trend poses a threat, there may be
a cause for a new strategy to negate that threat. If a trend negates the
strengths of the enterprise, any strategies reliant on those strengths
should be modified. An enterprise might view the lack of any initia-
tive to capitalize on known opportunities as a problem and decide to
initiate a transformation program to sustain the competitive advan-
tage in that area.

DESCRIPTION OF BUSINESS PROBLEM

Earlier in this chapter, the discussion of a program management operating
model emphasized the need for an accurate and comprehensive definition
of the problem. The first two stages of the solution life cycle are (a) the
definition of the business problem and (b) determination of the objectives
and outcomes. All six of the program management dimensions (strategy,
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FIGURE 2.3
Definition of business problem: leveraging environment scanning analysis.

people, process, technology, structure, and measurement) have to be taken
into consideration as part of the solution life cycle. The research, deliver-
ables, and information gathered from an environment scanning analysis
exercise should be leveraged to define, describe, and validate the business
problem (Figure 2.3). The transformation program management team
effectively engages with stakeholders to ensure the alignment of the prob-
lems that need to be solved first. Agreement and clarity on the question
of “What problem will the program solve?” will provide a solid footing to
describe the program objectives and outcomes.

VOICE-OF-CUSTOMER TECHNIQUE

Overview

The second technique from the program management tool kit that can be
utilized to uncover, define, and validate the business problem is the Voice-
of-Customer (VoC). The importance of factoring in an “outside in” per-
spective is significant during the problem identification and elaboration
processes. During this early discovery stage of the transformation initia-
tive, as the program is being established, the program manager can bring
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FIGURE 2.4
Solving the right problem: applying the voice of the customer.

in this external view through a Voice-of-Customer study. The VoC is a
technique used to identify and validate the customers for the transforma-
tion program and to capture customer insight on their pain points, what
they value the most, expected business outcomes, and points of view on
how well the program will address their needs. In Satisfaction: How Every
Great Company Listens to the Voice of the Customer (Denove and Power
2007), the authors share fascinating stories of companies that don’t just
talk the talk, but walk the walk every day, and of other companies that
ignored the voice of the customer, with dire consequences (Figure 2.4).

Obijective
The application of the VoC technique:

« Identifies problems and assists in accurately framing them

+ Enables an objective view of what is important to customers

« Segments customers and diagnoses the value criteria for each segment

« Facilitates the identification and prioritization of what is important
to customers in influencing their decision making process

» Measures customer satisfaction across various performance criteria

« Identifies where improvements in the business are needed

o Assists in the identification of key value indicators
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The customer’s view of “value” is independent of the actual costs
incurred by the enterprise, business unit, function, or business process
that provides the product or service. In this respect, it is necessary to dis-
cern the specific criteria by which customers see value in the products
and services they purchase. The VoC thus provides additional following
invaluable inputs into the program:

+ Allows the enterprise to focus strategies and processes around cus-
tomer needs

« Identifies strengths and weaknesses according to the customers

« Compares current performance to competitors’ performance on key
customer values

« Provides intelligence about competitors

+ Helps in determining which processes and technology systems are
value added and how to innovate them to enhance customer experience

Approach

When conducting a VoC analysis, follow these steps:

Identify customers

+ Determine needs of customers

+ Construct “business value-implementation ease” matrix
+ Reread the marketplace

Each of the above steps constituting the VoC technique is elaborated below
as it will facilitate an effective application of this technique by the business
transformation program team in order to generate the necessary outputs.

Step 1. Identify customers: A best practice is to segment customers
into appropriate groups that demonstrate similarities. The segmen-
tation criteria utilized will vary, but essentially items such as sex,
age, geographical location, product type, etc., will be considered. The
criteria can be enhanced by answering the following:

« Who is the recipient of the output from the activity and process?

o How do the consumers’ needs and wants affect the activities
within the process?

o What do they expect to receive?
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o How is the output expected to be utilized?

o If the output does not meet the initial customers’ expectations,
what is the impact?

The customer identification step assists with classifying the differ-
ent types of customers that exist. Typically, the customer would fall
under one of the following four categories:

« External customers: These are customers outside the organiza-
tion that receive the end product or service.

o Consumers: For some organizations, the consumer and the
external customer are one and the same, whereas for the others
the consumer is an indirect external customer.

« Indirect internal customers: These are customers that are not
within the functional area but who receive output from the activ-
ity or process.

« Direct internal customers: These are the customers within the
functional area who directly receive the output from an activity
or a process as a whole.

In business-transformation programs, a focus on external custom-
ers is necessary because they are the most important in determining
enduring competitive success.

Step 2. Determine the needs of the customers: Customer needs can
be gathered through customer focus groups, in-person interviews,
surveys, telephone interviews, questionnaires, and meetings. Either
a high-touch method (e.g., focus group) or a low-touch method (e.g.,
web-based surveys) or a combination thereof can be used in deter-
mining the needs of the customers in each category. The goal is to
collect high quality information from a wide range and large number
of customers and analyze that information efficiently. The informa-
tion gathered will be used to determine customer value criteria. It is
important to properly use a well-developed questionnaire. Study the
actual activities of consumers using the product or service. Where
are they? Where do they use it? Who is influencing them? It is impor-
tant to make a detailed list of the different needs that are being met.

Typical examples of customer value criteria that will be revealed are:

« Product and service feature richness

+ Rapid availability

o Flexible delivery capabilities

o Price
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o Post-sales service and support
o Product or service brand image

Step 3. Construct a “business value-implementation ease” matrix:
Analyze the customer needs and highlight the differences between
customer values and enterprise values. Regardless of how long a
company has been in a particular market, running optimized opera-
tions, or monitoring current market intelligence, the VoC findings
help in understanding the customer values and business problem
areas. The program management team can facilitate the creation of
a “business value—implementation ease” matrix, which is a result of
the problems getting analyzed by severity, business impact, com-
plexity, time, resource needs, business risk, implementation feasibil-
ity, and cost. The vertical Y axis represents the business value to the
organization in putting the business problem behind by factoring in
revenue and cost. The horizontal X axis is an indicator of how easily
the business problem can be addressed. The resulting matrix pro-
vides insights that can drive the direction to be taken to effectively
solve the problem and/or exploit an opportunity.

The “business value-implementation ease” matrix is an invalu-
able tool in prioritizing the identified problem(s) that need to be
addressed to meet the needs of the customers. The matrix aids in
making key decisions, justifying the decisions to senior manage-
ment, and determining next steps. The matrix highlights four poten-
tial options:

« Solving those problems that would result in a “quick win”

o Tackling the next set of problems which will also deliver high
business value

« Reframing other problems with the intent of deriving higher
business value

« Probing deeper into the leftover problems to get more clarity

Thus, the matrix guides the program team in prioritizing the prob-

lem solving initiatives within the program road map, which is typi-

cally a multiyear, high level plan in the case of a transformation

program. Figure 2.4 displays the “business value-implementation

ease” matrix.

Step 4. Reread the marketplace: After the initial customer driven
needs, pain points, and innovation opportunities have been cap-
tured, the enterprise, business unit, business function, or business
process team must go back and resurvey the marketplace to see what
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innovations they would consider to be valuable, e.g., “Does the mar-
ket want what the enterprise believes it can provide?” This second
round of VoC and market research validates whether the strategic
direction of the transformation program is in line with the con-
firmed needs. The core program management team collaborates
with the subject matter experts in the various functional organiza-
tions in completing the VoC study and gets their reccommendations
to address customer pain points. The program management team
then reviews the completed VoC analysis with the transformation
program stakeholders and incorporates the work to be completed
by the program for a delivered future state that will overcome the
pain points.

DEFINITION OF BUSINESS OUTCOME

The success of a transformation program is primarily gauged by the deliv-
ery of business outcomes. Figure 2.5 illustrates the approach to be taken
in the front end of the program life cycle to design, influence, and plan
the business outcomes. A revisit of the business and technology strategy

Strategy Business Outcome Benefits
Formulation Outcome Delivery Realization
/ Definition / Strategy / Definition /
_,| Customer | _
Outcomes P
rogram
Roadmap
- | ,| Operations | | Program
Business and Outcomes Architecture
Technology [T L Program
Charter
Strategy | ,| Employee | | Program
Outcomes Strategy
Program
| Financial | | Plan
Outcomes
FIGURE 2.5

Positioning the program to deliver business outcomes.
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is done to identify the business-outcome components, which would vary
by the nature of program. Typically, at the highest level, the strategic out-
come components would fall in the areas of customers, employee opera-
tions, and finance. The program architecture and program strategy stages
will articulate these business outcomes to the next level.

The following considerations are necessary to effectively define the busi-
ness outcomes:

« In developing customer related outcomes, it is important to know if
the customers can be segmented by different characteristics. If dis-
tinct customer segments exist, relevant business outcomes would
need to be selected for each segment. Examples of potential desired
business outcomes include growth in market share, higher customer
satisfaction, on time delivery, etc.

 Operational outcomes developed should reflect the cross functional
or cyclical nature of how the work is performed within an organiza-
tion. For instance, lower cycle time, higher throughput, cost reduc-
tion, etc., would be sample business outcomes.

o Employee related desired business outcomes must foster employee
growth and happiness, which consequently generate improvement in
the other outcome components. Some examples here are an empow-
ered workforce, revenue per employee, new product ideas, etc.

o Financial outcomes result in shareholder value delivery and tangible
performance improvement to run the business, e.g., revenue growth,
higher profitability, improved cash flows, etc.

In the program architecture and program strategy stages, the business
outcome delivery strategy is formulated. The outcome delivery strategy
facilitates alignment of the defined business outcome components. The
correlation amongst customers, operations, employees, and financial out-
comes is factored in crafting the outcome delivery strategy.

DEFINITION OF BENEFITS REALIZATION

The development of a program road map, program charter, and program
plan supports implementation of the business outcome delivery strategy.
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The program manager works with the key stakeholders in determining
the tangible and intangible business benefits the transformation program
is chartered to deliver and sustain. For each identified and agreed business
outcome component, the elaboration of tangible and intangible business
benefits to be realized by the program needs to be completed. For example,
as part of defining the financial outcome component, the tangible top line
and bottom line financial benefits (or results) the program is expected to
deliver upon completion could be specified. The realization of the defined
business benefits can be gauged with the help of the key value indicators
(KVIs). The KVIs are high level, and the underlying value metrics aid in
confirming the realization of the business benefit.

Chapter 6 covers the benefits realization measurement architecture,
KVIs, and value metrics in more depth. The definition of benefits to be
realized by the program entails not just the description of the tangible
and intangible benefits, but also the timing of the realization of those ben-
efits. The program management team utilizes the program road map and
program plan to drive the transformation program forward and realize
the defined benefits in the specified time frames. Although the section
in Chapter 7 on benefits realization planning explicates the timing of the
benefits realization in depth, typically the strategy is to realize some ben-
efits as the program is underway, while others are delivered at the end of
the program. The upfront identification and definition of the tangible and
intangible benefits to be realized and sustained by the business transfor-
mation program is crucial.

PROGRAM CHARTER

The program charter aids in detailing the problem statement, articu-
lating the definition of success, setting scope boundaries, and securing
stakeholder buy-in on outcomes. In addition, the charter provides the
program manager with the authority to assign resources to the business
transformation program. The program charter, a core deliverable in the
early stages of the program life cycle, forms the basis for many of the other
core deliverables of program management. This tangible artifact can
assume different names within different enterprises based on the program
management terminology in place, e.g., program definition document,
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program description document. Similarly, the level of detail and subject
matter topics included in this deliverable depend on the program man-
agement methodology and program management maturity level of the
enterprise.

At a minimum, this deliverable has to clearly articulate the business
problem, the program objectives, what constitutes program success, pro-
gram scope, problem solution approach, a high-level timeline, and bud-
get estimates. The best practice approach is for the program sponsor to
prepare the program charter with input from the program manager.
An alternative route is for the program manager to take the lead in pre-
paring the charter with high involvement of the program sponsor. The
instructions for developing a program charter are outlined in detail in
Implementing Program Management: Templates and Forms Aligned with
the Standard for Program Management (Levin and Green 2013). The pro-
gram manager ensures that the program charter has been signed oft by all
the key stakeholders.

Figure 2.6 illustrates the composition of a typical program charter for
a complex business transformation program. The sample charter com-
prises twelve building blocks. The first four blocks describe the problem
the program has been chartered to address, the objectives to be accom-
plished, the capabilities to be developed, and the benefits the program will

|

« Program name « Scope definition « Program team structure
« Program sponsor name « What'’s out of scope? « Roles and responsibilities
» Program manager name « Strategic assumptions « Resource strategy
—
+ Problem statement « Impact of business change « Stakeholder identification
« Program strategic objectives « Nature and scale of impact « Stakeholder engagement strategy
« Program business outcomes « Change readiness strategy « Stakeholder readiness strategy
« Desired business capabilities «» Program approach » Governance model
« Desired technical capabilities « High level activities « Stage gate definition
« Business change definition « Intra and inter dependencies + Major risks and issues
R | R —
+ Definition of success « High level timeline + Critical success factors
+ How success will be measured? » Major deliverables « Budget estimates
« Expected results or benefits » Key milestones « Key constraints
FIGURE 2.6

Program charter: defines the problem and sets expectations.
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deliver. The next four building blocks of the program charter expound the
program scope, the impact of the program on the business, the program
approach to attain the desired future state, and the high-level timeline
for the program, including key deliverables and milestones. The building
blocks 9 and 10 detail the program organization, roles, responsibilities,
authority levels, resource strategy, program stakeholders, and stakeholder
engagement strategy to manage stakeholder expectations throughout
the program. The last two blocks of the program charter will elaborate
the program governance model, major known risks and issues, what is
needed to make the program successful, constraints that limit the pro-
gram, and the program budget.

Case Study: Software Licensing Transformation Program

CONTEXT

A Fortune 50 high-tech software company with global operations had
designed and implemented a volume licensing program for its top tier
enterprise customers. The roll-out of a new family of software products
by the company and the procurement of the same by the enterprise
customers led to increasing complexity of the licensing program.

BusiNEss PROBLEM OR OPPORTUNITY

The company’s top-tier customers were large enterprises with high vol-
ume purchases of multiple software products. The customers were in
need of better processes, educational collateral, automated tools, and
reports pertaining to the volume licensing program, all of which would
enable them to maximize the benefit from their purchases. The cus-
tomers were challenged in administering the licensing program, and
the learning curve to ensure compliance with the company’s licensing
program was steep. The customer inquiries and support needs per-
taining to the software company’s volume licensing were not being
effectively handled by the company’s volume licensing functional
organization and the company’s resellers. The lack of automated tools
from the software company that customers could use to track soft-
ware purchases of all their products impacted the customer experience
and interjected inefficiencies, as the customers had to track licensing
manually for certain products.
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SOLUTION

As the large top-tier enterprise customers accounted for high revenue
for the software company and had unique needs, the software com-
pany sponsored and embarked on a large program to transform the
volume licensing function. The program team led a Voice-of-Customer
study with the company’s top-10 enterprise customers on their volume
licensing experiences to identify and prioritize the customer needs
and pain points. The program manager conducted an environment
scanning exercise to assess the company’s software volume licensing
practices against the licensing trends in the software industry.

The volume licensing transformation program charter elaborated
the strategic business objectives, defined the problem to overcome,
and articulated the definition of success. The findings and recommen-
dations from the VoC study and the environment scanning exercise
was used by the program management team to develop and secure
sign-off on the program charter from the three sets of stakeholders—
customers, resellers, and internal functions. The business outcomes
and benefits to be realized by the transformation program were
defined from a customer, internal operations, employee, and financial
perspective. An integrated end-to-end program plan was prepared,
which included projects to tackle “quick wins.”

BusINEss OUTCOMES AND BENEFITS

The implementation of the identified and socialized “quick wins”
aided in improving the customer experience of the top-tier custom-
ers. An example of a quick win was the expansion of the monthly
forum for customer education to introduce the newly developed vol-
ume licensing educational modules that addressed specific customer
support needs. The volume licensing transformation program team
reverse engineered an existing tool to incorporate the licensing quote
functionality for all of the missing software products. The modified,
enhanced tool assisted the customers in making the best software pur-
chasing and licensing program decisions that met their functionality
needs and budgetary constraints.

The transformation team engaged with the internal operations team
in streamlining processes to track software usage against the software
purchases. The deployment of the streamlined processes to support
the volume licensing program not only enabled the large enterprise
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customers of the software company to easily track compliance, but
also benefited the company by minimizing the loss of licensing non-
compliance. The software company’s early, focused effort in describing
and validating the problem and pain points positioned it to deliver the
desired business outcomes and realize the expected benefits.

SUMMARY

The program management team plays a critical role during the early stages
of the program by ensuring that there is due diligence and governance
around business problem definition and alignment among the stakehold-
ers on the problem that the business transformation program will solve.
The environment scanning and the voice-of-customer techniques touched
upon in this chapter assist in identification, definition, and validation of
the business problem. Effective initial and ongoing communications are
needed to reinforce the business problem the transformation program has
been designed to solve. Clarity around the problem statement, strategic
business objectives, and desired business outcomes is a “must have.” A
common understanding and agreement of the problem statement among
the stakeholders creates an invaluable platform that the program man-
agement team can further build upon as they successfully drive the pro-
gram forward.
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Articulate the Program
Vision and Objectives

The previous chapter discussed the need to obtain an accurate defini-
tion of the business problem statement and described two techniques to
accomplish this. The upfront clarity and stakeholder agreement on the
problem the business transformation program is designed to solve will
pave the path for program success. An additional critical success factor
is validating and communicating that the problem being solved by the
transformation program will position the organization to realize the pro-
gram vision. Throughout the program life cycle, it is important to show-
case to the stakeholders how the program mission, vision, and strategy are
constantly aligned to the enterprise mission, vision, and strategy.

The initial and ongoing alignment of the transformation program to
the enterprise strategy will result in accomplishment of the transforma-
tion program objectives, which is correlated to the enterprise strategic
objectives. The program manager should make sure that the program
vision and program objectives have been crafted and effectively shared.
The upfront and ongoing periodic communication of the desired business
outcomes that the program is expected to deliver will enable the program
team to stay laser-focused on those work components of the transforma-
tion program that will drive the achievement of the business objectives.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

» Formulation of business strategy

« Business transformation drivers

 Implementation of business strategy

o Comparing program management life cycle to the PMI (2013a)
Standard for Program Management

43
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« Strategic alignment technique: Overview, objective, and approach

 Business performance calibration technique: Overview, objective,
approach, and critical success factors

« Strategic imperatives architect programs

« Benefits realization strategy

« Management of benefits realization life cycle

o Case study: Transformation program to redesign process and
technology

FORMULATION OF BUSINESS STRATEGY

Business strategy defines how the enterprise/business unit/business area
will succeed in terms of objectives and goals. The enterprise vision is the
desired future state for the business. The enterprise mission is the highest
level statement of purpose for an enterprise, and it provides the identity.
The mission statement communicates “who we are, what we do, and where
are we heading.” The vision and mission drive the formulation of busi-
ness strategy, which has a longer time horizon. To achieve the objectives
laid out by the business strategy, organizations create a tactical strategy to
facilitate realization of the near-term objectives and corresponding target
business outcomes.

The available, proven technologies and emerging new technologies are
constantly forcing enterprises to assess how they can best tap into tech-
nologies so that they can become an innovator and market leader. The
innovation-driven transformation enables organizations to continuously
perform better as they pursue attainment of the articulated mission. After
formulating the business strategy, enterprises devise technology and oper-
ational strategies. Business objectives can be decomposed into specific
operational and technology objectives. The formulated operational strat-
egy focuses on achievement of the operational objectives, and the technol-
ogy strategy enables realization of the technology objectives.

At the highest enterprise level, organizations need to define the capabili-
ties they need to realize the vision, and this definition is done through the
development of an enterprise architecture. The organizational capabilities
to pursue the mission can be broken into desired business and technical
capabilities at the next level. Business architecture (which is a component
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of the enterprise architecture) describes the desired business capabili-
ties as a series of cohesive and aligned building blocks, and the technical
architecture (which is the other component of the enterprise architecture)
does the same for the desired technical capabilities.

BUSINESS TRANSFORMATION DRIVERS

Organizations need to constantly innovate in the current market environ-
ment of rapidly changing customer needs, higher competition, increasing
globalization, and improved capabilities offered by new technologies. The
criticality of improving the business performance level —offering differen-
tiated products and services that address the unmet customer needs and
faster response times—is high for maintaining organizational success. The
following list provides examples of external and internal drivers that are
making organizations embark on strategic initiatives that will transform
the current state of business upon their successful execution:

External drivers
o Increased customer satisfaction
« Differentiated competitive positioning
o Improved relationship with business partners
o Decreased time to market
Internal drivers
« Standardization of processes, methods, and systems
« Risk mitigation
o Decreased costs
« Resource optimization

IMPLEMENTATION OF BUSINESS STRATEGY

The initial and ongoing alignment of the operational and technology
strategies and the supporting corresponding architectures is critical,
and this alignment outcome is accomplished through the business plan-
ning and technology planning processes that are in place within these
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organizations. The defined business architecture can be realized though
the implementation of the business road map, which is a high-level plan of
the operational work to be completed to achieve the organization’s goals.
Similarly, the technical road map draws out the technology work that
needs to be accomplished. The time horizon will dictate the level of detail
in the road map. The critical success factor is to ensure that the business
and technical road maps are in sync. The design and implementation of the
business and technical architectures will position the organization to real-
ize the desired business and technical capabilities. The business road map,
technical road map, program architecture, and program management life
cycle are the backbone for the implementation of business strategy.
Figure 3.1 highlights a framework that an enterprise can use to mobi-
lize around its operational and technical strategies and align the strategy
through the glue of program architecture. The portfolio management
work undertaken at the enterprise level defines the strategic initiatives and
establishes the transformation program(s) to manage those initiatives. The
program vision is realized based on the successful execution of the trans-
formation program. Chapter 7 provides a comprehensive elaboration on
program architecture and how it drives the program management life cycle.

| Vision |

I

| Mission |

| Business Strategy |
I

=

| Operational Strategy | | Technology Strategy |

-

| Business Architecture | | Technical Architecture |

-

| Business Roadmap | Technical Roadmap

C| Program Architecture |

| Program Management Life Cycle |

FIGURE 3.1
Top down approach drives strategic alignment.
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TABLE 3.1
Comparison of Program Management Life Cycle and PMI Standard
Book PMI Standard
Four Phases of Three Phases of
Program Management Life Cycle Program Life Cycle
1. Set the stage 1. Program definition
1.1 Formulate a program strategy 1.1 Program formulation
1.2 Develop a program road map 1.2 Program preparation
2. Decide what to do 2. Program benefits delivery
2.1 Define the program charter 2.1 Component planning and authorization
2.2 Create the program plan 2.2 Component oversight and integration
2.3 Component transition and closure
3. Make it happen 3. Program closure
3.1 Execute the program 3.1 Program transition
3.2 Monitor the program delivery 3.2 Program closeout

4. Make it stick
4.1 Transition to operations and close the
program
4.2 Sustain outcome delivery

A transformation program is executed and managed by the four-phased
program management life cycle, which was introduced in Chapter 1. In
the next section, Table 3.1 maps the terminology used in this book to the
terminology used by the Project Management Institute (PMI 2013a).

COMPARING THE PROGRAM MANAGEMENT LIFE CYCLE
TO THE PMI STANDARD FOR PROGRAM MANAGEMENT

The program management life cycle detailed in this book is not identical
to the “program life cycle” in the PMT’s third edition of The Standard for
Program Management. In the current book, each of the four phases com-
prises two processes, and there are a total of eight processes. In the PMI
standard, the three phases comprise subphases, and there are a total of
seven subphases. A high-level mapping is provided in Table 3.1 to draw
out the distinctions and some commonalities in the terminology. Please
note that matching numbers in Table 3.1 do not convey that the two are
identical, i.e., “Set the stage” is not the same as “Program definition.”



48 o Transforming Business with Program Management

STRATEGIC ALIGNMENT TECHNIQUE

Overview

Strategic alignment is the highest level thinking and analysis used to align
the transformation program strategy to a business strategy. As the business
strategy drives the operational and technology strategies, the transforma-
tion program strategy has to be aligned with these strategies. The program
management team can facilitate the macroanalysis exercise that validates
and ensures strategic alignment by involving and engaging the senior lead-
ers. In addition, such an exercise establishes the linkage between strategy
and implementation of that strategy through the program management life
cycle. Chapter 7 highlights how the program management life cycle and the
underlying program management processes drive the implementation of the
strategy. Chapter 7 also covers the development and execution of the com-
prehensive transformation program plan to achieve the strategic business
objectives and realize the targeted outcomes.

Objective

Macroanalysis provides the “big picture” view of the transformation pro-
gram. The alignment of the transformation program to the strategic direc-
tion of the enterprise through the course of the program life cycle can
be confirmed by completing a strategic alignment exercise (Figure 3.2).
As part of the strategic alignment work, the program management team
develops the program mission, program vision, program stakeholder
values, and program objectives. These need to be communicated to all
the stakeholders.

Approach

The alignment of the business transformation program to the business
strategy is accomplished by performing the following steps:

+ Create the program vision

 Develop the program mission

+ Determine the program stakeholder values, including values that the
core program team will use

« Develop the program objectives and goals
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Program “To be the premier provider of preventive and non-preventive health care
Vision solutions and services in each of our markets”
Program e T ;
.o “To help our members maintain high quality health”
Mission P gha ¥

We will accomplish our mission by working with our members to:

Program 1. Fulfill their expressed and implied health care needs by integrating
Objectives and leveraging the spectrum of health care solutions and services
and Goals 2. Deliver the ideal experience as appropriate for each member

3. Lower cost of health care to members without curtailing benefits

1. Development of 2. Enhancement of 3. Creation of an

integrated health member experience operationally

care model to better by voice of the excellent
Transformation fulfill health care customer, member environment by
Program needs by integrating segmentation, streamlining

across payer, consistent policies, business processes,

provider, and and satisfaction information

physician monitoring systems, and tools

FIGURE 3.2
Directional alignment framework (sample for a health care company).

Step 1. Create Program Vision

The program vision is the business end state to be achieved by a transfor-
mation program. The program vision is the final output of the iterative
visioning exercises among the senior executives, portfolio review board
or other executive oversight group, program steering committee, and
program sponsor. The transformation program team and stakeholders
need to share a common understanding of the defined business problem,
what they are trying to accomplish, and the desired end state. This unified
understanding is best accomplished through the program vision state-
ment. The program manager assists the program sponsor in creating the
program vision collateral, which includes the vision, mission, values, and
objectives. There has to be an alignment on the program vision between
the program team and the executives accountable for realizing that vision.
Chapter 7 further elaborates on the definition of the program vision and
the program future state.

Step 2. Develop Program Mission

The program mission is the highest level statement of purpose for the
program, and it aligns with the enterprise mission. The program mission
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statement should clearly communicate to all transformation program
stakeholders “who we are, what we do, and where are we heading.” The
program team needs to understand the program mission, which should

 Enable the program to avoid visionless or rudderless leadership

« Convey a purpose and identity that motivates the program team
and stakeholders

« Provide a context for making strategic decisions during the program
life cycle

Step 3. Determine Program Stakeholder Values

Transformation program stakeholders are individuals and groups, both
internal and external, who have a stake in the success of the program or
who are affected by its actions. Examples of program stakeholders are cus-
tomers, employees, shareholders, and business partners. Program stake-
holder values guide the actions and behaviors of everyone involved in the
program, and these are documented in the stakeholder value statements.
The practice is to develop such statements for each stakeholder group and
to make it germane to that group. As these statements become a kind of
constitution for the transformation program, they are communicated and
reinforced by the program manager. A few examples of program stake-
holder values are: open communications, respect, accountability, honesty,
and collaboration. A sample program stakeholder value statement related
to “open communications” would be, “Program team members should
look for and appreciate constructive feedback.”

Step 4. Develop Program Objectives and Goals

Program objectives are the documented statements of purpose that sup-
port the program mission statement. They are permanent and represent the
highest level and long term goals of the program. The short term and medium
term goals the program needs to deliver should also be defined by the
program management team. Program objectives are more detailed than
the program mission, generally addressing the specific qualities and goals
that promote and contribute to the achievement of the program mission.
They are typically targeted at one or several of the stakeholder groups
within the program, e.g., offering world class service to customers. One
of the significant aspects of upfront determination of program objectives
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is that they provide a basis for measuring the business performance and
assessing the success of the transformation program. Figure 3.2 provides
a sample illustration of vision, mission, and objectives of a transforma-
tion program.

With the constantly changing competitive landscape, launching of new
products and services, increasing customer expectations, and emerging
technology platforms, enterprises have to assess and monitor the external
forces and take timely strategic actions. Highly successful enterprises that
are dominating markets must do the same if they are to continue to be
the leaders. On the other hand, the laggards want to keep improving or
capitalize on any missteps by the market leaders to become the leaders. As
a result, enterprises are designing strategic initiatives (or transformation
programs) whose scale may vary from an enterprise level to line of busi-
ness function.

In this day and age of scarce resources and the need to get more done
with less, the portfolio management function assists in prioritizing the
launch of strategic initiatives. The program management discipline drives
the end-to-end execution of the launched transformation program or
strategic initiative and enables achievement of the agreed upon program
objectives. A research paper by PMI (2013b), “The Impact of PMOs on
Strategy Implementation,” shows that aligning programs and projects
with strategic objectives has the greatest potential for adding value to
the organization.

BUSINESS PERFORMANCE CALIBRATION TECHNIQUE
Overview

Enterprises or business areas within the enterprise use the Business
Performance Calibration (BPC) technique to compare and assess aspects of
their business performance against those of other organizations. The BPC
is the continual process of searching for and analyzing, understanding, and
measuring the best business practices. The implementation of these best
practices as part of execution of the transformation program will achieve
a superior level of business performance. The transformation program
vision, mission, and strategic objectives coupled with the BPC findings aids
in developing a program plan that has factored the best practices.
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The successful execution of the program plan by the program team
results in the attainment of the future transformed end state whose busi-
ness performance is at par with or better than the best in the industry. The
BPC can also provide the basis for the business change the transformation
program is driving and garner the support of program stakeholders. In
other words, BPC orchestrates the delivery of measurable, tangible ben-
efits as wells as intangible benefits, like keeping the core program team
motivated to develop the best outcomes.

BPC is not an exact science, but an art. Each BPC study has its own
unique information needs. The time it takes to complete BPC is variable,
and in many instances a vast amount of business insight and judgment
have to be used. Key first questions to ask are:

» How is the organization performing (not just financially)?

« How to determine if the organization is performing to the best of
its abilities?

« How is the competition performing in selected areas?

« What are the primary factors that result in customer satisfaction?

« What processes or activities and their associated key value indicators
can help in making sound strategic decisions?

Objective

BPC enables enterprises to become the “best of the best.” This technique
is used to discover what practices are needed to reach higher performance
levels and higher targets. BPC can be used to:

o Focus on customer requirements: The external focus ensures that
industry best practices will be uncovered and helps the program in
exploring ways to improve customer satisfaction.

o Compare performance externally and internally: The results of this
“best practices” comparison are assessed to determine what pro-
cesses need innovation or need to be adopted.

o Check how enterprise strengths and weaknesses stack up against the
competition: This comparison can show where competitive opportuni-
ties exist and clarify core competencies of an enterprise, which in turn
helps in breaking down the “not invented here” syndrome. In their
Harvard Business Review article, Tucker, Zivan, and Camp (1987) note
that comparisons with competitors may uncover practices for meeting
competitor performance, but not reveal practices for beating them.
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 Provide a proactive way to effect change: Enable the program stake-
holders to better understand their outputs and appreciate how other
enterprises do things well.

Approach
The four generic phases of BPC are:

« Planning

o Analysis

o Articulation

+ Implementation

Phase 1: Planning

The planning step is particularly critical. In this step, the needs and uses
for BPC are defined, as without these goals in place, the BPC effort will
be ineffective. The objective of this step is to determine the “what” and
“who” to calibrate and how the data will be collected. When deciding
“what” to calibrate, the high impact business areas should be chosen to
ensure the timely and efficient use of resources and to confirm that only
relevant aspects of those business areas are calibrated. In deciding “who”
to calibrate, consider the industry leaders in a specific area, competitors,
customers, and organizations outside the industry. Usually, calibration
subjects include functions, processes, and activities:

« With a strong influence on business performance

+ Impacting customer perception of the business

o That separate the organization from its competition
« That are essential to the business

Phase 2: Analysis

This BPC phase involves analyzing the information and data gathered in
the planning phase. There are three types of business performance gaps:

 Negative: This gap indicates that external practices are superior and
that the performance baseline should be based on external practices.
A major effort is required to determine what must change in order to
change internal practices.
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« Positive: This gap indicates that internal practices are clearly superior
and should serve as the performance baseline and receive appropri-
ate recognition.

o Parity: This gap shows no significant differences in practices. Further
analysis is required to determine the appropriate methods that will
lead to superior practices.

The following steps are needed to complete the performance gap analysis:

« Identify the gap and tabulate both descriptive and numerical data

+ Assess and describe reasons for the quantitative gap

« Evaluate and determine reasons for the qualitative gap

« Evaluate key factors leading to best practices, i.e., processes, stan-
dards, culture, etc.

o Determine the performance baseline

Phase 3: Articulation

The following steps are to be completed for the articulation phase of BPC:

« Communicate the findings

» Obtain executive leadership support on the performance baseline

+ Redefine objectives, outcomes, and key value indicators (KVIs) to
close the performance gap

Phase 4: Implementation

The final phase of BPC is the conversion of findings and recommendations
into a business performance improvement plan. BPC enables the organi-
zation to define changes that must be made. The implementation phase
thus converts the redefined objectives and outcomes into specific imple-
mentation actions and puts into place a periodic calibration mechanism.
The following steps are performed in BPC implementation:

+ Develop action plans and targets

o Implement specific actions

« Monitor outcomes against performance baseline
« Communicate the realized outcomes
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Critical Success Factors

o A clear understanding of “what” is going to be calibrated

+ Recognition that BPC findings can be misleading if the comparison
of the best practices is not right.

« Caution has to be exercised while comparing a business process with
an identical business process in an altogether different industry.

+ A willingness to change and adapt based on BPC findings

 Active commitment by management to the process

o A realization that BPC is a continual process

o Adherence to a structured approach to BPC

« Openness to new ideas and creativity as well as innovation in their
application to existing business processes

STRATEGIC IMPERATIVES ARCHITECT PROGRAMS

The calibration exercise for business performance provides invaluable
information to enterprises on the business environment in which they
operate. Key insights on market trends, competitor strategies, operational
best practices, etc., become apparent. Because of the deliverables and out-
comes resulting from the strategic alignment related work, the strategic
direction is known and the executive sponsorship is confirmed. At this
point, business, operational, and technology strategies will have been for-
mulated, and these strategies will have taken into consideration the factors
that are driving the strategic direction of the business. These strategies
now need to be taken forward and implemented.

Strategic imperatives can be derived by the program management team
based on environment scanning, business drivers, organizational perfor-
mance levels, and organizational capabilities. Strategic imperatives iden-
tify the innovation, improvement, and business change opportunities for
the enterprise. Program management can own the planning and execu-
tion of these imperatives. A sample mapping of business drivers to strate-
gic imperatives is shown in Figure 3.3.

The strategic imperatives are typically overarching, complex, and high
level, and each can comprise multiple large building blocks. The portfolio
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Business Drivers Strategic Imperatives

FIGURE 3.3

Operational improvements

Renewed product focus

Enhanced customer
experience

Becoming and staying
compliant

Formulate program strategy by aligning to business drivers.

Strategic
Imperatives

FIGURE 3.4

Programs (Examples)

» Creating and sustaining a sales engine
« Streamlining business processes
» Optimizing technology costs

« Evaluating and closing gaps in the product portfolio
« Increasing inorganic growth activity
« Analyzing overall market and customer segment needs

« Integrating channels for improved customer service
+» Developing an ongoing “Voice of Customer” program
« Providing mobile and online self-service functions to customers

« Architecting policies, processes to manage compliance risk
« Creating compliant environment
« Implementing controls to sustain compliance

Design program by mapping to strategic imperatives.

management function can analyze the strategic imperatives, identify these
large building blocks, and logically group these building blocks based on
commonality, interdependency, and correlation. These logically grouped
building blocks are programs. Figure 3.4 provides a sample mapping of

strategic imperatives to programs.
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I
BENEFITS REALIZATION STRATEGY

The program strategy formulated at the enterprise (or business division
or function) details a high-level approach to be taken by the program to
deliver the targeted future state. The program strategy provides the vision,
which is critical, as the lack of a clearly defined and agreed future state on
the culmination of the program results in significant challenges and bar-
riers. The program vision is realized through successful implementation
of the program strategy. The program strategy per se does not achieve
the business objectives and benefits expected of the program. The ben-
efits realization definition process identifies and defines the tangible and
intangible benefits the program is expected to deliver and sustain.

The benefits realization strategy spells out the approach the transfor-
mation program will take to achieve the business objectives, deliver the
expected outcomes, and realize the business benefits. As part of the ben-
efits realization strategy work, it is a best practice to delineate the business
outcomes and expected business benefits into short-term and long-term
results based on the time horizon needed to realize them. In the early stages
of launch of the transformation program, the benefits realization strategy
is articulated. The execution of a benefits realization strategy results in the
attainment of program business objectives, delivery of expected outcomes,
and realization of program benefits. The program manager validates the
business benefit expectations of program stakeholders and the program
sponsor and secures their sign-off on the benefits realization strategy.

I
BENEFITS REALIZATION LIFE CYCLE

The focus of the program management discipline is to drive the business
transformation forward by planning, executing, monitoring, and transi-
tioning the launched program. Chapter 1 described the program manage-
ment life cycle. Figure 3.5 showcases how the benefits realization life cycle
stages are embedded within the program management life cycle. Program
management drives the benefits realization life cycle, beginning with a
benefits definition stage and ending with a benefits sustainment stage. The
four stages of benefits realization life cycle are
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Operations
Management

Benefits
Sustainment
and Measurement

Program Management
Drives Definition and

Benefits Realization of Benefits Tracking Progra@
Expected by Stakeholders Execution,
Monitoring,
Transition

Program Validation
Strategy, @
Roadmap, Benefits Realization Planning
Charter and Measurement Mechanism
@ Program
Planning
FIGURE 3.5

Benefits realization life cycle.

o Benefits definition and validation

« Benefits realization planning and measurement mechanism
« Benefits realization tracking

o Benefits sustainment and measurement

The successful execution of the program management life cycle by the
program team and transition of the program to the designated operational
units results in the achievement and sustainment of the targeted business

outcomes and business benefits.

Case Study: Transformation Program
to Redesign Process and Technology

CoONTEXT

A leading midsize metals manufacturing company and producer of
aluminum products wanted to capitalize on the tremendous market
opportunity to be a more dominant player in a niche market. The lack
of clarity around the company’s strategic direction and the inability to
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scale the internal infrastructure posed a significant challenge in real-
izing the vision.

BusINESs PROBLEM OR OPPORTUNITY

The manufacturing company was structured as autonomous lines
of business for each of the product lines. Some of the product lines
needed a discrete manufacturing model, while the others needed a
repetitive manufacturing model. The company’s senior management
had not clearly articulated the organization’s vision and the strategic
direction of the company. Although the company’s unique capabil-
ity to accommodate the different manufacturing models was a true
differentiator, it lacked the blueprint to scale these models and the
supporting processes and systems. The operational processes within
each line of business were highly tailored, which worked well, but stan-
dardization across the lines of business was a monumental challenge.
The company lacked the integrated information systems that would be
needed to scale operations to meet the demand.

SoLUTION

The business performance of the metals manufacturing company
had been consistent over the years, and it had the strong financials to
support the investments needed to grow. The senior executive team
proposed and secured the board of directors’ approval to redesign the
business. One of the first steps taken by the skeleton redesign program
team that was put in place was to lead a series of workshops to land on
a unified vision. The team applied the strategic alignment technique in
formulating the business strategy by engaging with the senior execu-
tive team and the leaders within each line of business.

The strategic direction of investing in and supporting both the
manufacturing models was agreed upon and communicated to all the
stakeholders of this business transformation initiative. The size of the
core program team was expanded, and the team completed a business
performance calibration exercise to get a deeper understanding of the
operational processes and information systems in vogue at other simi-
lar companies within and outside of the metals manufacturing sector.
The program manager developed and socialized the benefits realiza-
tion strategy prior to launching the next phase of the transformation
program. The next phase entailed redesign and standardization of
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business processes within the lines of business and deployment of new
integrated systems that support multiple lines of business.

BusiNEss OUTCOMES AND BENEFITS

The initiated business redesign program to “grow and get better” had
a common understanding of the vision across the key executives and
stand-alone lines of business. The business performance calibration
exercise generated new ideas on how other comparable organizations
had gone about in scaling their internal operations and systems to
accommodate the strategic objective of business growth. The program
team secured stakeholder buy-in and executive sponsor agreement to
implement new enterprise-strength information systems. The stan-
dardized operational processes improved operational efficiencies, and
the redesigned scheduling methods for the shop floor increased the
capacity of manufacturing. The articulation of the company’s redesign
program vision and strategic objectives to be accomplished set the
stage for success by driving alignment across the lines of business and
numerous functional areas.

SUMMARY

Programs that are designed to transform a business are complex and high
risk, as the magnitude of change being driven is high. As the program man-
agement team drives forward the planning and execution of programs, all
of the program stakeholders need to be cognizant of the program vision,
program mission, program stakeholder values, and program objectives
and goals. In addition to awareness of the program vision, for true busi-
ness change to happen at all levels, there has to be a buy-in to the vision.
The strategic risk of program execution without comprehending program
vision is similar to the risk of program execution without adequate pro-
gram planning. Periodic reinforcement of the program vision and of how
achievement of the program objectives will benefit everyone is one of the
most important critical success factors for a transformation program.
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Secure Cross Functional
Executive Sponsorship

Sponsorship is the single most important factor in ensuring successful
transformation of a business through program management. Numerous
studies on transformation programs have shown that one of the major
obstacles for transformational change is the lack of executive commit-
ment to the program. For a complex program to be successful in realizing
the program vision, achieving business objectives, and delivering the tar-
geted business outcomes, the need for an executive champion through the
course of the program is critical. Sponsorship is this executive commit-
ment and championship, and typically this role is titled executive sponsor.
The program executive sponsor authorizes, legitimizes, and demonstrates
ownership of the program. Since the program management team con-
fronts sticky cross divisional and cross functional issues, risk, changes,
constraints, and obstacles, the program manager ensures that the program
gets the highest level sponsorship from the executive sponsor throughout
the program management life cycle. Program sponsorship is needed at
multiple levels and in varying degrees at different stages of the program to
change the business. The program manager ensures that the sponsorship
needs are being met from program start to end.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

« Sponsorship of business transformation program

 Multilevel program sponsorship model

 Program value justification technique: Overview, objective, approach,
and helpful hints

» Upward management of program sponsors

63
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« Sponsorship of program outcome delivery and benefits realization
o Case study: Program to transform procurement function via
outsourcing

SPONSORSHIP OF BUSINESS
TRANSFORMATION PROGRAM

Most transformation programs are complex, as they drive significant busi-
ness change across organizational boundaries and impact a large number
of stakeholders. The business change definition and impact analysis work
of the program team coupled with the stakeholder analysis provides the
key inputs to develop the sponsorship model. The example in Figure 4.1
highlights the nature and layers of sponsorship needed on a typical trans-
formation program.

Executive Sponsor ]
Business Program [ 4
Advisors Manager
and Steering Committee
Program
Tech.nical T:am . ) N
Advisors Functional Leadership
(Business
and
Track/Project Technical) Sales, Manufacturing, Services, IT, Customer
Sponsors Marketing, Supply Chain, Finance, Service, HR,
Products Distribution Compliance Legal

—

Process Analysis and Redesign — Business and Technical

T T -\ T
Requirements Definition and Finalization — Business and Technical

. ™7T ™T
Architecture Development — Business, Technical, and Organization

2

Solution Design — Logical and Physical

™7 ™7 ™7T
Systems Development/Configuration

T Lo T T
Organization Change Management — Impact, Communications, Training, and Readiness

T Y ™ T
Testing —Workflow, Integration, Systems, and User Acceptance
) T T =

Program Delivery Tracks

T
Implementation — Processes and Systems

L ™ T

Transition to Operations and Closure

r

FIGURE 4.1
Sponsorship model for a typical transformation program.
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The program sponsorship model is designed to have the vertical (or
functional) sponsorship as well as the horizontal (or track) sponsorship.
This program is impacting stakeholders in numerous business functions
(e.g., sales, supply chain, and finance), and functional level sponsorship is
necessary to either comply with or commit to the changes within those
functions. The cross functional changes that this program is driving can
be implemented with executive sponsorship, as that organization level pos-
sesses sufficient power and influence to do the same. The business change
the program is driving is supported by the program steering committee
comprising influential stakeholders from the impacted business areas.

The illustrated program has numerous horizontal delivery tracks to
facilitate execution of this program. Each of these tracks is led by project
manager(s), and each track is ultimately owned by a track sponsor. The pro-
gram manager and track sponsor collaborate in ensuring the highest level
support to the program delivery tracks. So, if the team tasked with tracking
the business and technical requirements is encountering any obstacles, the
program manager can support that team by eliminating the barriers.

Typically, the program manager plays the sponsor role for the project(s)
in the delivery tracks. Based on the organization’s structure, funding
mechanisms, and responsibility boundaries, it is possible for a nonprogram
manager to play the project sponsor role for a subset of the projects con-
stituting the program. However, in such a scenario, the sponsoring indi-
vidual partners with the program manager are directing and supporting
that project subset. The transformation program manager ensures that the
ultimate goal—getting the right stakeholders to engage in the right pro-
gram activities at the right times—is achieved on the program.

The delineation of roles and responsibilities within the core program
team is essential. Figure 4.2 highlights the following six roles in the con-
text of the sample transformation program presented here:

» Executive sponsor
o Steering committee
« Program manager
 Track sponsor

o Project manager

« Core team
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Role High-Level Responsibility Description

Articulate mission and vision for the program. Provide leadership.
Executive Sponsor Make strategic decisions on program direction. Ensure alignment
to strategy. Approve large funding requests.

Share strategic direction and objectives. Determine priorities.
Make program decisions. Provide leadership and resources.
Address escalations from Program Manager. Ensure synergy with
other cross programs.

Steering Committee

Drive program plan, review of deliverables, and change control.
Track dependencies, risks, and issues. Resolve issues. Provide
update to Steering Committee and Executive Sponsor on program
progress.

Program Manager

Articulate vision for the track. Partner and collaborate with the
Program Manager. Provide track level subject matter expertise to
the team. Provide leadership and reinforce commitment to the
track.

Track Sponsor

Provide update to Program Management on track progress.
Project Manager Develop and drive project plan. Review project deliverables. Assess
project level risks, issues, and change control. Resolve and escalate.

Execute in line with the project and program plan. Collaborate with
Core Team Member | others on dependent tasks. Provide subject matter expertise.
Relay work progression status and areas needing attention.

FIGURE 4.2
Roles and responsibilities of the transformation core team.

MULTILEVEL PROGRAM SPONSORSHIP MODEL

Multilevel sponsorship is about having sponsors at different levels of the
program and business organization hierarchy. There is the main, primary
sponsor at the highest level of hierarchy for the impacted organization,
and this sponsor is supported by additional secondary and tertiary spon-
sors at the lower organizational levels of the impacted organization. The
secondary and tertiary sponsors reinforce and model the actions and
behavior of the primary sponsor, and all these three levels of sponsorship
have to be aligned.

A best practice is for each level of the program organizational chart to
have sponsorship, and hence the key leader at each level needs to play a
sponsor role by expressing and reinforcing his or her commitment to the
program. For example, program managers need to provide program level
sponsorship to the project managers, and the project managers need to
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C-Level Sponsorship =~ = = = = = = = = m ———————— Executive Sponsor
(Sponsoring enterprise) T/

Senior Executive Sponsorship = - =--3 B9ACY — — - - — — = Steering Committee
(Sponsoring cross functionally)

Functional Sponsorship = ====== mm ------- Functional Sponsors
(Sponsoring functions) \1/_/

Program and Track Sponsorship - - - - - m ———————— Program Manager(s)
(Sponsoring project managers)

Project Sponsorship == - = = = — == m ——————— Project Managers

(Sponsoring team leads)

Team Sponsorship === =======- W ———————— Team Leads
(Sponsoring team members)

Individual Sponsorship == == - = - - M ——————— Team Members
(Sponsoring self)

FIGURE 4.3
Multilevel sponsorship needed for success of transformation program.

provide project level sponsoring to the team leaders. As sponsorship is
also about owning and embracing, an individual’s commitment to the pro-
gram is his or her sponsorship. The sponsorship outcomes that the three
sponsor types can deliver will vary, as they are at different hierarchical
and authority levels with varying spheres of influence. Figure 4.3 show-
cases the multilevel sponsorship model from a different angle.

PROGRAM VALUE JUSTIFICATION TECHNIQUE
Overview

Justifying program value is one of the techniques available in the program
management tool kit that enables development and maintenance of the
business case to secure and sustain the sponsorship for the transforma-
tion program. The executive sponsor proposes the transformation pro-
gram to the organization’s senior executive team (e.g., board of directors,
C level executives, or portfolio review board) along with the business case
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for justification. Program value justification (PV]) is a set of compelling
arguments detailing the value of implementing business change driven by
the program.

PV] ties the value of the transformation initiative to its ability to achieve
its enduring strategic business objectives. It usually has both a monetary
and nonmonetary component, and includes an analysis of both costs and
benefits. PV] also includes the analysis of risk and return in order to provide
a complete picture of the value of the program to the stakeholders and the
enterprise. PV] analysis needs to be flexible, as the modeling of different
scenarios is important to develop analysis that shows both the expected
return and the level of risk. PV] may take the form of a spreadsheet, a
series of bullet points, pages of scenario analysis, or all of these, depending
on program complexity, size, and sponsorship needs.

Obijective

The purpose of PV] is to make the transformation program selection and
program continuation processes as effective as possible so that the correct
business decisions are made quickly and with a high level of consensus.
During the program selection stage, the primary audience for PV] results
is the senior executive team of the organization that makes the program
selection and funding decisions. For the continued funding of a transfor-
mation program that is in flight, the primary audience for PV] results is
the designated executive sponsor of the program. PV], regardless of for-
mat, needs to provide the targeted audience with the information needed
to make informed decisions.

At a minimum, the PV] has to provide financial costs and expected
business results information to enable the executives to make program
funding decisions. In many instances, however, executives also need softer
measures of change (e.g., positive publicity from the roll-out of an innova-
tive service) to complete the real picture of the value of business outcome
the program will realize. Two additional examples of intangible benefits
to be taken into consideration in making program funding decisions
would be: higher customer satisfaction from the launch of a customer data
protection initiative and improved customer experience from usage of
mobile technologies.

For stakeholders not directly involved in the business transformation
program, PV] is often an excellent vehicle for demonstrating the value
of the changes they will be experiencing. If employees will see their jobs
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change, it is important for them to understand why their jobs will be
changing. If they can see the change in terms of expected improved cus-
tomer service with a dollar value attached to it, they are more likely to buy
into the changes than if they are told, “The executive committee made a
decision; deal with it.”

Approach

The important exercise of development of the PV] deliverable involves
seven steps:

« Assemble key input deliverables

o Describe future work

o Determine cost components of the program driving transforma-
tional business change

o Determine tangible benefit components of the program driving
transformational business change

o Determine intangible benefit components of the program driving
transformational business change

» Measure risk and return

o Formalize PV]

Step 1: Assemble Key Input Deliverables

The purpose of PV]isto demonstrate the value of designing and implement-
ing the innovations developed within the program. The key inputs are the
results of strategic alignment, impact analysis, performance improvement
measurement, and stakeholder analysis. Impact analysis should contain
the financial costs and benefits of innovations. Performance improvement
measurement measures and evaluates the improvement in business per-
formance as a result of delivery of the planned business benefits by the
program. Communication plans are essential, as the needs of each set of
stakeholders should be addressed by the PV].

Step 2: Describe Future Work

The initially developed high-level cost estimate has to be validated and
refined as the program plan gets fully developed. The program plan and
project plans that have already been created may or may not contain the
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information necessary to calculate the costs of the program. The program
plan information necessary to calculate program costs includes the duration
of each program plan task, the resources necessary for each task, and the
fully loaded costs associated with the resources. In addition to these costs,
the program plan should include program implementation and training
activities that will help determine the expected rate of change from the old
to the new. The extent and rate of business change has a significant impact
on the business outcomes resulting from program implementation. For
instance, if an implementation occurs in January but training continues
through March, and the old information systems are retired in June, the
expected performance levels will not be reached until at least June. These
performance-related timing factors have to be taken into consideration.

Step 3: Determine Cost Components of the Program
Driving Transformational Business Change

Determining the cost components of change is perhaps the most impor-
tant activity of PV] and usually consumes the most time and resources.
Cost components should be determined by taking the following substeps:

o Compare performance levels: The successful execution of the program
plan by the program team results in superior business performance
in the future state. The business performance calibration technique,
covered in Chapter 3, can be leveraged to determine the current and
future state performance. The comparison of performance levels can
shed light on the impact of the performance gap between the current
and expected performance levels.

o Assigning monetary value to performance differences: Once these per-
formance differences are determined, translate them into cash flows
and capture them, the assumptions, and other pertinent information
in a spreadsheet. The spreadsheet will be the basis for the complete
financial PV] analysis, which should result in something similar
to an income statement. When completed, it should show income
to the business area at the top, costs below, and net income (or the
value of the program to the business area or enterprise) at the bot-
tom. Generally, the most difficult part of this analysis is determining
the monetary value for improvements in customer service, quality,
and organizational and people oriented changes. One method for the
quantification of intangible benefits is market research. For example,
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based on the market research findings, a point increase in customer
satisfaction ratings due to superior customer service could be trans-
lated into a certain monetary value.

o Assigning program costs: Along with the current and future business
area costs, program specific costs must be included to show the real
value and return of any initiative. On the same spreadsheet, program
costs should be estimated over time. Opportunity costs are often
overlooked when assessing the value of a program, and they should
not be. For example, the costs incurred by a program to prototype
a couple of strategic options would need to be factored into the pro-
gram costs even if the conclusion from prototyping turns out to be
that none of the options is feasible.

Step 4: Determine Tangible Benefit Components of the Program
Driving Transformational Business Change

This step closely parallels Step 3. Revenues should be calculated along with
costs to determine the total monetary value of the program. Determining
the revenue components involves assessing changes in factors that affect
revenue over time and then converting those factors into cash flows. It is
easy to assume that the business outcomes of the program will be revenue-
neutral when, in fact, they will not be. For instance, if innovative customer
service processes are realized when the program is completed, their impact
on future sales revenue needs to be considered. While revenue increases
(or decreases) that are due to operational changes are often difficult to
quantify and must be well documented, they are just as important as costs
to complete the PV]. One method for the quantification is the usage of
industrial engineering techniques to determine the higher utilization per-
cent resulting from an improved operational process in the transformed
tuture state. The higher utilization results in extra output, and the sales of
that extra output generate add-on revenue.

Step 5: Determine Intangible Benefit Components of Program
Driving Transformational Business Change

An attempt should be made to translate all business functional changes
into monetary terms. Intangibles can be made tangible, and some exam-
ples of how this can be done were illustrated in the previous section.
Changes to some areas, such as product quality or customer service, may
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involve making tenuous assumptions in order to convert them to cash
flows. For each program business objective, show how the program com-
pletion would impact that strategic objective. For example, if the business
objective includes raising customer service ratings above 90%, the PV]
should address it by showing how the improvements resulting from suc-
cessful program execution will raise the customer service ratings above
90%. The business value opportunities presented by improving customer
service ratings above 90% may be to increase repeat sales to existing cus-
tomers and to create a marketing advantage. The threats of not improving
customer service ratings above 90% may include losing market share and
increasing marketing expenses to counteract negative customer feelings.

Step 6: Measure Risk and Return

So far, the PV] has focused on the costs of the transformation program
and the expected business benefits based on the best estimations of the
program management team. In order to present the most accurate view of
the value of business outcomes delivered upon program implementation,
the PV] should also include an assessment of the riskiness of the program.
Using the income statement prepared previously, create different ver-
sions of the income statement for different cases. A specific program may
need different categories, but the below set of generic scenarios should be
explicitly examined:

+ Expected results

« Worst case results
o Best case results
Do nothing results

Step 7: Formalize PV]

The PV] should generally be packaged and presented in three layers
as follows:

A one-page PV] at the highest level suffices for executives who need
only the critical facts.

« A multipage analysis that describes important points behind the
PV]—describing the value of achieving key measurements, making
clear key assumptions, and discussing different scenarios and their
impact on the PV]—is an essential report. Executives interested in



Secure Cross Functional Executive Sponsorship « 73

the reasoning behind the one-page PV] summary will find answers
in this analysis.

« An appendix or separate report that includes all of the PV] infor-
mation, including spreadsheets for all scenarios, is also essential.
Program financial analysts or others interested in details will find all
the information they need in such a report.

Helpful Hints

Focus the PV] on the types of justification necessary to communicate with
the target audience. It is not always necessary to build a PVJ to the level
described above. Sometimes all that is necessary is five bullet points of
how the program will support key strategies and that the costs are man-
ageable. For some audiences, dozens of spreadsheets may be in order. For
other audiences, pages of analysis of nonfinancial impacts may form the
bulk of the PV]. There is no easy solution for the final form of PV] analysis,
and the program management team should have a vision of the final PV]
deliverable before starting the PV] process.

Always try to compare apples and apples. Estimates of future costs and
revenues are often tied to product or process volumes. In comparing future
costs and revenues to historic or current costs and revenues, it is tempting
to use optimistic projections based on product or process volumes that
may not be realistic. The reliability and accuracy of PV] is tied directly
to the comparability of current data and future assumptions relating to
cost and revenue drivers. Ensure that the assumptions driving projected
costs and revenues and learning and transition curves are as realistic as
possible. Assuming the transformed business state will be operational on
Day One is a common mistake that results in negative perceptions of a
generally successful business transformation program. The time taken for
a business to reach full efficiency upon successful culmination of the busi-
ness transformation program is a variant, so the expectation of stakehold-
ers has to be set and managed accordingly.

UPWARD MANAGEMENT OF PROGRAM SPONSORS

The success of transformation programs hinges greatly on continued
sponsorship by the executive sponsor, so the program management team
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has to ensure that the information requirements and other known needs
of the executive sponsor are effectively addressed. The ongoing visibility of
solid program sponsorship will keep the program team focused on execut-
ing the program and not worrying about unexpected strategic shifts and
a drop-off of support. The program management processes should pro-
actively manage the expectations of the sponsors so that the following crit-
ical actions of the sponsor continue as the program execution progresses:

» Approving the release of program funds

« Staying committed to the agreed program delivery timeline

« Avoiding deviations from the planned business objectives and busi-
ness outcomes

« Sticking to the agreed scope, quality bar, and permissible risk level
for the program

« Fulfilling resource needs after submission of justifications

+ Reviewing and signing oft on key deliverables

» Making timely decisions on critical change requests that highly
impact the program

The program manager has to keep the executive sponsor engaged
throughout the program management life cycle. Internal and external
forces can impact a transformation program at any time. The ability of the
program team to adapt and counter such forces under the direction of the
executive sponsor is essential for a business transformation program to
succeed. If strategic shifts need to be made, the program manager needs
to determine whether to add a new project, cancel a project, or recom-
mend canceling the program.

SPONSORSHIP OF PROGRAM OUTCOME
DELIVERY AND BENEFITS REALIZATION

As the program management team monitors the critical path of the pro-
gram, it is constantly identifying and analyzing the major barriers to the
success of the transformation program. These major barriers directly impact
the achievement of program objectives, delivery of program outcomes,
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Sponsorship removes barriers and enables delivery of successful business outcomes.

and realization of business benefits. The program manager navigates these
obstacles through the “path to green” matrix highlighted in Figure 4.4.

This matrix should not be confused with the program or project level
issues or risks” logs, which are the outputs of the issue and risk manage-
ment processes at the program and project levels. However, the items in
this matrix could be the escalated high criticality issues and high severity
risks. The input sources for this matrix can vary and can include the pro-
gram monitoring dashboard, which evaluates the health of the program
on a weekly basis based on the seven health assessment criteria of program
timeline, funding, resources, scope, quality, risk, and value. The matrix is
a management tool for business outcome delivery. The program manager
engages with the executive sponsors to get as needed support to eliminate
the barriers to the success of the transformation program. The cross func-
tional executive sponsorship drives the delivery of outcomes and realiza-
tion of benefits.

After analyzing the barriers with the help of the core program team,
including the subject matter experts, the program management team
develops the “path to green,” which is the approach to eliminate the major
barriers and reposition the program to deliver the desired business out-
comes and realize the expected benefits. Only the major program barriers
are listed in this matrix, so all of them have to be expeditiously overcome.
To do so, involvement from the sponsorship team is useful to overcome
the potential negative impact these barriers will have on the program.
After securing the agreement of the sponsor on the strategy, the program
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team creates the path to green plan, which describes the specific actions
needed to eliminate the major barrier.
The sponsor can play a key role in influencing the benefits realization by:

+ Being visible and involved

« Creating an empowered work environment

+ Reinforcing commitment to the program

 Advising on the strategy

+ Releasing communications to the program team stressing the level
of urgency

 Tapping into other senior executives who can assist

« Offering any add on support the program team may need

The PMI (2013) white paper on the role of the sponsor concludes that
organizations are more effective when they recognize program and proj-
ect sponsorship as a core competency. The paper further states that the
sponsor has to ensure that the organization’s leaders are involved and pro-
vide visible support to the program throughout the entire life cycle.

Case Study: Program to Transform Procurement
Function via Outsourcing

CONTEXT

A well recognized Fortune 50 high tech hardware conglomerate with
a global presence wanted to assess how to innovate the way it was
procuring goods and services. An organizational restructuring effort
coupled with sweeping technology changes led this giant high tech
company to pursue an alternative procurement model.

BusINESs PROBLEM OR OPPORTUNITY

This high tech conglomerate was in the midst of a strategic initiative
to deploy a worldwide eProcurement solution under a business ser-
vice provider model. Under this model, procurement of certain goods
would be done by the service provider using the company’s business
to business marketplace. The solution deployment began to experience



Secure Cross Functional Executive Sponsorship « 77

problems when the business service provider started customizing the
solution. The company’s core program team working on this initiative
realized that the service provider lacked the capability to customize
their eProcurement solution. The business service provider had not
dealt with such a large and complex deployment before, lacked the
needed eProcurement solution experts, and did not have a dedicated
team on this deployment. The high tech company’s program manage-
ment team for this initiative was challenged in legitimizing the projec-
tions for reduced technology spending in supporting eProcurement
functions and higher savings from the predicted lower procurement
cost for goods and services.

SOLUTION

The program management team decided to take a step back and
engaged with the company’s procurement function leadership as well
as the executive team of the business service provider tasked with
developing the eProcurement solution for the company. As part of
exploring options to turn around this strategic initiative, the team
assessed the program sponsorship model to ensure that the right spon-
sorship structure was in place and that the sponsor needs were being
captured and documented. Given the impact of this initiative to many
functions outside of the company’s procurement area, the team con-
firmed that a multilevel sponsorship model existed and that it was the
right sponsorship.

The program team then secured the highest level of sponsorship
and commitment from the business service provider, as that had been
lacking. The core team leveraged the program value justification (PV])
technique to analyze the initial business case that supported the out-
sourcing via the eProcurement solution. The team revisited the busi-
ness drivers, strategic objectives, outcomes, and expected benefits with
the company’s sponsors and then reengaged with the business service
provider’s sponsors to assess the chances of realization of benefits and
the risks of a deployment failure. The program manager for this trans-
formational change initiative led a current-state operational assess-
ment in which the business service provider’s model, service provider
contracts, global implementation plans, and service level agreements
were reviewed and analyzed.
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BusINEss OUTCOMES AND BENEFITS

The program manager of this strategic initiative identified and engaged
the right sponsors, which facilitated strategic decision making. The PV]
and the operational assessment provided the sponsors with the spe-
cific information they were seeking. They deemed that the viability of
the eProcurement solution smoothly taking over the company’s exist-
ing requisition to payment process and systems was low. The analysis
highlighted that the likely benefits of the outsourced model were not
proportional to the risks being undertaken.

The company’s sponsors signed off on the program management
team’s recommendation to cancel the multimillion dollar initiative
on eProcurement. The go forward directive to the company’s core
team working on this transformation program was to evaluate other
ways to innovate the procurement function. The sponsors shared their
expectations of the business outcomes and business benefits from
the procurement transformation and confirmed their support for the
new direction of the program. The timely intervention by the spon-
sors mitigated the strategic risks and curtailed the losses from the
proposed eProcurement initiative at this Fortune 50 high tech hard-
ware conglomerate.

I
SUMMARY

The sponsorship team needs to own the transformation program and
be visibly involved. The drivers for the business transformation need to be
accepted and reinforced by the sponsors. The sponsors’ alignment to the
program strategy, vision, objectives, and outcomes needs to be evident to
the program stakeholders. Explicit periodic communication of the spon-
sors’ commitment to the transformation program will support the cause.
A cross functional and multilevel sponsorship model is needed to autho-
rize and legitimize the program.

The program’s value justification technique provides the facts, data, and
objective based business case for the program to keep marching ahead
until the attainment of the program mission. The proactive, upward man-
agement of the sponsor by the program management team is key for the
program team to get the continued needed support. Securing sponsor
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sign-offs on the critical change requests helps in managing sponsor expec-
tations. By addressing the program progression barriers, the sponsorship
team positions the program team to realize the desired business outcomes
expected of the transformation program.

REFERENCE
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Develop and Implement
a Governance Model

Programs designed to transform business are complex and usually impact
multiple business functions. Such programs not only need the strong cross
functional leadership to successfully lead the business change that is needed
to get to the intended future state, but these programs also require a sound
method for managing the program through the transformation life cycle.
Transformation program governance sets up this monitoring method while
also institutionalizing the strategic controls needed for the program to stay
on course. Based on program business objectives and scope, some business
units and functions may be less impacted than others by the program, but
the cumulative impact of business change on the enterprise is high. If the
program governance model is not put in place early enough, the ability
of the program to manage the cumulative change impact is diminished,
which poses substantial risk to business transformation.

As program managers are responsible for driving the transformation
program forward, they must work closely with the executive sponsors in
the early stages of the program to develop and implement the program
governance model. The program management team needs to communicate
the governance model to stakeholders, devise the governance processes
and tools to support the governance model, and educate the program team
to facilitate a successful roll-out of governance. The program manager can
apply a combination of techniques in the program management tool kit to
design and roll-out the governance model.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

» Governance modeling technique: Overview, objective, and approach
« Program communication and escalation protocol

81
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» Program governance: Bodies, responsibilities, and rhythm

+ Program accountability

 Governance policy design technique: Overview, objective, and approach

 Program governance: Decision making framework and change con-
trol management

 Governance of benefits realization

« Case study: Transformation program for postmerger integration

GOVERNANCE MODELING TECHNIQUE

Overview

A program governance model is a combination of governing and executive
bodies, strategic control and oversight functions, and cohesive policies that
define the consistent management of the program through the program life
cycle. The five components of the governance model (Figure 5.1) are:

 Program organization structure to provide reporting clarity

+ Responsibilities of the governing and leadership bodies to convey
role clarity

+ Determination of program accountability

o Escalation paths for issues and risks

 Program decision-making guidelines

Program Organization Structure

Roles and Responsibilities

Program Accountability

Escalation Paths

Program Decision Making

FIGURE 5.1
Governance model for transformation program.
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Governance modeling is a set of techniques for consistently defining
and recording the steps a transformation program team takes to realize
the program vision and achieve program business objectives. The applied
techniques are structured and flexible enough to meet the objectives of
different kinds of programs, emphasizing pragmatism over dogmatism.

A governance model is not an organizational view, although executive and
governance bodies often bear functional names. It is not a description of loca-
tions, although locations can be organized around the governance processes.
A governance model is independent of technology, of core business pro-
cesses as they currently happen, of existing organizational procedures, of the
sequence in which events happen, and of the time at which they happen. In
terms of deliverables, the governance model comprises multiple deliverables.

Obijective

The goal of a well-designed and well-implemented governance model is
to be a:

» Method to effectively manage the transformation program, which
has so many moving parts

« Way to decide which organizational structure will most efficiently
and effectively support the execution of essential processes, activi-
ties, and procedures constituting the program

« Vehicle to define the roles, responsibilities, and accountabilities

o Platform for creation, launch, and communication of governance
body meetings

 System for identifying the escalation paths necessary to quickly
eliminate the strategic barriers encountered by the program in real-
izing the program mission

+ Framework for making various decisions as the program progresses

Approach

The development and roll-out of a governance model that supports a busi-
ness transformation program entails the following steps:

+ Understand and analyze the organization structure

+ Confirm program scope and alignment to organization structure
« Build a straw program governance model

« Finalize the program governance model

« Communicate the program governance model
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An elaboration of the above five steps embodying the governance model-
ing technique follows and this will facilitate an effective application of this
technique by the business transformation program core team in order to
create the needed artifacts.

Step 1. Understand and Analyze the Organization Structure

The best way to start building the various components of the governance
model is gathering and analyzing information on the organization, the
reporting hierarchy, the stakeholders, and the roles and responsibilities.
A combination of insights and inputs gathered through one-on-one meet-
ings and small group facilitated sessions with executives can be used to
start formulating ideas and options around the program structure.

Step 2. Confirm Program Scope and Alignment
to Organization Structure

The scope of the governance model should be consistent with the scope
of the transformation program as defined at the starting point in the pro-
gram charter. Do not get sidetracked in gathering and reviewing informa-
tion on prior program organizational structures whose charter and scope
boundaries were either too narrow or too broad. It is important for the
governance model to factor any external environmental factors (outside
business partners and service providers, outside processes, contractual
terms, etc.) that might be germane and codevelop governance with exter-
nal entities to ensure alignment.

Step 3. Build a Straw Program Governance Model

It can be useful to start with a straw model. The straw model is a rough
approximation of the governance model used to encourage discussion and
analysis. Straw models are sometimes called “straw men” and are meant to
be taken apart, examined, and rebuilt. The straw model may have been cre-
ated on another transformation program or by an outside business partner.
Use it to generate ideas quickly, but beware of the problems it can cause:

o Leads participants to assume the model is correct
« Minimizes creative thinking by mimicking program structure to
align to functional structure
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« Possibility that program stakeholders will not examine the model as
carefully as they should

« Discourages ownership of the model because participants do not
contribute to its creation

Step 4. Finalize the Program Governance Model

This step is the process of refinement of the straw-man model to accommo-
date business changes, new information, and stakeholder inputs. The straw
model is finalized over a series of iterations, and final sign off is secured
at the highest leadership level involved on the program. This approach
results in securing the buy-in of key decision makers and stakeholders.

Step 5. Communicate the Program Governance Model

This last (but not the least!) step entails sharing the model with the entire
program team and all program stakeholders. The best practice approach is
to develop and implement a communication plan that leverages the exist-
ing communication vehicles.

Sample Program Governance Model

The program management discipline is instrumental in facilitating
business transformation due to its ability to understand, integrate,
and manage the six dimensions of strategy, people, process, technol-
ogy, structure, and measurement. Figure 5.2 presents a best practice
governance model, with each dimension being composed of one or
more tracks. For example, the process tracks may have multiple proj-
ect managers with core teams beneath if multiple functional areas fall
under the charter of the business improvements the transformation
program is driving. In terms of another example, the people tracks
may have multiple projects beneath, with each addressing a distinct
organizational change area, i.e., change definition and impact, train-
ing, communications. Track sponsors own the tracks, with senior
project manager(s) overseeing the multiple project managers leading
the work within that track with the help of the core project team.

The senior project manager(s) get their direction and guidance from
the program manager and they report to the program manager. If the
program necessitates substantial program management capability, the
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Transformation
Executive Sponsor
Transformation
Steering Committee

ﬁ Transformation Program
Manager/Program Director

| I | I
[ Y | ! [ : | X
| | | |
Functional Tracks I Organization Model I Information Systems I Organization Change I Business Value Tracks
(Process) I Tracks (Structure) I Tracks (Technology) | Tracks (People) (Measurement)

Track sponsors articulate vision for tracks, eliminate barriers, and make decisions.
J

Project Project Project Project Project

v r T T
| | | |
Management : Management : Management I Management I Management
| |
: | Project Team | : Project Team | : Project Team | : Project Team |
' ' ' '
FIGURE 5.2

Sample program governance model.

organization’s governance model will have multiple program manag-
ers, and they would report to the lead program manager. Depending
on the scale of the transformation program and on how the enterprise
is organized, one could have multiple program managers even at the
track level. Due to the complexity inherent in transformation pro-
grams, it is not uncommon to have multiple lead program mangers
and that group rolling into a program director or program head.

The program director (or an equivalent level in the structure) reports
to the program steering committee, which is the senior leadership
team representing the business functions and has the authority and
accountability for those business areas. If any strategic external busi-
ness partners are heavily involved in managing the transformation
program, they also are represented at the steering committee level.
The steering committee reports to and is accountable to the executive
sponsor of the program. The executive sponsor (or sponsors) of the
transformation program is the highest level executive with the respon-
sibility, authority, and accountability for the program to achieve busi-
ness objectives and realize the targeted business outcomes.
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PROGRAM COMMUNICATION
AND ESCALATION PROTOCOL

The program governance model drives transparency and facilitates
streamlining of program communication and escalation of issues, risks,
and other program matters. As the number of individuals working on a
transformation program can be very large, and since they may be com-
ing from different parts of the enterprise, high level guidelines around
communications and specifications for escalation protocols will result in
effective communications and escalation activities. Typically, the com-
munication pathways align to the program’s organizational structure. For
example, project managers will issue formal communications about their
respective projects to the program managers and not the steering commit-
tee. This protocol holds true for escalation as well.

Another typical example is that formal communications of the pro-
gram (status, issues, risks, change requests) are delivered by the program
manager to the steering committee and not to the executive sponsor, and
this protocol applies as well for escalation of pertinent issues and risks.
The intent of the communication protocol is not to create a rigid or a
closed communications environment, but to have simplified and consis-
tent messaging to program stakeholders to minimize potential confusion.
Escalated items are typically complex in nature, necessitating deeper anal-
ysis and needing cross functional involvement to resolve. Swift resolution
of escalated items is critical to minimize any negative impact on the trans-
formation program, and the presence of a predefined escalation protocol
will help the program team to resolve any escalation issues.

PROGRAM GOVERNANCE: BODIES, RESPONSIBILITIES,
AND RHYTHM

The governance bodies can be planned and implemented on the founda-
tional component of the organization governance model. There are two
pieces: One is the formation and launch of the various governance bod-
ies that meet regularly to oversee and direct the program, and the other
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defines the roles and responsibilities of each of these governance bodies.
The cascade of leadership level meetings of these governance bodies is the
governance rhythm, and the attendees in these forums could evolve a bit
due to changes in the human resource allocated to the program.

The Boston Consulting Group’s (2013) research paper on Strategic
Initiative Management spells out the following as one of the four impera-
tives for executing strategic initiatives: “Establish program level routines
that track milestones and objectives, communicate progress, and help iden-
tify issues early.” The definition and communication of roles and respon-
sibilities along with the charter for these ongoing governance meeting
forums streamlines the agenda, avoids overlaps, and drives timely actions.
Figure 5.3 aligns to the sample program governance model presented in
this chapter.

Gy Forum Forum Forum
Forum Name Objectives of Forum ey || Momiter || At o
Executweﬁ M‘aké strategic decisions on program direction. Monthly to
Sponsorship Eliminate road blocks. Ensure alignment to Bi-Weekl
Meeting strategy. Approve large funding requests. Y
Steering Determine priorities. Make program decisions.
Committee Address escalations. Approve funding requests | Bi-Weekly
Meeting and resource additions.
Program Sha're program progress. Make program.and
project decisions. Review program level issues,
Management . g Weekly
K risks, changes, and dependencies. Address
Meeting .
escalations.
Facilitate cross track collaboration.
Track Review cross track matters. Sign-off on major
Sponsorship - 918 ) Bi-Weekly
Meetin. changes to the track.
& Make resources available for each track.
Project Report prf))ect level progress.
Make project level decisions.
Management . iect level i isks, ch Weekly
Meeting Review project level issues, risks, changes,
and project deliverables. Address escalations.
Review select deliverables. Report activity level
Core Team . . . .
Meeting progress. Discuss raised issues and risks. Weekly
Share ideas, learning, and best practices.
FIGURE 5.3

Transformation program governance rhythm.
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PROGRAM ACCOUNTABILITY

The program governance model drives accountability at multiple lev-
els. The development of program organizational structure, definition of
governance bodies, and delineation of roles and responsibilities assists
in providing clarity at an individual, team, and governance body level.
The governance model ensures that the authority is appropriately granted
and understood. The definition of individual roles (i.e., project manager,
program manager, steering committee member, etc.) assists with under-
standing the individual level accountability, with the executive sponsor
having the ultimate accountability for realization of the program’s desired
business outcomes. Those who are part of a team are accountable for the
outcomes, work products, and results expected of that team. The members
of a governance body are collectively accountable for delivering against
the charter of that forum.

GOVERNANCE POLICY DESIGN TECHNIQUE
Overview

The building blocks of a solid governance model are cohesive policies
that enforce the consistent management of the transformation program.
A program governance policy is a parameter or rule regarding a specific
action or issue that dictates how the action on the program should be
performed or how the program issue should be resolved. The program
governance policy provides direction when executing a program pro-
cess that has several possible approaches. Policies help direct the actions
of the program team and should not be so restrictive that it hinders the
team’s performance. Instead, they should help guide the program team
and stakeholders in the right direction. The program governance policy
should be clearly communicated to program stakeholders and should not
conflict with program value statements.

Obijective

In designing policies for transformation program governance, the pri-
mary goal is to prevent undesirable business outcomes. It is important to
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focus the development of policies on managing rather than on controlling
program management processes. However, it is often necessary to include
control points. The purpose of these governance policies is to develop a
set of guidelines the program team can follow in order to diligently and
effectively execute the program management processes. These program
governance policies should not be rigid edicts that can hinder the trans-
formation program team from efficiently accomplishing the program’s
business objectives.

Approach

Designing a program governance policy involves finding a source of pol-
icy, drafting that policy in appropriate detail, and finally ensuring that
the policy is consistent with other policies and with the transformation
program’s value statements. It entails the followng steps:

Step 1: Review Program Management Processes
and Role and Responsibility Descriptions

The first step in designing program governance policies is to look for
the potential sources of policies. The current program management pro-
cesses, business organization structure, reporting hierarchy, and roles and
responsibilities need to be studied. The previously identified constraints
for potential sources of governance policies should be revisited. Some of
the program management processes and newly established program gov-
ernance bodies will need to be supported by new policies. Process driven
policies can often be found by examining decision points. Decision points
often capture implicit policies, but policy design makes them explicit.

Step 2: Draft Appropriate Program Governance Policies

After identifying the sources of policies, draft the governance policies
based on the level of detail required. These policies should be developed
in synchronization with the program management processes that will be
affected, since a policy may have a direct impact on the way a program
management process is performed.

Step 3: Add Control and Audit Points

Determine and document all the control and audit points identified while
tracing all the activities in a program management process. In identifying
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and documenting these points, keep in mind that the purpose is not to
introduce a rigid control structure but to develop a guideline for manag-
ing the program management process consistently and effectively.

Step 4: Ensure Program Governance Policy Consistency
against Program Value Statements

Once the governance policies have been drafted, they must be cross verified
against one another to make sure that there are no conflicts between them.
A new governance policy that is drafted for one program management
process may violate an existing policy pertaining to the same or another
program management process. Not only must these policies be cross veri-
fied against one another, but they also must be checked against the pro-
gram value statements.

Step 5: Clearly Communicate the Purpose of the Governance
Policy to Program Stakeholders

Once the program governance policies have been drafted and approved,
the policies and their objectives should be clearly communicated to the
program stakeholders. The communication should highlight the signifi-
cance of the adopted policy and what it will accomplish for the transfor-
mation program. Such a communication minimizes potential confusion
among the program team and stakeholders and makes it more likely that
these governance policies will be supported and followed.

PROGRAM GOVERNANCE
Decision Making Framework

One of the components of the program governance model is the high-
level definition of the decision making processes. This definition is a criti-
cal element, as many decisions will have to be made during the execution
of the program life cycle. From a strategic program control perspective,
an example is the key “go/no” decision that needs to be made at critical
junctures or “stage gates” of the transformation program. If a transforma-
tion program is led with the program manager making all project level
decisions and the project manager making all program level decisions, the
probability of failure of business transformation is high. The framework



92 « Transforming Business with Program Management

for decision making draws a distinction between program level and proj-
ect level decisions in terms of the decision maker. The framework also
accounts for the different steps needed to make those decisions.

As the program management team drives the transformation program
forward, key examples of decisions (program and/or project level) to be
made may pertain to the constraint areas of scope, timeline, budget, qual-
ity, risk, resources or value. Other types of decisions to be made could
be in the areas of prioritization, change request, or program dashboard
status. The impact a decision would have on the transformation program
will determine the decision maker, the urgency of decision, and the extent
of due diligence needed prior to making the decision. In addition to the
impact factor, the other important factor governing the decision making
process is the severity of the issue that has surfaced and/or the level of a
known risk to the program. A grid that maps these two factors (business
impact and issue/risk level) not only accounts for them, but also drives
the criteria for escalation of decision making (Figure 5.4). The framework
resulting from the two dimensional grid determines the optimal decision
maker, and this could be the project manager, the program manager, the
steering committee, or the executive sponsor.

High
% Executive
=
] Steering SEotECl
g Committee
oy
'5 Program
5 Manager
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-}
2
w
& Project
Manager
Low
Business Impact/Business Change
Low High
FIGURE 5.4

Program governance: framework for decision making.
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Change Control Management

The design, roll-out, and implementation of change-control processes
for a transformation program are important activities. External market
forces, internal developments, and new revelations as program execution
progresses can trigger change requests. As there will be a spectrum of pro-
gram level and project level change requests that impact the program in
various ways, the critical ones are those directly impacting the delivery of
planned program business outcomes. The program manager should deter-
mine whether or not to approve, defer, or reject the change request; he or
she escalates it to governance as needed and as stated in the program gov-
ernance model. The framework in Figure 5.5 is used to capture, analyze,
and document decisions on such change requests.

As the key value indicators (KVIs) and value metrics are used in mea-
suring business outcomes, the program management will review them
along with the program health assessment criteria—timeline, funding,
resources, scope, quality, risk, and value—in assessing the impact of the
change requests on the transformation program. To facilitate effective
and timely decisions on such change requests, the program manager(s) or
program management has to involve the right subject matter experts and
senior management in the decision making process. The program man-
ager can secure inputs of the steering committee and executive sponsor
on any change requests that significantly impact the business outcomes
expected by the stakeholders. The rigor in securing sign off on the change
request decision, creating an appropriate plan, and then implementing
associated communications helps in motivating the team tasked with the
business transformation program.

Id | Change Change Business | Timeline | Funding | Resources| Scope | Quality | Risk | Value | Decision | Sign
Requestor | Request | Outcome | Impact | Impact Impact | Impact | Impact | Impact | Impact and Off
Description | Impact Rationale
1
2
3
FIGURE 5.5

Sponsor involvement in approval of critical change requests.
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GOVERNANCE OF BENEFITS REALIZATION

The preceding sections touched upon the importance of rigor in the change
control management and decision making processes. As the program
management team furthers the transformation program by executing the
transformation program plan, it is possible that certain change requests
could have an impact on the prior agreement and strategic assumptions
pertaining to business objective attainment, business outcome delivery,
and benefits realization. The development and roll-out of the benefit real-
ization governance process formalizes the recalibration of desired busi-
ness outcomes and expected business benefits. As part of the analysis done
on a change request, the impact on expected benefits from a transforma-
tion program needs to be understood, documented, and communicated
to the stakeholders. The program manager has to take the steps needed
to secure buy-in of the pertinent stakeholders and approval of sponsors
to the changes in the realization of the business benefits and delivery of
business outcome.

The benefits realization governance can also validate that the program
business outcomes have been well defined and follow the SMART prin-
ciple. A SMART business outcome is one that is specific, measurable,
attainable, relevant, and time based. Specificity provides clarity while also
eliminating overlapping business outcomes. The need to pass the litmus
test of being measurable is a critical one. Attainable refers to a business
outcome that is a bit ambitious, but definitely feasible to accomplish.
Relevancy enables tracing back to the program vision alignment to the
program scope boundaries. The business outcome has to be realized
within a designated time frame.

The SMART acronym is an easy way of remembering the guiding prin-
ciples that aid in crisp and clear definition of desired program business
outcomes. The initial governance around the definition and agreement
of program business outcomes and program benefits is important. Also,
the ongoing governance around any changes to the definitions and agree-
ments of outcomes and benefits mitigates the risk of the delivered out-
comes being misaligned with expectations.
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Case Study: Transformation Program for Postmerger Integration

CONTEXT

One of the largest biotechnology organizations with global operations
had acquired another leading biotechnology company to further domi-
nate the global market. The acquired entity was integrating operational
functions, consolidating facilities, and migrating information systems.

BusiNEss PROBLEM OR OPPORTUNITY

One of the most critical integration areas for the biotech company was
the contract to cash operational function and the supporting systems. If
the contracts were not properly streamlined and integrated, the large cus-
tomers of the acquired biotech company would be negatively impacted.
Slow decision making was crippling the integration and roll-out of the
streamlined contract to cash business process. The points of account-
ability and the roles and responsibilities of the numerous personnel from
the various functions involved in the contract to cash process were not
defined. As the integration timeline was dynamic and the integration
had to comply with the regulatory guidelines, the lack of a change control
process on the multiple projects integrating the contract to cash opera-
tions was a significant risk to the postmerger integration program.

SOLUTION

The contract to cash merger integration program team stood up a
merger integration office to organize, track, and coordinate the vari-
ous projects needed to complete the merger initiated transformation of
the contract to cash operational function. In the course of developing
the structure of the integration office, the program governance model
was developed and points of accountability established. The roles and
responsibilities of the governance bodies were defined, and a program
rhythm that would enable rapid decision making and timely resolu-
tion of escalated issues was implemented.

The integration office program manager created, socialized, com-
municated, and rolled out processes for program escalation, com-
pliance management, and change control management. The core
program team comprising subject matter experts from both the biotech
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companies collaborated in developing an integration road map. The
team dedicated to contract to cash integration had to go through the
change control governance body if any changes to the signed-off and
baselined integration road map and project plans were needed.

BusINEss OUTCOMES AND BENEFITS

The implementation of the merger integration program governance
rhythm institutionalized the needed controls, enabled timely deci-
sions, and mitigated risks. The benefits realization governance process
ensured that the regulatory compliance requirements were baked in as
part of the merger integration activities happening within the acquir-
ing biotech company and the acquired biotech company. The aggres-
sive timeline to attain the future state of an integrated contract to cash
process was realized. The design and launch of the governance model
by the contract to cash merger integration office played a key role in
the attainment of the merged future state.

SUMMARY

For a transformation program to succeed, it is imperative to develop and
implement the governance practices sooner rather than later. The program
governance model is a combination of governing bodies, strategic control
and oversight functions, and cohesive policies that defines the consistent
management of the program throughout the program life cycle. The key
constituents of the program governance model are: program organiza-
tion structure, governing body definition, roll-out of governance forums,
program accountability, escalation paths, and decision making processes.
Program governance ensures that strategic direction and program vision
are aligned, that program priorities are defined and understood, and that
decisions are aligned with the overall business objectives. A lack of robust
governance practices poses a substantial risk to realizing the desired busi-
ness outcomes targeted by the transformation program.

REFERENCE
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Define Success, Outcomes,
and Key Value Indicators

What defines success for a program? What business outcomes does the
program need to realize? What are the key value indicators (KVIs)? It is
important that these questions be answered at the onset of a transformation
program initiation. Similar to business executives keeping a close quarterly
tab on their company’s top and bottom line performance, a program man-
ager needs to continuously keep track and report progress of the initia-
tive through the agreed upon key value indicators. Chapter 2 discussed the
“must have” subject matter content in the program charter deliverable, and
one of those is the clear articulation of what constitutes program success.

The business outcomes being targeted and expected by stakeholders have
to be established. Key value indicators that would validate the realization
(or lack thereof) of business outcomes need to be identified. High due dili-
gence and precision are necessary in determining the value metrics sup-
porting the key value indicators. In Chapter 3, the program management
life cycle detailed in the book was mapped to the Project Management
Institute’s (PMI) third edition of the Standard for Program Management
(2013a). Some of the topics expounded in this chapter pertain to the ben-
efits management domain in the PMI standard.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

« Performance improvement measurement technique: Overview, objec-
tive, approach, and helpful tips

« Positioning transformation program to deliver business outcomes

 Business outcome modeling technique: Overview, objective, and
approach

o Case study: Selection program for enterprise system

97
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PERFORMANCE IMPROVEMENT
MEASUREMENT TECHNIQUE

Overview

Performance improvement measurement is a technique to measure and
evaluate the improvement in business performance as a result of successful
completion of a transformation program. In other words, application of this
technique will determine whether the program delivered the intended busi-
ness benefits at program closure. Performance improvement measurement
can also assess whether the benefits delivery is being sustained after the pro-
gram has been transitioned for ongoing execution by the operations function.
Many enterprises have successfully developed and implemented an improve-
ment measurement architecture concept, which is a comprehensive approach
to address measurement, the sixth dimension of program management.
Performance improvement measurement architecture is an integrated and
balanced business performance measurement system supporting the trans-
formed enterprise. It is a top down program performance measurement sys-
tem, unlike most legacy measurement systems, which have tended to evolve
from the bottom up. Using a top down decomposition approach, the agreed
business objectives are translated to business outcomes. The high level key
value indicators (KVIs) for each business outcome are determined, and the
value metrics supporting the KVIs are defined. KVIs focus on the “busi-
ness value” created by the transformation program, which can be tangible
or intangible business results, business benefits, or business outcomes. The
KVTs are higher level determinants of business performance, and value met-
rics are the lower level measures of business performance. The delivery of
business results, benefits, or outcomes by a business transformation program
is ascertained by measuring the level of business performance in the attained
future business state with the help of the agreed KVIs and value metrics.

Objective

Performance improvement measurement provides an enterprise with:

o A comprehensive framework to translate the transformation pro-
gram mission, vision, strategies, stakeholder values, and business
objectives into an integrated set of business performance assessment
measures that can be linked throughout the organization
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The ability to balance external KVIs and value metrics with inter-
nally focused KVIs and value metrics necessary to effectively assess
the success of the transformation program

The ability to determine how higher quality, lower cost, and reduced
process cycle times translate into improved business outcomes like
higher sales, more market share, reduced operational expenses,
improved share prices, and higher return on assets

A performance improvement measurement dashboard grounded
in the strategic business objectives and is reliant on a concise group
of KVIs

Greater transparency to the stakeholders of the transformation
program

The ability of every individual to understand how the program and
how the individual add value to the areas (enterprise, division, func-
tion, process) part of the transformation program

Factors

The following factors should be taken into consideration when developing
the performance improvement measurement architecture:

For each program objective, only the critical key value indicators are
decided upon, as having too many key value indicators creates com-
plexity and room for inconsistency.

Financial KVIs are articulated to indicate how the program strategy
and the other four program dimensions (people, process, technol-
ogy, and structure) are contributing to the bottom line results.

As the KVIs and value metrics represent a true measurement of per-
formance, they need to be able to evaluate the realization of the short
term and long term business outcomes.

Management needs to be able to see the impact an improvement or
investment in one area will have on the other areas.

Approach

The process for implementing performance improvement measurement
technique entails the following eight steps:

Ensure the program business objectives have been articulated
Confirm the scope



100 « Transforming Business with Program Management

Transformation Program
(Vision, Mission, Strategy, Roadmap, Plan)

| , l

Business Business Business
Objective 1 Objective 2 Objective 3
Business Business Business
Outcome 1 Outcome 2 Outcome 3
Business Business Business
Benefits Benefits Benefits
Key Value Key Value Key Value
Indicators Indicators Indicators
Value Value Value
Metrics Metrics Metrics

FIGURE 6.1

Framework for assessing transformation program success.

o Define the business outcomes

+ Develop the first cut improvement measurement architecture
o Define the business benefits

o Identify the KVIs

o Determine the value metrics

o Set targets for value metrics and map to business process

A detailed description of the above steps composing the performance
improvement measurement technique follows as it will enable its effective
application by the business transformation program core team in order to
develop the needed deliverables (see Figure 6.1).

Step 1: Ensure the Program Business Objectives Have Been Articulated

These are the statements of purpose for the program’s existence and rep-
resent the highest, long term business goals of the enterprise. The best
practice is to have objectives for each of the major categories of applicable
stakeholders—customers, employees, operations, and shareholders. The
highest level long term goals are captured in the form of business objec-
tives. Each high level business objective is decomposed into the lower level
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business outcome. The KVIs for each business outcome are determined,
and value metrics supporting the KVIs are identified. For example, a cus-
tomer related objective will specify what value the company will provide
to the customer, and that should address a specific customer pain point or
an unmet key expectation.

Step 2: Confirm the Scope

The scope for the development of the performance improvement measure-
ment architecture must align to the scope of the transformation program.

Step 3: Define the Business Outcomes

The body of work done to align transformation program strategy with the
operations and technology strategies serves as the key input to creation
of program business objectives. These business objectives can be drilled
down into business outcomes, which need to be finalized after socializa-
tion with pertinent stakeholders.

Step 4: Develop the First Cut Improvement Measurement Architecture

Facilitated sessions are recommended for this step. Given the complexity
of abusiness transformation program and the significant business changes
such a program is driving on multiple fronts, a holistic performance
improvement measurement framework is warranted. At a minimum, the
perspectives of the following stakeholders need to be incorporated:

o Customers
« Employees
» Operations
o Shareholders

Step 5: Define the Business Benefits

Chapter 2 covered the business outcome delivery strategy and the benefits
realization definition. The upfront clarity in defining the business benefits
sets the program up for success. The defined benefits should be validated as
the benefits realization measurement infrastructure is being put in place.
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Step 6: Identify the KVIs

Through facilitated sessions, each business objective is examined in turn,
and a list of KVIs is brainstormed. It is recommended that there be no
more than three KVTIs for each objective.

Step 7: Determine the Value Metrics

The KVIs have to be analyzed to derive the value metrics that aid in per-
formance improvement measurement. Though the program manager is
unlikely to be the subject matter expert, the program manager ensures
that relevant experts are engaged in the analysis sessions. The defined
value metrics should provide the performance improvement informa-
tion necessary to support the strategies and mission of the transformation
program. The initial longer list of value metrics is refined and prioritized
to restrict it to three value metrics per KVI. The following list presents a
couple of examples by stakeholder group:

o Shareholder: Metrics that reflect the shareholder values should
include financial operating measures that can be used to run the
everyday business. An example of a financial related KVI is revenue
growth. Examples of the value metrics aiding the revenue growth
performance improvement measure include revenue growth by
product, by geographic region, by quarter.

o Customer: In developing customer related value metrics, it is impor-
tant to factor the tiers or segments of the customer base. A relevant
KVI example pertaining to customers would be customer satisfaction.
Examples of value metrics to gauge performance improvement on
the customer satisfaction KVT include the number of referrals from
customers, movement in the customer satisfaction index, number of
customer complaints.

Step 8: Set Targets for Value Metrics and Map to Business Process

For each identified value metric, performance improvement targets have
to be set. The key considerations in coming up with targets are as follows:

» Mapping of the metrics to the organization area, business function,
and process. This mapping ensures that it is known which organi-
zation, function, and process is responsible for meeting the perfor-
mance improvement targets.
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o Determining how the measurements impact each other. For example,
a reduction in a cycle time metric of the order fulfillment cycle is
likely to have an impact on a cost metric for that cycle.

o Understanding of how these metrics are to be reported and what the
characteristics of a supporting information system are to be.

Helpful Tips

 Customer based business objectives, business outcomes, KVIs, and
value metrics are important. These must be mapped to the business
operations side, as the processes and their supporting infrastructure
ultimately determine how well the customer needs can be met. The
integrated transformation program plan needs to factor and manage
the work that needs to be executed on the operations side.

 To achieve cycle time, quality, and cost objectives of the transfor-
mation program, the outcomes, KVIs, and value metrics should be
decomposed to a level that can influence employees. This decom-
position is important, as it ensures that the performance improve-
ment indicators are linked to the actions taken by individuals and
addresses the “What is in it for me?” question.

o Itisimportant to realize that as each industry, market segment, and
company is unique, so are the key value indicators for each.

o One critical success factor in building and implementing the inte-
grated performance improvement measurement architecture is that
the company’s information systems be able to support the timely
analysis of the KVIs and metrics. If the information systems cannot
support such an analysis, much of the value to be obtained from the
architecture cannot be realized.

POSITIONING TRANSFORMATION PROGRAM
TO DELIVER BUSINESS OUTCOMES

A business (or technology) transformation program is made up of multiple
projects. It can also include other programs (or subprograms) based on the
magnitude and complexity of the transformation program. The program
management team uses the measurement architecture framework to get
a good understanding of the linkages from a measurement point of view.
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The typical transformation program organizational structure would have
multiple project managers driving the projects assigned to them. It is com-
mon to have multiple program managers too, which results in a couple of
clusters of program teams. The expected short term and long term busi-
ness outcomes need to be tied to the program organization structure.

The concept and development of the transformation program road map
was discussed in Chapter 1 at a high level. The program business objec-
tives, assessment of the organization capabilities, and business architecture
work determine the “business capabilities” the transformation program
has to deliver. The business capabilities are the highest level roll-ups of
the requirements or desired functionality. The desired business outcomes
expected from a transformation program are derived from the program
business objectives. The focus, as well as the visibility into how the trans-
formation program will deliver the expected business outcomes, can be
best established and communicated through the following three maps:

« Business capabilities to business outcomes
« Business capabilities to projects
« Business outcomes to timeline

Figure 6.2 portrays the three maps with the help of a program compris-
ing three project over a four year time horizon. The program has to deliver
four business capabilities and realize nine business outcomes.

BUSINESS OUTCOME MODELING TECHNIQUE

Overview

The program management team has to orchestrate the process of setting
clear, measurable, and achievable business outcomes for the program.
Business outcome modeling defines and prioritizes the business out-
comes that a transformation program is chartered to deliver. As seen in
Chapter 2, one of the process steps in designing the performance improve-
ment measurement architecture is the definition of business outcomes.
Ideally, the business outcomes are linked from the top of the enterprise to
the bottom, so that employees can see how they directly contribute to the
success of the enterprise.
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Business Outcomes Business Capabilities | Project | Project | Project
To Be Realized To Be Delivered 1 2 3
Business Capabilties A X X
To Be Delivered
B X X
1,2,5
C X
B 3,8
D X X
© 6,7
D 4,9
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| Management Capability to Business Outcomes | Business Capabilities to Projects |
_____________________ 4 Ll —— -1
Business Capabilities
3 2014 2015 2016 | 2017 Total
To Be Delivered

Business Outcomes (Examples)
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Incremental Revenue

Protected Revenue All $ in|(Millions)

Cost Savings

Improved Profitability

Higher Market Share

Better Competitive Position

Experience Enhancements

Productivity Improvements

W ®| N[k [N

Cycle Time Reduction

FIGURE 6.2
Positioning program to deliver business outcomes.

Obijective

Business outcome modeling can be used to:

 Focus the program to achieve business results in the most efficient
and effective manner

+ Create an inventory of business outcomes and prioritize them

 Develop a strong commitment, sponsorship, and ownership of the
business transformation program

« Validate the strategies driving the direction of the program

« Identify the problems inhibiting the business processes from reach-
ing tactical and strategic business outcomes

o Assess business issues or problems that inhibit the achievement of
business outcomes
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Per PMI'’s Pulse of the Profession: The High Cost of Low Performance
(2013b) research study, organizations lose an average US$149 million
for every US$1 billion spent on strategic initiatives due to poor program
and project performance. The value derived from utilization of business-
outcome modeling is tremendous, as it can help an organization avoid
poor program performance.

Approach

Enterprises with higher success rates on their transformation programs
and higher program management maturity do not assess business out-
comes only at the start and the end of the program. Unfortunately, many
others take the high risk approach of identifying desired business out-
comes at the start and checking only at the end to see if they were realized.
The best practice is to approach business outcomes as a continuum and
adopt a life cycle approach to managing them. The business outcome life
cycle management approach can be woven into the transformation pro-
gram management life cycle. Program management can drive the end-
to-end process beginning with business outcome definition and ending
with business outcome sustainment. Figure 6.3 illustrates the best practice
approach to business-outcome management on a complex business trans-
formation program.

The following four stages of business outcome life cycle management
are mapped to the highest level program management life-cycle processes:

« Outcome definition and validation

Outcome planning and measurement mechanism
« Outcome delivery tracking

+ Outcome sustainment and measurement

Stage 1: Outcome Definition and Validation

In Chapter 2, the definition and significance of business outcome deliv-
ery was elaborated. The outcome expected to be delivered by the business
transformation program is categorized into these four buckets—customer,
operational, employee, and financial. Figure 2.5 mapped the high-level pro-
cess to be followed by the core program team to make the transformation
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program a business success in the eyes of the stakeholders. The program
charter development process and the resulting signed-off program char-
ter deliverable aids in defining the outcome expected from the program.
The expectations of stakeholders around the outcome have to be validated
early on and throughout the program execution life cycle.

Stage 2: Outcome Planning and Measurement Mechanism

The program charter artifact is a key input to the business transforma-
tion program planning process. The end-to-end program plan is one
of the main outputs resulting from the planning process. The program
plan ensures all the work, deliverables, and outcomes to be realized are
clearly articulated along with the activities, resources, timeline, and inter-
dependencies. The program plan supporting the business transformation
is comprehensive as it has to capture and integrate the activities associated
with all the six dimensions of program management-strategy, people,
process, technology, structure, and measurement. Typically, a transfor-
mation program is structured into multiple phases with business out-
come to be delivered at periodic intervals either during the phases or
at the end of each phase. The plan spells out the measurement strategy
and approach to be used to assess the delivery of the business outcome.
The key stakeholders of the program sign off on the program plan and
the nature and timing of delivery of business outcome.

Stage 3: Outcome Delivery and Tracking

The business outcome modeling technique adds rigor to the process driv-
ing the realization of outcome. The “make it happen” phase of the pro-
gram management life cycle is the execution of the detailed, integrated
program plan. As the plan is getting executed for the program to attain
the desired future state, the monitoring of the program execution is hap-
pening concurrently. The program monitoring function assures the timely
and proper completion of the planned deliverables and business outcome.
The implemented measurement approach confirms the delivery of out-
come specified in the program charter and the program plan. Any devia-
tions in delivering the agreed upon outcome are addressed by the program
management team. As the program plan gets refined and/or rebaselined
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Operations
Management

Outcome Sustainment
and Measurement

Outcome

Program Management Delivery

Drives Definition and

N

and
Delivery of Outcomes Tracking Program
Expected by Stakeholders Execution,
Monitoring,
Transition

Program
Strategy, @

Roadmap, Outcome Planning and
Charter Measurement Mechanism
@ Program
Planning
FIGURE 6.3

Business outcome life cycle management.

to account for any outcome delivery deviations, buy-in is secured through
stakeholder engagement and leadership approval is obtained via the estab-
lished program governance processes.

Stage 4: Outcome Sustainment and Measurement

The business objective of the final phase of the transformation program
management cycle is the smooth transitioning to the desired future state
and sustaining the expected outcome in the attained future state over the
long haul. The business outcome modeling technique facilitates the sus-
tainment of the intended outcome which is the ultimate gauge of success
of the transformation program. The end-to-end business transformation
program plan incorporates the activities needed to sustain the defined
outcome and validate the continued realization of the outcome via the
measurement mechanisms in place. The last stage of the business outcome
life cycle management provides the oversight and support to ensure the
operational functions are positioned to sustain the business outcome that
was planned at the launch of the transformation program.
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Case Study: Selection Program for Enterprise System

CONTEXT

A highly recognized financial capital management company that offers
open ended mutual fund products to retail customers was experienc-
ing exponential growth in the assets managed and customers served
as a result of stellar performance of all six of the mutual funds it offers.
The company’s vision is to maintain a competitive edge by offering
close ended mutual fund products to another segment of retail cus-
tomers within a year. The company has also announced that it will
start offering financial products and advisory services to the insti-
tutional market within two years. The company needs to be ready to
offer these new products and services.

BuUSINESS PROBLEM OR OPPORTUNITY

The company’s systems are not capable of handling close ended mutual
fund products. The open ended mutual funds cannot be traded in real
time during the market hours, whereas close ended mutual funds can
be, and they tend to attract a different set of retail investors. As the
business processes, information systems, and human capital needed
to take care of the institutional customer are different, the financial
capital management company has to put that infrastructure in place
to realize the communicated vision.

SOLUTION

As the strategic direction of this privately owned financial capital
management company and the time horizons are clear, the program
manager and the core team initiated a program to identify, evaluate,
select, and implement an enterprise level system with the needed capa-
bilities. The desired future state is an implemented enterprise system,
redesigned processes, and a modified organizational model. The pro-
gram management team facilitated a series of business outcome mod-
eling workshops to define and validate business objectives, business
outcomes, and business benefits that the chosen implemented system
needs to deliver. The information needed to construct the perfor-
mance improvement measurement architecture was gathered through
the subject matter experts attending these workshops.
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The architecture would be used not only to measure the business per-
formance of the capital management company in the attained future
state, but to also use it in the front end of evaluating and selecting
the system that meets the defined business and technology capabilities
and requirements. The program team managed the end-to-end process
of system selection, which included issuing request for proposals to
short-listed software vendors, evaluating proposal responses, review-
ing product functionality in demos, conducting evaluations, finalizing
selection with stakeholder inputs, negotiating with the preferred ven-
dor, and formally awarding the contract to the software vendor. With
the vendor’s expertise, the conceived program plan for system imple-
mentation met the announced timelines for new product roll-outs.

BusINEss OUTCOMES AND BENEFITS

The structured process adopted by the program team resulted in the
selection of a solution that met the strategic objectives and stake-
holder needs. The program plan not only had the systems implementa-
tion component plan, but also the component plans for the business
process and organization resource buildup work. The performance
improvement measurement architecture will assist with measuring
realization of benefits upon successful implementation of the system,
business process, and new organization. The financial capital man-
agement company’s rigorous process in defining success, outcomes,
and key value indicators during the early stages of the program and
involving stakeholders in that process provided the platform for pro-
gram success.

SUMMARY

The program manager has to drive and build consensus on the definition
of program success, the business outcomes, and the key value indicators
(KVIs). These definitions need to be revisited at key milestones through-
out the program life cycle to confirm continued alignment. Such a proac-
tive approach is similar to the construct of program risks needing to be
identified, mitigated, and watched from program initiation through pro-
gram closure. The importance of driving adequate clarity upfront on what
constitutes the success of a transformation program is high.
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Elaboration of the expected outcomes and timing the delivery of those
outcomes are critical factors in the success of the program. Equally impor-
tant is the periodic communication and education around the definition
of a successful transformation program, targeted business outcomes,
performance improvement measurement architecture, and KVIs to all
stakeholder groups. Program management has to constantly manage
stakeholder expectations and validate that there are no deviations from
the original definition of success, the strategic criteria to judge success,
and the KVIs. The activities associated with management of the business
outcome life cycle have to be planned in the integrated transformation
program plan, and these activities have to be executed and monitored.
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Invest in Planning and Creating
an Integrated Approach

Given the long life cycle of the typical transformation program, the itch to
commence program execution without adequate planning is high. Program
managers must resist the temptation to shortchange the planning process.
The core foundation for a transformation program is its alignment to the
strategic direction of the organization, which is accomplished through
the program vision work described in Chapter 3. The layer over the core
foundation is the program architecture, which results in a blueprint for the
desired future state and business case for the program. Upon completing
these two layers and securing the executive sponsorship to move forward,
the program management life cycle commences. The program strategy is
formulated, and a program road map to implement this strategy is devel-
oped as part of the front end of the program management life cycle.

The creation of an integrated, holistic approach to solve the defined busi-
ness problem is imperative. The integration of the organization change
management in the overall approach taken to transform is critical, as it
effectively addresses the “people” dimension of program management. An
integrated transformation program plan is next prepared to deliver the
desired business outcomes specified in the signed-off program charter by
the key stakeholders. All the steps taken so far constitute transformation
program planning work, which provides the basis for program execution
and program monitoring. Many transformation programs are unable to
deliver on the promise due to the program planning being shortchanged.
The investment of time, energy, and resources in planning for the business
transformation program is mandatory for the program to transform the
business, which results in the realization and sustainment of desired busi-
ness outcomes.

113
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The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

+ Program architecture technique: Overview, objective, and approach

 Program architecture drives program management life cycle

 Organization change management technique: Overview, objective,
approach, and drivers

+ Organization change readiness

+ Transformation program planning technique: Overview, objective,
and approach

o Benefits realization planning

« Case study: Business transformation program to launch a new product

PROGRAM ARCHITECTURE TECHNIQUE
Overview

Program architecture brings together the business and technical architec-
tures and creates the overarching platform for implementing enterprise
strategy. Large enterprises frame up multiple strategic initiatives to get
from the current state to the transformed future state from an enterprise
level perspective. The breadth, depth, and scale of each strategic initia-
tive can vary. The business objectives and business outcomes to be deliv-
ered in a certain time horizon could be through a single or a couple of
strategic initiatives. The complexity of planning multiple strategic initia-
tives is high, which poses significant enterprise level risk. The risk can
be mitigated through program architecture, another technique from the
program management tool Kit.

Obijective

Program architecture establishes the bridge to implementation of strat-
egy by providing a standard and unified platform for initiating and plan-
ning strategic initiatives through the program management discipline.
Program architecture has visibility into all the initiatives on the enterprise
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level strategic initiative road map. The output of program architecture
becomes the strategic input for the program management life cycle, the
four phase approach to drive a business transformation program (or a
strategic initiative) from start to finish. In the context of a designated busi-
ness transformation program that has been initiated, the technique of pro-
gram architecture analyzes the business problem thoroughly and designs
the high level approach to solve the problem.

For example, if a business transformation program at a large enter-
prise entails radically redesigning major business processes and automat-
ing these processes, the program architecture will call out the need for
a much greater focus of the program team toward the process and tech-
nology dimension. Program architecture facilitates adoption of a holistic
approach that not only addresses all the root causes of the problem, but
also sustains delivery of desired business outcomes even after the formal
closeout of the transformation program.

Approach

The five-step process is depicted in Figure 7.1. This technique is utilized
in the early stages of the business transformation journey to drive the
program discovery stage, whose output is instrumental in providing the
launch platform for the transformation program. All six of the program

Program Management Dimensions
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FIGURE 7.1
Program architecture: bridge to strategy implementation.
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management dimensions of strategy, people, process, technology, struc-
ture, and measurement are taken into consideration in developing the
program architecture.

1. Articulate program vision
2. Assess current state

3. Develop future state

4. Create business case

5. Design program

Step 1: Articulate Program Vision

In this step, the business transformation program’s vision, mission,
objectives, and stakeholder values are elaborated. Though these will be
distinct for each program and an important key step for each program,
they all align to the enterprise level vision, mission, objectives, and stake-
holder values. As part of elaborating the strategic alignment technique in
Chapter 3, the processes of create program vision, develop program mis-
sion, determine program stakeholder values, and develop program objec-
tives was touched upon.

Step 2: Assess Current State

Assessment of the current state aids in deeper comprehension of the prob-
lem statement, the pain points, implications, and root causes. The mag-
nitude of the problem and its complexity can be revealed in assessing the
current state across all the six dimensions, i.e., studying the current pro-
cesses and identifying gaps, understanding roles and skill sets of person-
nel involved in current processes, etc. The voice-of-customer and business
performance calibration are sample techniques that can be put to use to
get arms around the current state of the business pertaining to the scope
of the program.

Step 3: Develop Future State

A high-level picture of the desired future state is created with the input
of the subject matter experts, designated stakeholders, and the program
management team. Though the steps are being covered linearly, some of
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the future state definition work is happening in parallel with the analysis
of the current state. The options, solutions, and ideas to efficiently address
the gaps identified during the current state assessment are covered as part
of future state development. Again, all six of the program management
dimensions have to be factored, e.g., changes in the technology environ-
ment to accommodate the automated future process or organizational
structural changes to minimize handoffs from one group to the other
to provide an improved experience. The environment scanning tech-
nique can provide valuable inputs on internal and external best practices
for incorporation.

Step 4: Create Business Case

The techniques of program value justification and performance improve-
ment measurement can be used to analyze the information gathered to
date to develop a fact based business case model that justifies continua-
tion and full launch of the transformation program. The business case has
to showcase the program’s ability to realize the program vision, achieve
program business objectives, attain the desired future state, deliver the
business outcomes, and sustain the outcomes. As the business case model
is targeted at an executive sponsor, a steering committee, and other senior
leaders, it has to effectively elicit the “program value” in their eyes.

Step 5: Design Program

The design program step drives the strategic approach to be taken by a
program to achieve the program’s business objectives. The crux of the
approach in business problem solving resides in whether and how the pro-
gram management dimensions of strategy, people, process, technology,
structure, and measurement are accounted. No two business transforma-
tion programs are exactly the same, as each is solving a unique problem
(or capitalizing on an opportunity) under a unique context. Program
design output specifies which dimensions warrant a higher focus in the
program management life cycle. For example, a large program with the
charter of redesigning the organization is likely to have minimal need for
a technology development effort. The design program step also ensures
that the overlaps with other in-flight and yet-to-be-launched programs are
being taken into consideration.
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PROGRAM ARCHITECTURE DRIVES
PROGRAM MANAGEMENT LIFE CYCLE

The first program management life-cycle process of “formulate program
strategy” under the first phase of “set the stage” picks up from where the
program architecture stops. As a recap, the program management life-
cycle phases and the processes under each phase are listed here:

Phase 1: Set the stage

o Formulate a program strategy

« Develop a program road map
Phase 2: Decide what to do

 Define the program charter

o Create the program plan
Phase 3: Make it happen

« Execute the program

o Monitor the program delivery
Phase 4: Make it stick

« Transition to operations and close the program

o Sustain outcome delivery

Program strategy, program road map, and program charter drive the
development of the transformation program plan, which is described later
in this chapter.

ORGANIZATION CHANGE MANAGEMENT TECHNIQUE
Overview

Program management should embed the organization change manage-
ment (OCM) process to strategically mitigate the risk of failure of a trans-
formation program. One of the origins for lack of success in a business
transformation effort is the failure to take into consideration major aspects
of strategic change enablement. Poor organization change readiness to
counter the business impact, inadequate stakeholder engagement, ineffec-
tive communications, and lack of timely training are potential causes of
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lack of acceptance of the business change. The failure to embrace change
results in nonachievement of intended business objectives and nonrealiza-
tion of desired business outcomes.

The broader and deeper the impact of a complex program, the greater
the criticality of addressing the “people” dimension through the deploy-
ment of OCM frameworks, tools, and techniques under the overall gov-
ernance umbrella of program management. In Managing Change in
Organizations: A Practice Guide, PMI (2013) enumerates change manage-
ment as an essential organizational capability that cascades across and
throughout portfolio, program, and project management. The PMI guide
stresses that change in organizations is delivered through program and
projects, and successful organizations lead change by managing their pro-
grams and projects effectively. The essence is in ensuring that the OCM
plan is integrated into the transformation program plan.

The project plans for all six of the dimensions of program management
(i.e., strategy, people, process, technology, structure, measurement) to be
incorporated into the integrated transformation program plan. A holis-
tic master OCM plan covers and integrates the multiple OCM sub-areas.
Examples of sub-areas include change strategy, change impact, commu-
nication, stakeholder engagement, readiness, training, etc., and typically
there will be project plans for each of these areas, as these are large areas
needing to be planned and executed.

Obijective

The strategic objective of a program launched to transform a business is
about reinventing the business, which requires the organization to change.
The business outcomes and solution (perhaps a new system, product, ser-
vice, or process) resulting from the business transformation program have
to be adopted by the end user community, which could be internal and
external. Some of the business changes brought forth by the program will
typically encounter resistance from different pockets within and outside
of the enterprise. A structured approach is needed to overcome the resis-
tance and for the organization to embrace the delivered solution.

A business transformation program needs a robust OCM plan to suc-
ceed, and such a plan is a subset of the integrated transformation pro-
gram plan detailed later in this chapter. OCM details the process for
anticipating change barriers and planning interventions to facilitate the
ongoing forward movement of the transformation program. The strategic
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objective of OCM is to make the program a success by effectively driving
the change and facilitating change adoption. The program management
team will apply OCM methods and techniques to consummate the stra-
tegic objective by architecting and executing an end-to-end OCM plan,
which does the following:

Defines change and formulates change strategy

Determines the impact of change to business and secures involve-
ment of stakeholders

Increases stakeholder awareness and readiness by engaging, com-
municating, and training

Evaluates the organizational structure and roles and redesigns them
if needed

Designs and implements transition management strategy and tran-
sition plan

Approach

A proven OCM framework to effectively define and manage the significant
business change brought about by a transformation program is depicted
in Figure 7.2. The three iterative phases driving the end-to-end organiza-

tion change management process are:

Phase 1: Envision. This phase is the big picture of vision and strategy.
Phase 2: Plan. This phase spells out the course of action.

Phase 3: Execute. This phase is the action taken to realize and sustain

the strategic objectives.

Phase 1: Envision

The OCM strategy for the business transformation program is formu-
lated in this envision phase. The completion of the first phase of the
program management life cycle delivers the program strategy which
serves as the input to the OCM strategy. The program management
team has to ensure the OCM strategy is aligned to the program strat-
egy. During the envision phase, the strategy for each of the eight OCM
sub-areas is crafted and an overall cohesive strategy is put in place.
Phase 2: Plan

During this second phase, an organization change management
plan is developed by tapping into the organization change capabil-
ity expertise within the transformation program management team.
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FIGURE 7.2

Program management: enables integration with organization change management to
effectively drive business change.

The output of the envision phase forms the basis for the plan phase.
The OCM plan covers all the OCM sub-areas and this plan is a sub-
set of the comprehensive program management plan for the trans-
formation program.
Phase 3: Execute

The execution phase is the implementation of the end-to-end OCM
plan. The monitoring of execution of the OCM plan will drive any
changes and enhancements needed in the OCM plan. The resource
needs for the execution phase is much higher than those for envision
and planning phases. The timely completion of the activities com-
posing the OCM plan facilitates the realization of the strategic objec-
tives of the business transformation.

The eight OCM sub-areas (or building blocks) that cycle through these
three phases are:

1. Change definition, strategy, and plan
2. Change impact and readiness
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3.
4.
5.
6.

Stakeholder engagement
Organization analysis
Communications
Training

7. Coaching

8.

Transition management

Next, the sub-areas are covered first at a high level and then followed
by a sampling of additional frameworks that specifically play a key role in
stakeholder engagement.

1.

Change definition, strategy, and plan: Program management
team collaborates with subject matter experts in creating a picture
of “what’s changing,” which is the change definition. The team then
articulates the game plan of “how to” change and creates a sense of
urgency in formulating the change strategy. The change manage-
ment plan that dovetails into the business transformation program’s
plan is developed and implemented.

. Change impact and readiness: This OCM sub-area describes the

impact of the business transformation program from a people, pro-
cess, and technology perspective and who (internal plus external)
is getting impacted. The nature, extent, and timing of impact at an
organizational and individual level are analyzed. Change readiness
assessments and plans are constructed and implemented.

. Stakeholder engagement: In the stakeholder engagement building

block, the stakeholders are identified and analyzed. A stakeholder
engagement strategy and a stakeholder engagement plan are devised.
The engagement strategy is implemented. Getting involvement and
engagement of program stakeholders is imperative for program suc-
cess. Stakeholder engagement is further detailed later in this chapter.

. Organization analysis: An assessment of the organizational policies,

roles, reporting hierarchy, and job descriptions is completed as part
of the organization analysis component of OCM. The assessment
drives adjustments to the current organization model. The renewed
organization is smoothly and effectively launched by executing the
roll-out plan devised for the same.

. Communications: Based on the communication requirements of

stakeholders, a communication strategy and a communication plan
are devised. The communications plan is rolled out and adjusted as
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needed for the intended communications objectives to be fulfilled.
Proven communication frameworks to drive effective end-to-end
communications are discussed later in this chapter.

6. Training: Based on the organization change readiness assessments
and identified training needs, a training strategy and a supporting
training plan are developed. A training plan is executed. This OCM
building block plays a significant role in increasing and sustaining
the acceptance of the business transformation program. A compre-
hensive framework on training is covered later in this chapter.

7. Coaching: The coaching strategy is designed to take care of the one-on-
one coaching needs of the impacted stakeholders. A coaching plan to
implement the coaching strategy is created. The program management
team coordinates and oversees the execution of the coaching plan.

8. Transition management: For the effective transition of the business
transformation program’s output and sustainment of the program
outcomes, a transition management strategy is formulated. The tran-
sition management layer within the organizational change manage-
ment framework focuses on the “people” base or dimension. The
“transition to operations and close program” process of the program
management life cycle is designed to cover all the bases to ensure a
smooth transition. The transition management plan is created and
implemented to smoothly transition the program to the operational
functions within (and outside, if applicable) the enterprise from a
people perspective.

Drivers

The transformed business will position employees to ultimately deliver higher
value in rapid time frames to its customers. The attainment of future state
upon completion of the transformation program will help in improving the
overall productivity of the organization. For enterprise level business trans-
formation initiatives, it is imperative for the organizational and individual
goals to be in alignment to achieve sustainable change. People tend to resist
change, regardless of the nature and the reason for the change. Resistance
might be linked to personal factors, fear of the unknown, organizational
issues, perceived loss of job security, and lack of communication and training,

Organization change management is a process to get the organization
and individual personnel ready for handling the business change. It facili-
tates getting the commitment and buy-in at all levels to the changes driven
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by the transformation program. Application of the OCM techniques can
change the mindset of certain personnel, track the progress of all changes,
solicit feedback, and trigger timely corrective actions. OCM calls for
engaging employees, customers, and business partners through the course
of the business transformation journey. Stakeholders become part of the
future state solution and embrace the behavioral changes needed for real-
ization and sustainment of the planned business outcomes, benefits, and
results. In the PMI sponsored white paper titled “Organizational Capacity
for Change,” Harrington and Voehl (2014) emphasize that an organiza-
tion can ensure program success by building its capacity for change, while
ignorance of talent management, standardized project management, and
strategic alignment can constrain an organization’s change capacity.

ORGANIZATION CHANGE READINESS

Given the dynamic business climate and numerous external forces, orga-
nizations have to always be on the lookout for the strategic changes they
need to make to have a thriving business. The general change readiness
ability of the enterprise, business unit, or function can be known to a cer-
tain extent by looking at historical data on how the enterprise has adapted
in the past. In the context of an in-flight business transformation program,
one method of getting a pulse of the change readiness capability is through
the development and administration of tailored change readiness survey
instruments to the stakeholders in the impacted areas.

Analysis of the findings of such surveys will identify key organiza-
tional and individual level enablers and barriers to change. The risks to
the success of the transformation program can be identified, and mitigat-
ing strategies can be developed. Once the current state of organization
change readiness for the business transformation program is understood,
the change readiness model (Figure 7.3) can be utilized to close out the
gaps. Change readiness modeling plays a crucial role in creating a culture
of acceptance, improving the overall readiness, and setting the stage for
the program to realize and sustain the defined business outcomes. Change
readiness modeling entails:

« Formulating the change readiness strategy
« Creating the change readiness plan
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FIGURE 7.3
Organization change readiness model.

 Executing the change readiness plan

o Testing change readiness by working through the most likely future
state business scenarios

« Modifying change readiness by incorporating feedback from testing

TRANSFORMATION PROGRAM PLANNING TECHNIQUE

Overview

Transformation program planning is a set of techniques for finalizing the
program approach and detailing the work to be performed to complete a
program. Program architecture provided the high level approach for the
business transformation program, and program planning takes that further
in building out the detailed approach in the program plan. In addition to
program architecture, the other major inputs to program planning are
program strategy, program road map, and program charter. The program
plan should map out the work pertaining to the dimensions of strategy,
people, process, technology, structure, and measurement.

As an illustration, if a business transformation program entails radically
redesigning major business processes and automating these processes,
the activities detailed in the program plan need to reflect the same. The
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transformation program plan captures work and deliverables associated
with the program management life cycle phases. Finally, the program plan
reflects the key program management processes, and examples of these
processes include governance management, integration management,
scope management, time management, financial management, risk man-
agement, and business outcome management.

Objective

The primary goal is to develop an end-to-end program plan with the
inputs of project managers and subject matter experts, secure executive
sponsor sign-off on the program plan, and baseline the program plan. The
program plan guides the execution of the transformation program and
helps the program team succeed. The level of detail in the program plan
can vary depending on the nature, complexity, size, structure, and dura-
tion. Desired capabilities in the program architecture are typically broken
into functionalities in the program charter, which is often referred to as
the program description document. The business and technical require-
ments from the elicitation processes are usually captured in the business
requirements document deliverable. On technology projects, the func-
tional system design artifact is developed based on the signed off business
requirements document. The program plan needs to clearly specify the
activities, owners, timing, and dependencies for key deliverables.

Approach

Program planning in general, and specifically building an end-to-end
program plan for a business transformation program, is not just a matter
of laying out a set of cookie cutter processes and activities. The transfor-
mation program planning process comprises the following steps:

+ Understand the problem

+ Understand the scope

o Create the program plan

« Finalize the program plan

+ Baseline the program plan

« Communicate the signed-oft program plan
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Step 1. Understand the Problem

A thorough and accurate understanding of the problem statement is nec-
essary to develop a transformation program plan. The problem can be
validated by performing the following:

o Evaluate performance needs: A business transformation program
is usually necessary because a performance gap has been identified
where the current level of performance falls short of what is neces-
sary or desired. The enterprise must change itself in some way to
raise its level of performance. This gap may be shaped by the enter-
prise’s external environment. The performance need should focus
on a set of desired business outcomes. These can take the form of a
target that may be broad or narrow. An example of a broad business
outcome target is to continue to be the leading provider of customer
service within the industry. An example of a narrow business out-
come target is to improve performance to justify keeping the order
fulfillment process in house.

o Understand initial constraints: Another set of factors to consider are
initial limitations or constraints. Factors such as the projected cost of
a transformation program, the urgent need for results, or impending
regulatory or structural changes to an industry may have a dramatic
impact on the constitution and ultimate success of a transformation
program. Identifying and addressing constraints at the beginning of
the transformation program planning process can save time, frus-
tration, false starts, and wasted work. If the program has insufficient
funding, little or no sponsorship, or many powerful enemies, it may
not be possible for it to succeed. One should address these issues as
objectively as possible, because a failed business transformation pro-
gram will waste precious time, money, and resources. It can also give
transformational change efforts a bad name within the enterprise
and make it even more difficult for business transformation projects
to succeed in the future.

Step 2. Understand the Scope

Business transformation programs can be as broad and far reaching as
completely redefining the kind of business the enterprise is in, or it can
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focus narrowly on a particular business process. The scope identifies the
breadth and depth of business change the program is expected to accom-
plish. The different kinds of transformation programs are explained
as follows:

o Enterprise transformation program: This program involves the inno-
vation of the entire enterprise, including its mission and values. Such
a strategic program will completely transform the entire enterprise,
sometimes moving it into a different industry altogether.

e Business unit transformation program: This program entails the rein-
vention of a designated business unit (or line of business or business
division) within the enterprise. Such a program is typically begun in
response to a dramatically weakening performance of the business
unit, and there is a general recognition and agreement that only the
most radical redesign of the unit will save it.

* Business function transformation program: This program type has a
more narrow focus, with the strategic objective being radical rede-
sign of a business area or function, effectively starting with a blank
piece of paper. Such programs are the most common kind and result
from examining a business process contained within a functional
area of an enterprise, or it can entail the innovation of a cross func-
tional process, e.g., order to delivery, customer service, product
development, brand management, claims processing. While such
programs can be disruptive, typically the overall enterprise is not
affected. Program risk exists, but because it is limited in scope, risk
can be limited.

 One dimensional transformation program: Such a program brings
about changes that can be implemented fairly quickly and inex-
pensively, with relatively little effect on the rest of the enterprise.
For example, a business process improvement program might be
designed to transform significant business processes. Another
example of a single dimensional program is an organization change
management program launched to train a vast end-user population
on a new enterprise system that is being implemented. Though such
one dimensional programs give good results with relatively low cost,
it is often a Band Aid patch to a larger problem. Unfortunately, such a
one dimensional program is often insufficient to gain a lasting com-
petitive advantage.
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Step 3. Create the Program Plan

As mentioned previously, at a high level, the transformation program plan
brings together the six program management dimensions, program man-
agement life cycle phases, and program management processes. Based on
the nature and complexity of the program, the work associated with the
six dimensions could be structured as projects with stand-alone project
plans, but they all need to be tied into the end-to-end integrated program
plan. Outlining in detail the work that needs to be done is a difficult and
time consuming task, but it is important in understanding the charter
and scope of the program. Every transformation program has to deal
with major cross functional issues, risks, changes, resource limitations,
and constraints. A good program plan has several components, with the
key ones being tasks, schedule, resources, deliverables, dependencies,
and milestones.

o Key inputs and project plan roll-ups: The following completed and
signed-off deliverables are the key inputs to the program plan devel-
opment exercise: program architecture, program strategy, program
road map, and program charter or program description document.
Though plan development is an iterative exercise, the final program
plan is based on the baselined program charter. A business trans-
formation program is typically structured to have multiple projects
beneath, and at times there could be projects and programs beneath.
Figure 5.2 shared an example of the typical program organizational
structure, and Figure 4.1 highlighted the sponsorship structure for
such a program. Some of the sections of the integrated program plan
constitute higher level roll-ups of the project plans that will be driv-
ing the projects comprising the transformation program. The project
plans should have been finalized, signed off, and baselined prior to
them getting rolled up for inclusion in the program plan.

 Program management processes: The program manager and program
management team owns the fourteen program management pro-
cesses highlighted in Figure 7.4. The eight processes constituting
the program management life cycle are the highest level processes,
and these are the verticals. The fourteen horizontal processes run-
ning through the four phase program management life cycle can
be envisioned as the next level processes. The horizontally depicted
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FIGURE 7.4
Program management: realizes vision by implementing strategy.

processes are decomposed into the next level processes, which can
be referenced as subprocesses or activities from a terminology stand-
point. The synthesis of these horizontally and vertically mapped
program management processes provides a comprehensive frame-
work for strategic execution of the business transformation program
and implementation of the program strategy. As these processes are
discussed throughout this book, they are simply listed here without
additional elaboration:

« Stakeholder management

« Governance management

» Integration management

+ Scope management

o Time management

 Financial management

o Quality management

+ Resource management

« Risk management

o Procurement and vendor management

o Communication management

« Training management
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» Business outcome management
« Sponsorship management

Step 4. Finalize the Program Plan

While the approach for creating the transformation program plan has
been presented in a fairly linear manner, the actual process is highly itera-
tive. If, after creating the program critical path and building a program
schedule, one finds that the program will take too long, one has several
choices. Some of the deliverables cannot be created, the level of detail or
quality must be lowered, additional resources must be deployed, or the
scope revisited. Also, the overall program plan should be reviewed to see
if there is any slack in the schedule that can be removed. The answer is not
to just throw more resources at the program. The transformation program
plan has to be socialized with subject matter experts and key stakeholders.
The final program plan on which buy-in has been secured is reviewed with
the sponsorship team, and approval is secured.

Step 5. Baseline the Program Plan

The approved program plan is baselined. After baselining, any changes
to the program plan will have to go through the standard change con-
trol process established for the program. Identical governance applies for
the baselined project plans. If there are changes to the baselined project
plan—and if those changes impact the baselined program plan—then the
program management team has to update the program plan. A standard-
ized process for such iterations between the program management and
project management teams working on the program needs to be in place.
Controls around the maintenance of the program and project plans also
need to be implemented.

Step 6. Communicate the Signed Off Program Plan

The baselined program plan is published and shared with the business
transformation program’s team and other pertinent stakeholders. Also,
the processes for program plan iterations and updates to the program
plan are relayed to the right audience. The communication process should
have the ability to publish updated program plans right away to those who
need it.
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FIGURE 7.5
Program benefits realization planner.

I
BENEFITS REALIZATION PLANNING

The business outcome management process drives the development,
execution, and monitoring of the benefits realization plan. The benefits
realization plan is developed as part of the transformation program plan
creation and finalization process. The benefits realization plan is a criti-
cal deliverable, as it ensures there is stakeholder alignment on the busi-
ness benefits the business transformation program is expected to realize.
It also indicates the time frame for realization of the expected benefits.
The benefits realization plan needs to be maintained as the program pro-
gresses through the life cycle. The program manager ensures the existence
of ownership, process, governance, and communications on the updates
to the program’s benefits realization planner. Figure 7.5 is a self explana-
tory sample of a planner many organizations have successfully used on
business transformation program.

Case Study: Business Transformation
Program to Launch a New Product

CONTEXT

A large and highly reputed U.S. national health care enterprise with an
integrated health care delivery model wanted to catch up with compet-
itors who had a more diversified health plan product portfolio. With
continuing major overhaul of the U.S. health care system, the senior
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management at this health care enterprise saw the tremendous oppor-
tunities that existed in the marketplace for it to exploit the integrated
business model, which is a strategic differentiator.

BusINESs PROBLEM OR OPPORTUNITY

The gap in the health plan product portfolio in relation to the com-
petition was resulting in this well established enterprise losing out
on some strategic opportunities. To close this gap, the organization
launched an enterprise level transformation initiative to design, pilot,
and roll-out a new product nationally. The complexity of integrating
the new product offering within the existing operating infrastructure
was high. The health care enterprise started experiencing a slippage
in the new product roll-out timeline, as this transformational change
necessitated readiness in multiple functional areas in multiple geo-
graphic regions. The enterprise was challenged with stand alone silo
based work happening in various areas and the lack of a coordinated
product launch effort.

SOLUTION

The program team dedicated to this transformation program vali-
dated that the conceived product was in line with the market needs
and had a nationwide appeal and demand. The program management
team structure had a national and regional layer. The program man-
ager with the national responsibility engaged with the regional teams
to mastermind the program architecture, which provided the platform
to drive alignment and integration between the national and regional
work. A program road map was developed sequencing the work to be
completed by the products, process, systems, organization readiness,
and benefits realization measurement teams. The national program
management team prepared an integrated, end-to-end transformation
program plan that captured the program critical path and the work
to be completed to enable a successful launch of the new health plan
product. A 90-day turnaround plan as well as a benefits realization
plan was also put in place in devising the program plan.

BusINESs OUTCOMES AND BENEFITS

The enterprise realized the envisioned future state of the new product
being available on a national basis per the original timeline. The new
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product launched successfully as a trained workforce to sell, enroll,
and administer the product was established prior to the official launch.
The team bid on and clinched the opportunity with a Fortune 50 bank
to offer the health plan to the employees of that bank. The investment
made by the premier health care enterprise in planning and creating
an integrated approach to take a new product to market yielded a very
good return.

SUMMARY

Based on the key transformation program planning concepts and covered
processes, one can see that program planning requires significant effort
and acumen. The five step program architecture process establishes the
bridge between business strategy and implementation of that strategy. The
program vision aligns the program to the strategic direction of the enter-
prise. The output of the program architecture is the key input to the ten
program management life cycle. The program strategy and program road
map drive the transformation program plan to ensure continued align-
ment. The bottom up approach of build out of the project plans and higher
level aggregation of those detailed project plans into the program plan
facilitates the buy-in by the core program team, which has the responsibil-
ity throughout the program management life cycle.

The first two phases of program management life cycle are essentially
planning phases and the culmination of those results in fruition of a
cohesive, integrated program plan. The transformation program planning
technique assists in the development of a comprehensive program plan,
which has numerous component plans including the business outcome
realization plan. Fusion of the organization change management (OCM)
plan into the overall program plan lays the platform for garnering engage-
ment and commitment of the stakeholders to the program agenda. The
lack of integration and alignment of OCM work with the rest of the work
driven by the program management life cycle is a recipe for failure of the
business transformation program. An end-to-end holistic and integrated
approach will result in attainment of the future state, accomplishment of
the strategic objectives and sustainment of the defined business outcomes.
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Drive Strong Partnership
and Stakeholder Engagement

Large scale, complex programs to transform an enterprise, business unit,
or business area are most successful when the program management team
proactively collaborates with the program stakeholders through the pro-
gram management life cycle. Trusted relationships have to be cultivated
and close partnerships developed as program managers drive the execu-
tion of the transformation program to move the business from its current
state to the envisioned future state. At the end of the day, a key success
metric for the program is the adoption of the attained future state by the
program stakeholders. The program manager leading the business trans-
formation effort facilitates embracement of the future state through effec-
tive ongoing stakeholder engagement.

The discipline of organization change management was introduced in
Chapter 7. Stakeholder engagement is one of the eight sub-areas encom-
passing change management. A strategy, road map, plan, and process for
stakeholder engagement—coupled with the flexibility needed to engage
with internal and external stakeholders at multiple organizational levels
and varying personalities—is necessary. As a typical transformation pro-
gram is driving significant business change and impacting many stake-
holders, the management of individual level and organizational level
expectations of stakeholders through effective ongoing engagement with
them is a science as well as an art.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

o Stakeholder expectation management technique: Overview, objec-
tive, and approach
« Stakeholder assessment

137
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o Stakeholder engagement strategy

« Stakeholder engagement: Planning, executing, and monitoring

o Stakeholder engagement through communications vehicle

o Stakeholder engagement through training vehicle

« Stakeholder engagement through coaching vehicle

« Business outcome delivery enabler

« Case study: Transformation of policy servicing at enterprise level

STAKEHOLDER EXPECTATION
MANAGEMENT TECHNIQUE

Overview

The process of developing trusted relationships and partnerships with
stakeholders comprises a series of effort intensive steps. In order to succeed
in effectively managing stakeholder expectations from the start to finish
of a transformation program, the expectations need to be well understood
by the program management team, and those have to be validated on
an ongoing basis. A blueprint for identifying and managing stakeholder
expectations is diagrammed in Figure 8.1. The stakeholder expectation
management blueprint has the following four elements:

« Change readiness model
« Communication model
« Training model

« Coaching model

The change readiness model was covered in Chapter 7. The communica-
tion, training, and coaching models are covered later in this chapter. The
stakeholder expectations on a complex business transformation program
can be effectively managed by these four elements iterating through the
following stages:

o Strategy

« Planning
» Executing
o Monitoring
« Improving
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Stakeholder expectation management model.

Obijective

The ultimate goal of the stakeholder expectation management process is to
make the stakeholders “own” the transformation program, which would
drive their behavior to embrace and adopt the future state created upon
completion of the program. The expectations of stakeholders need to be
closely managed through the program management life cycle to align with
what the program will deliver. Targeted objectives are:

» Develop a stakeholder engagement strategy and implement stake-
holder engagement strategy

+ Create and implement an organization readiness strategy

o Architect and execute communication strategy

« Build out a training strategy and implement training strategy

« Formulate and roll-out a coaching strategy

Approach
Stakeholder expectation management involves the following:

« Stakeholder assessment
« Stakeholder engagement strategy
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« Stakeholder engagement planning, execution, and monitoring
« Stakeholder engagement through communications vehicle

« Stakeholder engagement through training vehicle

« Stakeholder engagement through coaching vehicle

« Stakeholder engagement through communications vehicle

« Stakeholder engagement through training vehicle

« Stakeholder engagement through coaching vehicle

STAKEHOLDER ASSESSMENT

Stakeholders are individuals and groups, both internal and external, that
impact or get impacted by the business transformation program and have
a stake in the success and behavior of the program. Stakeholders include
(among others) program team members, customers, employees, suppliers,
regulators, investors, the community, and business partners. The trans-
formation program charter deliverable generated by the “define program
charter” process of the program management life cycle is a good starting
point for identifying the stakeholders. As the program management team
furthers the program management life cycle, additional stakeholders can
be identified. An analysis of stakeholders is done to qualify and quan-
tify the impact and the level of influence they can have over the business
change the transformation program is originating (Figure 8.2).

Stakeholder Identification and Analysis

Identify Stakeholders Analyze Stakeholders

Nature of Level of Understanding Level of Level of Level of
Impact Impact of Impact Readiness Support Influence

Role

FIGURE 8.2
Stakeholder assessment.



Drive Strong Partnership and Stakeholder Engagement « 141

STAKEHOLDER ENGAGEMENT STRATEGY

The stakeholder assessment output and additional insight obtained in going
through the stakeholder assessment exercise enables the development of an
effective strategy to engage with the transformation program stakehold-
ers. Given that one could have a large number of stakeholders of differ-
ent types, the premise for effective engagement is to categorize them into
logical groupings and have a tailored plan for engaging with stakeholders
in each grouping. The stakeholder categorization is accomplished by map-
ping two dimensions, which results in the grid depicted in Figure 8.3.

In Figure 8.3, the horizontal axis of the stakeholder map is the “level of
impact” on the stakeholder by the program, and the vertical axis is the
“level of influence” the stakeholder can have on the program outcomes.
The four quadrants denote the four logical groupings, and each grouping
will have its tailored engagement strategy and supporting plan to facilitate
an overall optimal engagement of all the program stakeholders. The stake-
holder engagement strategies are:

o Make acquaintance
« Form alliance

o Cultivate relationship
o Build trust

1

1

i

I

Make (- Form '
Acquaintance Alliance !
1

1

1

I

I

FIGURE 8.3
Stakeholder engagement strategy.
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STAKEHOLDER ENGAGEMENT: PLANNING,
EXECUTING, AND MONITORING

The program management team utilizes the outputs of stakeholder assess-
ment and stakeholder engagement strategy to devise the game plan to
effectively engage with the stakeholders through the business transforma-
tion program. Stakeholder engagement objectives and desired engagement
outcomes for each engagement strategy are determined. The stakeholder
engagement plan has to be comprehensive to ensure that no stakeholders
have been missed. It not only has to map out the key details (i.e., objective,
outcome timing) for each engagement, but also the engagement vehicle
and logistic preferences to facilitate optimal engagement.

Socializing the engagement plan with the stakeholders and securing
their buy-in positions the program team to successfully execute the plan.
As the stakeholder engagements happen in line with the plan, the real-
ized engagement outcomes should be noted and compared to the original
planned outcomes. From a continuous improvement perspective, such
monitoring and tracking of execution of the engagement plan assists with
refining the stakeholder engagement plan. Figure 8.4 highlights a sample
template for stakeholder engagement planning, execution, and monitoring.

- Planning, Executing, and Monitoring

Plan Stakeholder Engagement Execute and Monitor Stakeholder Engagement

Realized vs

Stakeholder Stakeholder Engagement Engagement Desired Engagement Engagement Alternate

S i Desired
Name Role Objective Strategy ~ Outcome Timing Outcome Outcome Approach

FIGURE 8.4
Stakeholder engagement.
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STAKEHOLDER ENGAGEMENT THROUGH
COMMUNICATIONS VEHICLE

Stakeholder expectations can be effectively managed through timely, pro-
active stakeholder engagement. The stakeholder engagement plan formal-
izes the approach to managing stakeholder expectations and places a rigor
in the engagement process. The actual engagement with the stakeholders
happens through multiple vehicles, with communications being one of the
most important. Examples of stakeholder engagement vehicles are com-
munications, training, readiness assessments, and governance forums.
Figure 8.5 spotlights the communications processes of:

« Devising the communications strategy

 Creating the communications plan

« Executing the communications plan

« Monitoring the communications plan

 Conducting periodic surveys to get feedback on communication
 Refining communications strategy, plan, and execution based on

feedback

Communications Communications
Execution and Improvement
Monitoring Recommendations /

/

S

Planning

FIGURE 8.5
Stakeholder engagement: communication life cycle.
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The communication life cycle is the end-to-end communications frame-
work supporting the business transformation program. It describes how
and when the transformation program vision, objectives, implementation
status, and rationale for critical decisions will be communicated through-
out the organization. Using information assimilated within the com-
munications plan, targeted messages will be delivered on a regular basis
through effective communication channels. The communications life
cycle ensures that key stakeholders will be engaged for maximum leverage
and favorable impact of the transformation program.

A communications vehicle increases the awareness of the transforma-
tion program, secures buy—in and involvement, minimizes the resistance to
change, and ultimately positions the organization for successful roll-out of
the business transformation. PMI’s Pulse of the Profession In-Depth Report:
The Essential Role of Communications (2013) analyzed the data collected
from 742 project management practitioners to conclude that more effec-
tive communications leads to improved project and program management,
more successful projects, high performance, and fewer dollars at risk.

STAKEHOLDER ENGAGEMENT
THROUGH TRAINING VEHICLE

The training life cycle is the end-to-end training management framework
supporting the business transformation program. Stakeholder engage-
ment though the training vehicle educates stakeholders about the business
transformation program, explains the changes the program will bring
about, and prepares them to thrive in the post transformed future state.
Training empowers stakeholders, develops their necessary skills, and
facilitates their usage and adoption of the solution (e.g., a new product,
service, process, or system) delivered by the business transformation. The
training life cycle (Figure 8.6) encompasses the following:

+ Develop the training strategy

+ Build out the training plan

 Implement and monitor the training plan

 Perform periodic surveys to proactively solicit feedback on training
« Adjust training strategy, plan, and execution based on feedback
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Training Training Traini
.. rainin,
Training Execution Satisfaction Improve mge nt
Planning and | Survey Recommendations

Monitoring and Analysis

FIGURE 8.6
Stakeholder engagement: training life cycle.

STAKEHOLDER ENGAGEMENT
THROUGH COACHING VEHICLE

The two earlier vehicles of communication and training for effectively
engaging with and managing stakeholder expectations can be applied
quickly towards a large set of program stakeholders. The coaching vehicle
is typically applied for effectively engaging with eleven select stakeholders
of the program on a one-on-one basis. As a result, the coaching vehicle is
a good complement to the communications and training vehicles. Often,
coaching is leveraged to manage the expectations that executive level
stakeholders have of the business transformation program. Coaching can
address the unique needs of such stakeholders with a high level of influ-
ence and/or high level of impact on the program. In addition, executive
level stakeholders have limited time, high decision making authority, and
their behaviors and actions are observed by many other program stake-
holders. A comprehensive coaching program can be designed and imple-
mented to garner the sponsorship, partnership, and support of such high
influential key stakeholders.

The strategy and plan for stakeholder expectation management through
the coaching vehicle can be tailored to address the specific needs of the
targeted individual. The stakeholder audience for engagement though
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coaching need not be just senior level executives. The grid in Figure 8.3
highlighted the four groupings of stakeholders. A tailored coaching pro-
gram can be architected and deployed for select individuals in each of
these groupings. The development, implementation, and refinement of a
coaching program entail the following:

« Formulating the coaching strategy
+ Developing the coaching plan

« Executing the coaching plan

+ Assessing the coaching plan
 Improving the coaching plan

BUSINESS OUTCOME DELIVERY ENABLER

Some of the deliverables from management of a transformation program
can play a significant role in facilitating the achievement of defined busi-
ness objectives. As the program manager(s) work closely with the core
program team in defining and finalizing the deliverables stack for the pro-
gram, the due diligence exercise around the “value” of each deliverable is
an invaluable one. The nonperformance of such an exercise can result in a
nonoptimal utilization of the program resources. The program team has
to be focused on producing deliverables that the customers of the program
perceive as a value addition. Also, the basis for value determination is how
that deliverable dovetails with the business outcomes the stakeholders are
expecting from the transformation program.

In assessing which deliverables carry the highest value in the eyes of the
stakeholders, the following factors come into play:

o Targeted audience for the deliverables

« Process followed in developing the deliverables

o Stakeholder expectations of that deliverable

« Content as well as the level of granularity in the deliverable

o Deliverable timing

» How some of the deliverables relate to each other

« How well the deliverables have been socialized with the key
stakeholders
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Sample Deliverable How Deliverable Facilitates Outcome Delivery

« Clear understanding of vision by business and technology stakeholders
Program Strategy « Operational and technology driven strategy that provides an integrated
view across business and technology

l

High Level « Identifies opportunities for streamlining processes
Business Process « Builds a consensus view across business and technology of the future
Models state business processes

;

High Level
Technology
Architectures

« Establishes clear direction of the future state for IT to move toward
« Aligns application, data, and information architectures to business drivers

High Level « Brings out the business justification for large implementation projects
Business Case « Provides information needed to request funding for projects

b

Program

« Actionable implementation plan that is prioritized from a business angle
Road Map

« Identification of quick wins

¢

FIGURE 8.7
Program deliverables should enable outcome delivery.

Figure 8.7 illustrates how to describe to the stakeholders that the pro-
gram management deliverables enable business outcome delivery.

Case Study: Transformation of Policy
Servicing Function at Enterprise Level

CONTEXT

One of the top three providers of mortgage insurance and credit
enhancement products to the global market was struggling with a
highly ineflicient, error prone, and cost intensive policy servicing plat-
form. This highly successful public company had not made enough
investments over the years in upgrading the technology backbone that
supported the policy servicing function, and the severity of pain points
continued to mount as the company’s product portfolio expanded.

BusiNEss PROBLEM OR OPPORTUNITY

The mortgage insurance company had an obsolete, nonintegrated
technology environment that was not only inefficient, but also a major



148 « Transforming Business with Program Management

bottleneck to accomplishing the company’s business goal of worldwide
expansion. The company’s policy servicing processes were not stan-
dardized across the product lines that served the domestic and inter-
national markets. The lack of standardized processes coupled with
some manual processes was becoming a significant operational drain.
As the end users in the company’s policy servicing organization and
information systems function were experienced and comfortable with
the current state, there was organizational resistance to overhauling
the servicing business processes and systems.

SOLUTION

The company assembled a small team of technology experts and
functional subject matter experts to evaluate the current state. The
technical team designed the new technical architecture that accom-
modated the desired technical capabilities. The business team devised
the business case for transforming the policy servicing function by
using the program value justification technique covered in Chapter 4.
The program team leveraged these “quick wins” and secured spon-
sorship from a steering committee comprising functional heads. The
development and effective communication of a “change campaign” to
impacted stakeholders and usage of other organization change man-
agement (OCM) tools enabled the program to gain visibility, support,
and momentum.

The policy servicing transformation program team designed a stake-
holder engagement strategy and plan. A blueprint of the future state
of policy servicing, a high-level program road map, and a detailed
transformation program plan to attain the future state were created
in engagement with key stakeholders. The embedded OCM plan in
the transformation program plan captured the eight OCM sub-areas
showcased in Chapter 7. As the program execution progressed, the pro-
gram team leveraged the stakeholder expectation management model
to gain acceptance for the business process and technological changes
underpinning the future state of the mortgage insurance company’s
policy servicing function.

BENEFITS OR BUSINESS OUTCOMES

The desired future state of the policy servicing was realized in eighteen
months, and the stakeholders embraced the implemented solution.
The end users enjoyed the higher automation, and the technical team
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had better system support tools. Most of the historical constraints the
products group encountered in developing mortgage insurance prod-
ucts for the United States and international markets were eliminated.
The mortgage insurance company could now compete more effectively
in the faster growing international market. The concerted effort of the
program management team in driving partnership amongst the com-
pany’s different subgroups and engaging effectively with stakeholders
throughout the program management life cycle resulted in the suc-
cessful transformation of the policy servicing function.

SUMMARY

The hallmark of many successful business transformation programs is the
active engagement and involvement of stakeholders throughout the trans-
formation life cycle. Early on, the program team has to perform a compre-
hensive and diligent stakeholder identification and assessment exercise.
A tailored stakeholder engagement strategy and stakeholder engagement
plan has to be architected. The diligent implementation of the stakeholder
engagement plan will aid the transformation program team in getting
stakeholder participation and developing trusted partnerships.

Communication, change readiness, training, and coaching not only
enable stakeholder expectation management, but they also support the
change process in transitioning from the current state to the future state.
The lack of inadequate participation and buy-in by the key stakeholders
is a major red flag that needs to be overcome at the earliest. The periodic
monitoring of effectiveness of stakeholder engagement is also crucial as it
is not uncommon for the stakeholder landscape to be changing. For the
transformation program to successfully deliver and sustain the change,
stakeholder engagement at all levels is necessary with the executive spon-
sor supporting and championing and supporting the change.
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Provide Leadership Across All Levels

The nature and level of leadership on a program designed and launched
to transform the entire business or significant parts of the business are
primary determinants of the program being successful by achieving the
intended business goals. Given organizational matrices, work complexi-
ties, and corporate politics, the program management team personnel rely
heavily on their leadership traits to deftly guide issues and manage risks
through multiple organizational levels and across functions. Leaders can
model the behavioral changes needed to embrace the changes the pro-
gram is driving.

Leaders should effectively articulate the benefits of the transformation
program to stakeholders and get them on board. By their very nature, trans-
formation programs are complex and aim to make significant changes to
the business. Without a multidimensional, multilevel leadership and cross
functional leadership, the program will inevitably be a total failure or will
not accomplish all the strategic business objectives. Program management
plus program leadership are critical success factors for facilitating work
integration, stakeholder engagement, objective alignment, organizational
change readiness, and benefits realization.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

 Multilevel program leadership model

+ Multidimensional program leadership model

 Program leadership and risk mitigation

« Transformation program leadership: Planning and delivery stages
+ Leadership of program management processes

» Program leadership versus program management

« Balancing program leadership and program management

151
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 Program leadership through office of business transformation

« Drivers for the office of business transformation

« Significance of leadership in program communications

+ Benefits realization leadership

o Case study: Business transformation initiative on privacy and
compliance

The lack of leadership structure on a transformation program or one with
voids in program leadership skills jeopardizes the mission of that program.
For a complex program to be successful in realizing the program vision,
achieving business objectives, and delivering the targeted business out-
comes, the need for proactive leadership through the course of the program
is critical. As the program team will confront cross divisional and cross
functional barriers and challenges, the program management team has to
determine the leadership needs and put in place multiple leaders in the early
stages of the transformation program. Program leadership is needed at mul-
tiple levels, in numerous areas, of different styles, and in varying levels of
involvement to successfully chart the course from current to future state,
which results in major business change. Leadership in stakeholder engage-
ment and securing stakeholder buy-in will ensure that the expected pro-
gram outcomes are realized at each phase of the transformation program.

MULTILEVEL PROGRAM LEADERSHIP MODEL

The program organization model lends the structure and governance
needed for a business transformation program to transition an organiza-
tion from its current to its desired future state. Figure 5.2 in Chapter 5 is an
example of a program management model. The designed model needs to
be socialized and communicated to get the buy-in of stakeholders and raise
awareness of the decision making process. The pictorial program organiza-
tion model depicts the reporting hierarchy and forms the basis for program
governance. As it is critical for all program stakeholders to have clarity in
roles and responsibilities, these have to be defined, agreed upon, and com-
municated. For an example of same, please refer to Figure 4.2 in Chapter
4. Multilevel leadership stresses the importance of leadership at each tier of
the program organization structure. In other words, leadership on complex
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C-Level Leadership - ------- m ———————— Executive Sponsor
(Leading enterprise)

Senior Executive Leadership = - - -
(Leading cross functionally)

Functional Leadership ==-=----- mm ——————— Functional Sponsors

(Leading functions)

——————— Steering Committee

Program Leadership —---------§R f—-—-—-— === Program Manager(s)
(Leading project managers)

Project Leadership --=-=====- m ——————— Project Managers

(Leading team leads)

Team Leadership ----------- W ““““ Team Leads
(Leading team members)
Individual Leadership ------~--HBEfifpf~—-—-—- == - - Team Members
(Leading self) ne>

FIGURE 9.1

Multilevel leadership needed for success of transformation program.

programs can’t reside only at the highest levels of the program organization.
In Chapter 5, the implemented governance and sponsorship models on a
large scale business transformation initiative were illustrated. Let’s look at
the leadership model for the same program (Figure 9.1). This model spells
out the multilevel leadership on that successful transformation program.
The scope, business context, and level of influence of leadership at each
program organization level are different. For example, the program steer-
ing committee is responsible to provide leadership over the many functions
involved in the business transformation and has the authority to do so.
The program managers, on the other hand, are the leadership linchpins
in advising, directing, guiding, and supporting the project managers who
are leading specific projects with the help of the team leads. The leadership
responsibility and accountability at each level is defined, and these align to
the authority level for that tier. The design, socialization, and deployment
of a multilevel program leadership model will ensure that the leadership
needs of the program are fully met for the program management life cycle.
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MULTIDIMENSIONAL PROGRAM LEADERSHIP MODEL

Program management of a transformation initiative requires leader-
ship over the six dimensions of the program—strategy, people, process,
technology, structure, and measurement. The program charter, scope,
approach, and company structure will govern how the integrated program
plan is structured to address all of these six dimensions. The multidimen-
sional aspect of the leadership model can be understood by referencing
Figure 4.1 from Chapter 4 on sponsorship. In that example, the dimen-
sions of process, technology, structure, and people are reflected in the
program delivery tracks, which run across the functions (sales, manufac-
turing, etc.) in play. In the scenario depicted in Figure 4.1, from a program
leadership perspective, leadership is needed over the numerous program
delivery tracks as well as functions.

The business change definition and impact analysis work of the pro-
gram team coupled with the stakeholder analysis provides the key inputs
to develop the program leadership model. The model has to line up lead-
ers for each impacted stakeholder group, and it is best to target individu-
als who have the knowledge, influence, commitment, and authority over
that group. All the leaders have to direct, support, embrace, manage, and
champion the transformation program for it to fire on all cylinders during
the course of the transformation journey. The development and imple-
mentation of a multidimensional program leadership model is essential
for the transformation program to transition the organization from the
current to the desired future state.

PROGRAM LEADERSHIP AND RISK MITIGATION

Dynamic leadership not only enables the realization of desired business
outcomes, but it does so without the organization having to undertake
huge risks. The organization’s capability to deliver the highest outcomes
with minimal risks is similar to a financial investment professional striv-
ing to deliver the highest returns without betting the farm. Strong leader-
ship identifies and mitigates the key organizational risks that can prevent
the attainment and sustainment of the targeted benefits and outcomes.
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Program leadership plays a crucial role in managing major program risks,
some of which are listed here:

o Lack of prioritization of programs results in too many programs at
the same time.

o There is opposition to standardization and a heavy push for tailored
processes and systems.

 The platform for transformational change is not anchored against
benefits.

« The engagement level of key stakeholders is low.

+ Decision making process is slow and/or there is confusion around
decision making processes.

« There are more barriers and fewer enablers to the change needed to
transform the business.

o There are gaps in organizational capability.

o Simultaneous implementation of major programs leads to
resource bottlenecks.

TRANSFORMATION PROGRAM LEADERSHIP
Planning Stage

Top class, consistent leadership on the program is needed for the full
life cycle of beginning to end of business transformation. The leader-
ship capability needs and leadership approach vary based on the stage of
the program. The focus of leadership during planning is in standing up the
program and designing the foundation on which program execution will
happen. At the planning stage, the leadership emphasis and direction is
on finalization of program architecture, formulation of program strategy,
understanding the organizational impact of transformation, and develop-
ment of the program plan.

During planning, the early work of the core program team is focused
on program architecture. As a recap, program architecture builds the
bridge between business strategy and strategy implementation. It frames
up which of the pool of strategic business objectives is targeted by the
transformation program in formation. Chapter 7 expounded on the five
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processes in program architecture: articulate program vision, assess cur-
rent state, develop future state, create business case, and design program.

The program management life cycle was introduced in Chapter 1, and the
eights processes within the life cycle are touched upon in multiple chapters.
The first four processes of the program management life cycle (i.e., formu-
late program strategy, develop program road map, define program charter,
and create program plan) embody the planning stage of the transformation
program, with the program architecture work being the input to the “for-
mulate program strategy” process. In Chapter 3, the work carried out under
“formulate program strategy” process was explained in reviewing the stra-
tegic alignment technique. Chapter 2 described the program charter, and
the program plan was covered in Chapter 7. Program leadership during the
planning stage has to ensure the creation of a shared program strategy, pro-
gram road map, program charter and program plan, and the socialization
and communication of the same. The shared program strategy articulates
at a high level how the program vision will be realized. The charter spells
out the problem being solved, what success looks like, and how success will
be measured.

The program road map is the high-level implementation plan showcasing
the timeline for realization and sustainment of defined outcomes. On busi-
ness transformation programs, there could be stand alone road maps for
people, process, and technology dimensions, with the master road map inte-
grating them to arrive at the high level implementation plan. The program
plan is the more granular integrated implementation plan detailing the
resources, deliverables, timing, milestones, and critical path. As these plan-
ning artifacts will be the basis for and drive the remainder of the program,
which typically has a longer duration and a much higher consumption of
program approved resources, the leadership during the planning stage of
the transformation program is pivotal.

Delivery Stage

The focus of leadership during the delivery stage is on overseeing imple-
mentation of the program plan and promptly removing hurdles that
prevent the organization from getting to the future state. The last four
processes of the program management life cycle (execute program, moni-
tor program delivery, transition to operations and close program, and
sustain outcome delivery) represent the delivery stage. During the deliv-
ery stage, program leadership is key in getting the organization ready to
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embrace and accept the change. Leadership in the delivery stage ensures
that the alignment to program strategy is maintained as program execu-
tion progresses. Similarly, leadership involvement and agreement to any
material deviations to the baselined integrated program plan is critical.
Transformation program leadership facilitates smooth attainment of the
future business state and sustains the desired business outcomes over time.

Leadership is needed not just from a technical business perspective, but
also from a human perspective. As a business transformation program
is designed to transition the business to a new future state, the impacted
stakeholders have to migrate from the old to the new. Resistance to change
is normal human behavior, and the resistance can be overcome to a great
degree through effective leadership. The benefits of change to the orga-
nization and stakeholders can be proactively and periodically communi-
cated by the leaders as part of their championing effort. To increase the
level of acceptance at an organizational and individual level, leadership
support could manifest in other forms, including sponsorship of training,
coaching, recognition arrangements, etc. Regular engagement of leaders
with stakeholders and their involvement in the creation of the future busi-
ness state facilitates a sense of ownership among stakeholders, which is a
key for acceptance of the transformation program agendas.

LEADERSHIP OF PROGRAM MANAGEMENT PROCESSES

Matured and institutionalized program management processes and prac-
tices are mandatory for the planning and delivery stages to make the
transformation a success. In Chapter 7, the fourteen program management
processes were identified. These processes are: stakeholder management,
governance management, integration management, scope management,
time management, financial management, quality management, resource
management, risk management, procurement and vendor management,
communication management, training management, business outcome
management, and sponsorship management.

These fourteen program management processes cut across the program
management life cycle and are instrumental in making the transformation
program move forward in line with stakeholder expectations. Leadership
over the execution of the early activities within each of these fourteen
processes ensures that a sound strategy and approach is in place for each
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of these fourteen processes. A strong, proactive leadership provides the
much-needed foundation for the planning stage that was discussed earlier
to be successful. Similarly, leadership over the execution of the subsequent
activities within each of these fourteen processes positions the delivery
stage to perform in line with stakeholder expectations.

PROGRAM LEADERSHIP VERSUS
PROGRAM MANAGEMENT

Program leadership and program management are distinct. From an
organizational capability perspective, both program leadership and pro-
gram management are needed to realize and sustain the future state and
reap the corresponding rewards and benefits. The leadership and man-
agement competencies complement one another. The program manage-
ment team doesn’t need separate individuals to play these roles, and there
are overlaps. The difference between program leadership and program
management are spelled out in Figure 9.2. Program management and

» Vision translation » Plan creation and management
> Decisions that support vision

> Deliverables/milestones tracking
> Building high performing team » Enforcing process and standards

> Empowering, open culture » Time/cost management

> Commitment reinforcement » Boundary management

» Motivating and morale building > Issues/risk management

> Coaching and mentorship > Managing and reporting status

» Managing politics tactfully » Critical path management

» Relationship cultivation > Stakeholder management

» Expectation management > Resource management

» Handling feelings and emotions » Vendor management

> Directional alignment »> Managing communications

1111

> Change champion > Change control management

FIGURE 9.2
Program leadership and program management are complementary.
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program team personnel have to constantly and simultaneously play the
“two-in-one role” as they move the organization from the current state to
the future state. There will be monumental challenges that will have to be
overcome from a technical (or business) perspective as well as a people (or
culture) perspective. Effective planning and execution of the fourteen pro-
gram management processes by the program manager addresses the tech-
nical side of the business transformation. The program manager has to
wear the program leader hat in planning and executing the unstructured
work that influences the program’s team morale, behaviors, and attitudes.
The integrated transformation program plan has to specify leadership
related activities (e.g., team building, relationship cultivation), but the
implementation of those activities requires the program manager (or pro-
gram leader) to be a role model for the expected behavior. Transformation
program leaders not only communicate the program vision, strategy,
values, and benefits, but they also understand and effectively combat the
organizational resistance to the changes being driven by the program. As
ambiguities, uncertainties, and complexities are to be anticipated on a
business transformation program, both program leadership and program
management are needed at multiple levels to overcome the resistance to
business change at these various levels and build an environment of future
state adoption.

BALANCING PROGRAM LEADERSHIP
AND PROGRAM MANAGEMENT

The program management team doesn’t need separate individuals to play
the roles of program manager and program leader, but program manage-
ment personnel need to strategically balance their efforts in planning and
executing management as well as leadership related activities. The pro-
gram manager must possess the leadership traits to lead a complex, cross
functional business transformation program and must have demonstrated
application of those traits. The lack of program leadership skills is a stra-
tegic risk to the delivery of the program. Figure 9.3 portrays the four pro-
gram execution capability scenarios that typically play out in the field in
the context of a business transformation program.
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Framework for balancing leadership and management competency.

Scenario I: Low capability in program leadership and program man-
agement. This scenario is not acceptable, as the desired skill set
within the program management team is not at the expected level.
The people/resource risk is too high for the program to succeed.

Scenario 2: Low capability in program leadership, but high capability in
program management. The positive aspect here is that the process,
rigor, and discipline in executing and maintaining the transforma-
tion program plan through the program management life cycle is
well covered. The soft skills to manage the people side and leadership
change resiliency are not at the needed level.

Scenario 3: High capability in program leadership and program man-
agement. The probability of a business transformation program suc-
ceeding is highest in Scenario 3. The program management team is
well rounded and possesses the requisite skills to lead the program
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to success amidst the challenges, issues, change resistance, and risks
that will be encountered.

Scenario 4: High capability in program leadership, but low capability in
program management. In this scenario, the big picture thinking, change
resiliency, and people dimension has a solid coverage in the context of
program execution. The hard skills, rigor, and discipline in executing
the transformation program plan are not at the expected level.

PROGRAM LEADERSHIP THROUGH OFFICE
OF BUSINESS TRANSFORMATION

The leadership needed for complex business transformation programs is
optimally provided through centralized centers of excellence, which also
facilitate the use of standardized practices and leverage of best practices.
In large global enterprises, it is not uncommon to find multiple such cen-
ters of excellence, and in smaller enterprises, they tend to be centralized.
The multidimensional program management framework presented in
Chapter 1 (Figure 1.1) is needed to solve strategic business problems and/or
capitalize on business opportunities. The scope, scale, and nature of the
problems being tackled by a transformation program dictate the big pic-
ture approach needed to solve the problem.

Analysis of the current state and determination of the future state typi-
cally has to be done along the three dimensions of people, process, and
technology for most business transformation initiatives, as the program
manager is focused on improving business results by shifting to a new
operating paradigm. In large enterprises, the methods, processes, systems,
tools, expertise, and best practices corresponding to each of these three
dimensions get institutionalized through “management offices,” another
term for centers of excellence. As enterprises may be running multiple
transformation programs concurrently, the expectation is that any indi-
vidual program will adhere to the management office’s guidelines to mini-
mize program risk, avoid reinvention, and execute the program efficiently.

The program management function within an enterprise sets up the
program management office (PMO) for housing and deploying program
management methods, processes, systems, tools, expertise, and best prac-
tices. The domains of work for the PMO (i.e., the things that a typical
PMO does) are outlined in detail in PMI’s Pulse of the Profession: PMO
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Frameworks (2013) research output. Though an enterprise level PMO may
exist, a PMO dedicated to the transformation program will provide pro-
gram management leadership and expertise to the team working on the
program. The transformation program PMO provides the overall execu-
tion leadership through the integration of the three dimensions into the
program management practices. Under the leadership of the transforma-
tion program management team, the office of business transformation
(OBT) is put together under the transformation program PMO to inte-
grate the dimensions of people, process, and technology on the program.
OBT comprises the following:

o Organization change management office: Capability to provide peo-
ple leadership and houses change management methods, processes,
systems, tools, expertise, and best practices. Organization change
management was described in Chapter 7. The three phases are:

« Envision
o Plan
o Execute

 Business process innovation office: Capability to provide process
leadership and houses business process redesign methods, processes,
systems, tools, expertise, and best practices. The high level phases to
get to the innovated business process in the future state are:

« Current process analysis

« Future process blueprinting

« Process gap closure plan

« Implementation of future process

o Technology management office: Capability to provide technology
leadership and houses technology management methods, processes,
systems, tools, expertise, and best practices. On the information sys-
tems side, there are many options these days, including off-the-shelf
solutions that could be cloud, hosted, in-house, or custom solutions,
and the processes to get them deployed vary. The high level phases of
the systems development life cycle are:

o Requirements elicitation

o Solution options analysis and decision
« Solution selection

« System design

o Development

o Testing
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FIGURE 9.4
Office of business transformation.

« Training
o Implementation

Figure 9.4 has a sketch of the office of business transformation.

DRIVERS FOR THE OFFICE
OF BUSINESS TRANSFORMATION

There are numerous advantages to setting up such a dedicated office for a
large scale multiyear program that is designed to transform the business.
Some of the key advantages are listed here:

« Integrated and scalable framework to effectively address the com-
plexity, scope, size, and business impact of the multitude of projects
constituting the program

o Increased cross functional and cross project collaboration among
the core program team personnel and the opportunity to build trust
and strengthen relationships across stakeholders

+ Reduced redundant effort by establishing and operating as an inte-
grated team whose charter is to execute an integrated end-to-end
transformation plan that supports the shared strategy
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« Defined accountability for the timely planning and delivery of the
various interdependent work components needed to achieve the pro-
gram business objectives and business outcomes

o Leveraged learning and roll-out of continuous improvements
across projects/components

+ Improved operational efficiency in planning and executing the work
by capitalizing on standardized approach, repeatable processes, and
reusable tools

« Increased organization preparedness for accepting the future state as
aresult of the structural integration of people, processes, technology,
and program management activities

As the transformation program PMO leads the office of business trans-
formation, the PMO’s leadership traits play a vital role in helping the orga-
nization to implement a transformation program more effectively. In a
PMI commissioned research study on strategic PMOs, Forrester Research
(2013) found that the PMO leaders recognized that they had to be “part
evangelist, part therapist, and part coach” in order to successfully transi-
tion the organization to a more disciplined approach to executing a trans-
formation program.

SIGNIFICANCE OF LEADERSHIP IN
PROGRAM COMMUNICATIONS

In the discussion on stakeholder expectation management in Chapter 8,
the communication life cycle framework was introduced, which is used to
drive transformation program messaging throughout the program man-
agement life cycle. Transparent, relevant, and aligned messaging by all the
leaders on the transformation program positions the program in the right
vein in the minds of stakeholders. One of the primary objectives of pro-
gram level communications is clear, timely, consistent information to the
right stakeholders. Another important program communications objective
is for the right leader to engage with the right stakeholders at the right time
by using the right communication method to build ownership, buy-in, and
program acceptance.

Leadership in planning and implementing a robust communications
machinery that delivers the appropriate communications objectives will
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FIGURE 9.5
Leadership in transformation program communications.

go a long way in getting the support of the majority (if not all) of stake-
holders on the business transformation charter. The higher the business
impacts on stakeholders or the higher the influence of stakeholders on the
program, the greater is the need for stakeholder engagement through tai-
lored program communications. Communications leadership will mini-
mize the speculation around the organization and the individual impacts
of the program and avoid derailment of the transformation program’s
strategic business objectives. Figure 9.5 provides a proven template that
can be used to plan and implement program communications and moni-
tor the attainment of communications outcomes.

I
BENEFITS REALIZATION LEADERSHIP

The importance of leadership around the fourteen program management
processes was touched upon a bit earlier in this chapter. Business outcome
management is one of these fourteen processes that runs end-to-end across
the program management life cycle perspective. The business outcome
management process will define, plan, execute, monitor, and transition
the activities associated with the delivery of program outcomes and real-
ization of program benefits. As the ultimate success of a transformation
program hinges on the realization and sustainment of the expected ben-
efits, leadership of the business outcome management process is critical.
Benefits realization leadership will ensure alignment on expected
benefits, provide the needed transparency to stakeholders on benefits-
realization status, garner continued support of stakeholders, and keep
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the core program team motivated. Leadership involvement, oversight,
and ongoing support over benefits realization definition, sponsorship,
governance, planning, and monitoring are needed. The definition and
delivery of objectives, outcomes, and benefits may necessitate negotiat-
ing with numerous stakeholders. Experienced leaders possess the soft and
hard skills needed to prioritize objectives, outcomes, and benefits. The
disciplined management and leadership of the benefits realization related
activities by the program management team are a strategic imperative.

Case Study: Business Transformation
Initiative on Privacy and Compliance

CONTEXT

A global computer networking company with hardware and software
solutions wanted to be the first market mover in embedding privacy
and security protection in the solutions it offered to customers.

BuUsINESs PROBLEM OR OPPORTUNITY

The well established and publicly traded company with a matured
product line had risk exposure from privacy vulnerabilities. The com-
pany did not have a dedicated organization that took ownership of
privacy matters, including rapid response to security breaches that
exposed private information. The primary sources of risk exposure to
the company in the current state were the inadequate privacy policies
and inconsistent privacy protection practices.

The uncertainty on the definition and evolution of consumer privacy
regulations in the United States and how the U.S. regulations would
compare to those of other countries posed a challenge in determining
which technology standard to support. The ever-changing technology
landscape with constant influx of new products that protect privacy
as well as create privacy vulnerability added to the threat faced by the
computer networking company. The company was keen on exploring
whether a good market opportunity existed for it to develop and offer
a stand-alone consumer privacy protection product.

SOLUTION

The team contributing to the privacy protection initiative established
an end-to-end privacy compliance program. The role of “Chief Privacy
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Officer” was defined, and this role was the single point of account-
ability for all privacy matters. The program team developed a mul-
tilevel leadership model to facilitate planning and implementation
of rapid risk reduction projects to counter privacy vulnerabilities.
As the privacy compliance program was designed to address privacy
from multiple perspectives (strategy, people, process, technology,
structure, and measurement), a multidimensional leadership model
was implemented.

The lack of a compliance culture at the computer networking com-
pany required highly visible leadership for the business to transform
to mitigate risk of privacy vulnerability as well as seriously explore if
a market opportunity truly existed for the company. The leadership
in the planning stages of this business transformation resulted in the
development of the company’s privacy policy, privacy protection strat-
egy, privacy compliance road map, and privacy program communica-
tions plan.

BusiNEss OUTCOMES AND BENEFITS

The creation of a dedicated function to take care of privacy matters was
a significant business outcome for the company. An intangible benefit
was the organization’s increased awareness of risk exposure from pri-
vacy vulnerabilities. The steps taken by the company to develop and
implement a privacy policy and privacy protection practices mitigated
the risks. The highest level leadership commitment and leadership at
multiple lower levels resulted in the successful launch of the privacy
protection initiative at the computer networking company.

I
SUMMARY

The complexity of business transformation programs requires cross
functional, cross dimensional, and cross project leadership to realize the
program vision and sustain business outcomes. The significant business
change initiated by a transformation program heavily impacts a large
number of stakeholders at different levels and affects the organization as
a whole. Leadership in analyzing and communicating the impact, rein-
forcing commitment to the needed support, and sharing the benefits of
transformation program is paramount. Leadership over the development,
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implementation, and communication of a comprehensive support strategy
to counter the change impact is essential to increase the acceptance rate of
the program among the impacted parties.

Leadership behavior has to permeate through multiple levels of the
transformation program organization and not just at the level of the exec-
utive sponsor or the steering committee. Leadership on the technical and
human side is essential for the entire duration of the program management
life cycle. The office of business transformation provides an integrated
leadership model that facilitates getting the right quantum of leadership to
all of the dimensions of program management. Program leadership—or a
lack of it—can make or break a program devised to transform a business.
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Monitor Aggressively
and Have Contingencies

The program management team must develop and implement rigorous
processes and tools to closely track progress of the business transforma-
tion program. Similar to an automobile that fails if routine oil changes
are ignored, ongoing and timely corrective action is critical to avoiding
major setbacks to the mission, vision, and objectives of the transformation
program. Throughout the business transformation journey, checks and
balances are necessary to not only ensure that the program is advancing
as envisioned, but also to correct course on a timely basis. The “monitor
program delivery” process of our eight step program management cycle
is designed to keep a close view on the program. The “monitor program
delivery” process and the “execute program” process are happening
concurrently.

The outputs generated by the program need to be assessed on an ongo-
ing basis to validate that they are in line with the specifications and stake-
holder expectations, and those that are not will need to be rectified. Even
the most well planned and rightly resourced programs need to have a con-
tingency plan in place that can be used to handle anything unexpected
that could affect the program during any stage of the program manage-
ment life cycle. The contingency plan has to be tested, and the program
manager must be continually thinking ahead in terms of a “What is our
plan B?” mindset. This chapter presents best practice templates as well as
techniques that can assist with program monitoring. The use of a program
governance model and the implementation of governance processes also
play key roles in controlling the program.

The following topics are described in this chapter with the help of sup-
portive illustrations. including a real world case study:

169
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 Monitoring status of transformation program

« Program monitoring: key criteria

« Transformation program status dashboard

o Tracking and reporting project performance

» Monitoring of transformation program: milestones, financials,
issues and risks, and change requests

« Enabling continuous improvement

« Contingency strategy and contingency planning

» Monitoring benefits realization

« Case study: program to manage transformation of business processes

MONITORING STATUS OF
TRANSFORMATION PROGRAM

All program stakeholders need to be kept apprised of how the program
is coming along in delivering against the transformation program plan.
On the tactical side, the program manager sets up and implements the
regular ongoing meeting forums to share program status. On the strate-
gic side, the governance forums are used to review and monitor program
health. A sample of governance bodies and governance rhythm from a
transformation program is shown in Figure 5.3 in Chapter 5. The pro-
gram management team devises and implements program status devel-
opment, dissemination, and archival processes early on in the program
and communicates those to the stakeholders. Program status reports take
the form of high level program health dashboards and granular program
status reports. The content within these status reports and their struc-
ture is tailored to meet a business transformation program’s stakeholder
needs as well as the stage of the transformation program. Based on the
objectives, attendees, timing, and frequency of the governance forums,
the relevant types of program status reporting materials are developed
and shared prior to the meeting and then reviewed during the meeting.
Since a large program is highly likely to have many stakeholders, some of
them may not be attending any of the ongoing status meeting forums, and
any specific program health related inquiry or concern they may have will
get addressed though their respective points of contact per the program’s
organizational structure and the program’s governance model.
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A business transformation program typically comprises multiple proj-
ects spanning multiple dimensions (i.e., people, process, technology, etc.)
and impacted functional areas, and these interdependent projects are inte-
grated and managed together with the help of the program plan to achieve
efficiencies. Based on the nature of the program and what it is designed
to accomplish, some projects will naturally come to an end even before
the program is formally complete, and other projects will get launched
midstream of the program management life cycle. The overall status of
the transformation program is influenced by the status of the various indi-
vidual projects.

The top half of Figure 10.1 is constructed to determine the status of each
project, which can be done with the help of the seven criteria in the first
column: timeline, funding, resources, scope, quality, risk, and value. The
next three columns specify the basis to determine the green or yellow
or red status for each of the seven criteria. For example, as the project is
motoring ahead, if the funding is in line with the budget, then the “finan-
cial” criterion for the project is green. If the project may need extra fund-
ing, the project is yellow on the “financial” criterion, and if the burn rate
has exceeded the budget or will exceed for certain, the project is red on the
“financial” criterion. The last row of the top table provides the aggregate

i_Project status criteria and definitions |
______________ -

Green

Yellow

Timeline On track Milestone may be missed if corrective | At least one milestone has been
action is not taken missed
Funding Within budget Additional funds may be required to More funds needed to meet project
meet project success criteria success criteria
Resources Fully staffed Resource capacity constrained Additional resources need to be
procure
Scope Aligned to program charter, Scope may get out of alignment due Not aligned as needs have shifted
project boundaries and plan to changes
Quality In line with specifications Some specifications are likely to be Some specifications have been
missed missed
Risk Mitigation plan is aligned to risk | Mitigation plan may not be aligned to | Mitigation plan is not aligned to risk
level and trigger probability risk level and trigger probability level and trigger probability
Value On track to deliver the business Delivery of business benefits may be At least one key expected business
benefits based on KVIs missed based on KVIs benefit will not be delivered
Overall All vitals are GREEN None of the vitals are RED At least one vital is RED
and at least one is YELLOW

Program status criteria
- d

Yellow
Overall All projects are GREEN None of the projects are RED | At least one project is RED
and at least one is YELLOW

FIGURE 10.1
Transformation program monitoring: key criteria.
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basis to determine whether the project is in green or yellow or red status.
If the project has green status for all of the seven criteria, the overall health
of the project is green. If one or more of the seven criteria for the project is
in yellow status, the overall project health is yellow. If one or more of the
seven criteria for the project is in red status, the overall project health is
deemed red.

The bottom half of Figure 10.1 is constructed to determine the status
of the transformation program. The overall program status or program
health is driven by the status or health of the individual projects. Hence,
each project needs to be well managed and controlled. To monitor pro-
gram status rigorously and holistically, the status of each project is ana-
lyzed, tracked, and reported against these seven criteria. The last row of
the second table in Figure 10.1 provides the basis to determine whether the
status of the program health is green or yellow or red.

For example, if all of the projects constituting the program have a green
status, the program status is green. If one or more of these projects is in
yellow status, the program health is yellow. If one or more of these projects
is in red status, the program is in red status. The progress and status of a
transformation program should be monitored aggressively by capturing,
analyzing, and reporting status on a weekly basis and taking the neces-
sary actions at the program and project levels to constantly maintain good
program health.

PROGRAM MONITORING: KEY CRITERIA

Figure 10.2 highlights the application of the project status criteria and
program status criteria described in the prior section with the help of an
example. In the example, the program subsumes four projects, with the
health of each project captured in the “overall” column. The first project
has green status for the six criteria of timeline, funding, resources, scope,
quality, and risk and yellow status for the seventh criterion of value, which
leads to an overall yellow status for the project. The second project in the
program has a yellow status for the resources criterion and a green sta-
tus for the other six criteria, which also results in a yellow overall status
for that project. The third project is marching along well with an overall
green status, as all of the seven status criteria are green for the project. The
fourth project within the program is also firing on all cylinders, with an
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FIGURE 10.2
Transformation program monitoring: application of key criteria.

overall green status. With the first two projects in yellow status and the
next two in green status, the overall status of the program is yellow.

The status reporting tool in Figure 10.2 is effective in capturing and
reporting status to stakeholders and in managing stakeholder expecta-
tions along the way. The tool can be enhanced and tailored to address
the differing needs of different stakeholder types. However, the program
management team needs to ensure that the status report tool doesn’t get
too complicated, as that would reduce the user friendliness and increase
the effort level needed to operationalize the tool. The recommended mon-
itoring frequency is weekly, and periodic analysis of such weekly program
status reports for a period of time will provide the program manage-
ment team with invaluable insight about the program trends. The trend-
ing information provides lagging and leading indicators to the program
manager in terms of what remediation actions are working and what new
actions need to be taken to bring the program health back to green status
and reposition it to realize the desired business outcomes.

TRANSFORMATION PROGRAM STATUS DASHBOARD

The execution and monitoring of the business transformation program
go hand in hand, and both are part of the “make it happen” stage of the
program management life cycle. The program management team devises
and implements various processes and sub-processes to constantly
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monitor the execution status and outputs coming out of the transforma-
tion program and initiate timely corrective actions. In Chapter 7, fourteen
program management processes were touched upon, with some of these
process examples being stakeholder management, governance manage-
ment, integration management, scope management, time management,
cost management, and quality management.

At a high level, the business transformation program’s monitoring func-
tion covers all bases by having monitoring activities pertaining to each
of these fourteen program management processes. The governance and
change control processes fall under the monitoring function, and these
ensure that any modifications to the baselined program deliverables (e.g.,
program road map, program charter, program plan) and tangible outputs
are allowed only after those have gone through the established change con-
trol protocol. The controls that are institutionalized on the program by the
monitoring activities enable efficient, optimal execution of the program
and prevent rework, which consumes additional unplanned resources.
A tight, close, and constant monitoring of the program is mandatory to
manage the complexity and strategic risks inherent in a program designed
to transform the entire business or significant chunks of the business.

The communications management processes are responsible not only
for capturing and distributing information pertaining to the outputs
and outcomes coming out of the business transformation program to the
stakeholders, but also for sharing how the program is performing in rela-
tion to the integrated transformation program plan. The framework to
assess how the program is performing and for reporting program perfor-
mance in the form of status reports was covered in the preceding section.
The ownership of reporting the program’s status falls under the program
communications team, and program status could be reflected in differ-
ent types of artifacts, with the most common being weekly program sta-
tus reports and program dashboards. Typically, program status reports
are comprehensive, as they capture granular information, and program
dashboards are higher level roll-ups. Both of these program performance
reports are needed, as they cater to different audiences.

The chart in Figure 10.3 accentuates a sample program status dash-
board, which is essentially a composition of the following building blocks:
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Timeline oje ame oje
Funding 1.
Overall
Overall ver Value
Program Resources Py
Status g Overall Resources
Scope

Quality

Yellow
Risk 4

Y | Value 5.

Program executive summary Key program deliverbles/milestones  Due date Trend Owner ‘

Key program accomplishments for last week Key program activities for this week Key program decisions

or progran e d Major program change requests Major program dependencies

FIGURE 10.3
Transformation program status dashboard.

+ Overall program status

o Opverall summary status of each project comprising the program
» Program executive summary

+ Key program deliverables and milestones

 Key program accomplishments for the last week

« Key program activities for this week

+ Key program decisions

« Major program issues and risks

» Major program change requests

» Major program dependencies

These building blocks can be tailored based on the needs and preferences
of the program sponsors, steering committee, executives, governance body
representatives, and other stakeholders. Program management determines
the composition of the dashboard based on stakeholder needs, maps out
the dashboard development steps, and then implements them. The end goal
is to keep the program status dashboard—and the process to develop it—as
simple as possible.
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TRACKING AND REPORTING PROJECT PERFORMANCE

A business transformation program drives transformational change by
revamping multiple segments of the current state of the business to the
envisioned future state. To bring such a renewal to fruition by reaching the
future state—and with stakeholders embracing the future state—the trans-
formation program has to design an integrated plan that cohesively brings
together the different segments. The entire body of work to be accom-
plished by the program is modularized within the integrated program
plan by grouping logical units of work together. These modules can be
planned and executed on a stand alone basis, and their interdependencies
are factored into the integrated plan. In program management terminol-
ogy, these modules are referred to as projects. Program monitoring entails
monitoring these modules, as program performance is influenced and dic-
tated by the performance of the modules/projects that make the program.

The project management structure within the program organization
model is accountable for the planning, execution, and delivery of project
level outcomes. Project status can be captured and communicated with
the help of a project status dashboard, which is spotlighted in Figure 10.4.
It typically includes the following:

Project Manager Project Name Project Status

Key project deliverables/milestones Duedate Trend Owner

Project executive summary

Key project accomplishments for last week Key project activities for this week Key project decisions

Major project issues and risks Major project change requests Major project dependencies

FIGURE 10.4
Diligent tracking of projects comprising transformation program.
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 Overall project status

» Project executive summary

« Key project deliverables and milestones

« Key project accomplishments for last week
 Key project activities for this week

 Key project decisions

« Major project issues and risks

« Major project change requests

« Major project dependencies

MONITORING TRANSFORMATION PROGRAM
Milestones

Milestones are significant events on the business transformation journey,
and these are mapped out as part of an integrated program plan develop-
ment process. Examples of milestones include completion of the program
road map, release of funding, completion of program planning phase, and
completion of systems design. As the program plan is a roll-up of multi-
ple project plans, the key project level milestones from the project plan are
reflected in the program plan. Since a typical business transformation pro-
gram plan can run into multiple pages, it’s a good practice to abstract all
the milestones in a separate simple output (see Figure 10.5) and track their
status in that output. Diligence in tracking milestones and sharing their sta-
tus is critical, as push-outs in the date of completion can have a negative
impact on the critical path of the transformation program, which can delay
the overall timeline.

Maintenance of the program plan by the program management team
can result in new work getting added, planned work getting removed,
date shifts occurring, etc., and such changes can influence program mile-
stones. The following elements have to be analyzed and reported regularly
to program stakeholders as part of the milestone monitoring process:

» Milestone (or event) description

 Milestone status (green, yellow, or red) based on work progression
+ Impact to program from yellow and red milestones

 Actions and action owners for yellow and red milestone

« Planned completion date for milestone
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2014 2015
Milestones by Project May Jun Jul Aug Sept Oct Nov Dec Qrtl Qtr2 Qtr3 Qtr4
Project 1 of Program 1
» Description of Milestone 1.1
» Description of Milestone 1.2
» Description of Milestone 1.3

Project 2 of Program 1
« Description of Milestone 2.1
« Description of Milestone 2.2 4

Project 3 of Program 1

» Description of Milestone 3.1
» Description of Milestone 3.2 ¢
» Description of Milestone 3.3 vy
» Description of Milestone 3.4 ¢
» Description of Milestone 3.5 ¢
» Description of Milestone 3.6

Project 4 of Program 1
« Description of Milestone 4.1 ¢
« Description of Milestone 4.2 ¢
» Description of Milestone 4.3 ¢

« Description of Milestone 4.4 ¢

FIGURE 10.5
Monitoring transformation program milestones.

 Actual completion date for milestone
 Explanation of variation

Financials

A program designed to transform a business has to attain that end state
within the financial parameters. The program management team has to
manage and watch the actual costs of the program, and the costs can fall
under different categories. At a high level, there are business and technology
cost categories, and the technology costs can be classified as operational or
capital expenses. Operational expenses include the ongoing costs for run-
ning the business and the supporting technology. Capital expenses include
fixed asset purchases (e.g., computer hardware, software) and the labor
expenses to install them, and these create future benefits.

Figure 10.6 displays a sample deliverable from the ongoing program
financial monitoring process. Actual program expenses are tracked
against the budget over different periods of time, and the reasons for
variances are noted. Given the typical multiyear duration of a business
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Business Costs

($ in millions) Current Year Estimate: Overall Program:
2014 2014 Variance Planned Actual Variance
Budget Spend Variance Budget Spend | Variance

To-Date To-Date Explanations To-Date To-Date Explanations

Total Expense

Budget Actual
Last Month
Last Quarter

Year To Date

Information Technology Costs
($ in millions)

Current Year Estimate: Overall Program:
2014 2014 Variance Planned Actual Variance
Budget Spend Variance Budget Spend | Variance

Explanations Explanations

To-Date To-Date To-Date To-Date

Total Expense

1. Operating Expense Operating Expense

2. Capital Expense Capital Expense
Budget Actual

Last month

Last Quarter

Year To Date

Total Costs

FIGURE 10.6
Monitoring program financials.

transformation program, financial information for each year and for the
program to date is maintained and tracked through financial monitoring.
The transformation program sponsorship team needs details of program
performance from a financial perspective, and this is usually shared by
the program manager via the governance forums devised for the program.

Issues and Risks

Due to the complexity and significant change a business transformation is
driving, there are significant barriers to the business transformation pro-
gram attaining the future state blueprint and sustaining the future state.
The program management team should have a systematic approach to
handling program issues (active problem) and program risks (potential
problem). The top half of Figure 10.7 exhibits a sample program issues
management tool, and the bottom half exhibits a sample program risk
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Status
(open,
closed)

Impact on Timeline, Escalate

/Inform

. Issue Criticality . Due
Funding, Resources, Scope, (b b ) Resolution Plan Date Owner

Issue
Id Descripti
escription Quality, Risk, and Value

. o . Risk Status
R I;qtenflal I?Pa:l{t e § g Risk Severity Risk Due Escalate | (open,
Id X imeline, tunding, (=0 <) Trlgg_er (high, Mitigation Owner | /Inform | closed,
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. N Ela 5 medium, Plan watch
Quality, Risk, and Value | 5 | = | to monitor) low) list)

FIGURE 10.7
Disciplined program monitoring results in timely action.

management tool. It’s a common industry practice to refer to these tools
as program issues logs and program risks logs, which are outputs of the
program issues and risk management processes. Project managers own
the project-level issues and risks, which impact only the project and not
the entire program, and these are governed by the project level manage-
ment processes for issues and risks. The benefits of having well-oiled man-
agement processes for issues and risks at the program level as well as the
project level cannot be overestimated.

Program managers own the program level issues and risk management
cycles from beginning to end. The issue management cycle includes issue
identification, issue analysis, issue resolution, issue escalation, issue track-
ing, and issue reporting. The criticality of an issue is based on the impact it
is having on the program timeline, funding, resources, scope, and quality.
If resolution to any issue necessitates changes to what has been planned
and baselined, the changes have to go through the program governance
process of program change control. The end-to-end risk management
cycle encompasses risk identification, occurrence anticipation, impact
analysis, risk mitigation, risk escalation, risk tracking, and risk reporting.
The program management team defines and communicates the escala-
tion criteria and escalation steps. A lack of tenacity in managing program
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level issues and risks has severe consequences on the business transforma-
tion program.

Change Requests

The forward progression and health of the business transformation pro-
gram is tracked and reported to key stakeholders on a weekly basis. The
tools of program status dashboard (Figure 10.3) and project level tracking
(Figure 10.4) are utilized for the same. Significant program level or project
level changes to the baseline that has been signed off by all stakeholders
can negatively impact one or more of the seven criteria (timeline, fund-
ing, resources, scope, quality, risk, and value) used to assess the overall
program health and the heath of the projects constituting the program.
As aresult, the core program team has to maintain a constant vigil on the
program level and project level change requests that get raised. A change
request that potentially jeopardizes the delivery of the business outcome
and benefits expected by the stakeholders is deemed as a critical or major
change request. The weekly program level and project level dashboards
specify the major change requests and the actions being taken on them.

The program manager has to ensure all the change requests are being
scrutinized through the defined change control process. In expounding
the program governance model in Chapter 5, the importance of the change
control process was highlighted. Figure 5.5 presented the framework to
capture, analyze, and review the critical change requests. The change con-
trol process will have escalation paths and decision making guidelines on
the approval or denial of change requests. The program management team
has to ensure the program governance on change control management
is adhered to and disallow any exceptions to the signed-oft change con-
trol process. The monitoring of program level and project level change
requests by the program management team is crucial.

ENABLING CONTINUOUS IMPROVEMENT

Monitoring the processes of a business transformation program pro-
vides a platform for creation of a continuous improvement environment.
Monitoring activity happening during the “make it happen” phase of the



182 « Transforming Business with Program Management

program management life cycle detects active problems and warning signs
of potential problems. The program management team devises and imple-
ments corrective action plans to address the root causes of issues unearthed
through continuous monitoring. Monitoring and controlling the program
generates a feedback loop that can be harnessed beyond the immediate cor-
rective action. The facts and insights collected from the feedback loop can be
used to drive step change improvements within the prior program man-
agement life cycle phases of “set the stage” and “decide what to do.”
Application of the tool portrayed in Figure 10.8 is one of the ways to
get additional strategic benefits from monitoring of a transformation
program. Under the leadership of the core program management team,
the voices of the stakeholders and subject matter experts can be gath-
ered and documented along the themes of “What’s working?” “What’s
not working?” and “What’s the recommendation?” The performance of
such an exercise on a quarterly frequency across the different segments
(or projects) of the business transformation program provides invalu-
able nuggets of knowledge. An analysis of the captured collective wisdom
from the various stakeholders and business areas engenders continuous
improvement ideas and recommendations that could be deployed on the
transformation program in progress as well as on future transformation
programs after socialization and approval. Such deployments instill a con-
tinuous improvement mindset within the program team, create a sense of
ownership, and pave the path for organizational acceptance of a program.

Program Name: Program Sponsor:
Project/Track Name: Project/Track Manager:
Period Covered: Program Manager:
Id What'’s working? What's not working? What's your recommendation?
(Strengths) (Challenges) (Improvements)
1
2
3
FIGURE 10.8

Creating a continuous improvement program culture.
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CONTINGENCY STRATEGY
AND CONTINGENCY PLANNING

One of the sources of complexity in a transformation program is the
broader and deeper impact to the organization due to the numerous
interdependencies. As discussed previously, program monitoring assists
with keeping a close eye on the progress of executing the transformation
program. Monitoring involves assessing program performance at any
point in time by comparing the actual against the plan from the perspec-
tive of a timeline, funding, resource allocation, scope, quality, risks and
value. Program sunk costs (incurred cost) and program opportunity costs
(immediate cost of doing some other program) for large scale programs
driving significant business change at an enterprise or business unit level
is high.

Mitigation of risks is an important critical success factor for a business
transformation program, as they typically consume a large quantum of
organizational resources for an extended period of time. Mitigating high
and medium severity risks is imperative in the case of a business trans-
formation program. Per the PMI’s Pulse of the Profession In-Depth Report:
Organizational Agility study (2012) that was conducted among 1,239 prac-
titioners, organizations have increased their success rates on initiatives or
programs by implementing risk management best practices that included
formal contingency planning. The risks encountered by a transformation
program can be mitigated by having a well thought out contingency strat-
egy and contingency plan in place, which will drive the right set of actions
at the right juncture.

Contingency strategy and contingency planning are the front end com-
ponents of the end-to-end risk management cycle. Contingency strategy
needs to factor the complexity by having a fallback plan, which would kick
in if the pretested and working contingency plan is unable to achieve all of
the plan objectives for any reason. The contingency strategy for the trans-
formation program also has to be designed to address any new risks that
might be introduced from triggering of the contingency plan and fallback
plan. It is vital to test the contingency plan in advance, as this will ensure
that the contingency plan will achieve the intended objectives when the
identified risk is triggered. The program management team should have
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buy-in of the executive sponsor and steering committee for investing in
contingency strategy and planning. Even if the needed investment for
contingency planning is high, it is important to recognize that the tangible
and intangible return on that investment is also high.

MONITORING BENEFITS REALIZATION

The program monitoring function involves maintaining a constant watch
as the transformation program plan is executed by the program team. The
benefits realization plan is a component of the transformation program
plan. The objective of benefit realization monitoring is to ensure that the
delivery of desired outcomes and the realization of expected benefits will
be in line with the benefits realization plan. The monitoring of benefits
realization identifies roadblocks, issues, and risks that specifically impact
the delivery of business outcomes and realization of benefits. In addition,
benefits realization monitoring devises and implements action plans to
overcome the identified roadblocks and issues.

The execution of the following benefits realization monitoring activi-
ties plays a significant role in the transformation program attaining the
desired future state, accomplishing the strategic objectives, and sustaining
the realized benefits in line with the plan:

» Assessing work progress against the benefits realization plan

« Taking timely corrective actions if work is not progressing per the
benefits realization plan

+ Reporting the status of execution of the benefits realization plan to
keep stakeholders informed

« Raising change requests to get approval on deviations from

expected benefits

o Communicating deviations in benefits to stakeholders to reset
expectations

+ Resolving issues impacting the realization and sustainment of
benefits

+ Identifying and mitigating risks pertaining to realization of benefits
« Devising contingency plans to deliver outcomes and benefits
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Case Study: Program to Manage
Transformation of Business Processes

CONTEXT

A highly successful health care organization had been developing
and launching new health plan products to cater to different market
segments in the United States. After substantial market research, the
organization launched a new health plan product offering with a much
higher deductible but a much lower insurance premium in relation
to its existing health plan products. The product was a great success
and started adding new members at a very fast clip. Unfortunately,
the business operating platform and business readiness to support
the administration of this product could not scale, and this impacted
the satisfaction of external stakeholders, i.e., members, brokers,
and customers.

BuUsINESS PROBLEM OR OPPORTUNITY

Given the external and internal environments, the health care organi-
zation had to expeditiously overcome the challenges. They ran the risk
of losing existing members, experiencing slower growth in the product,
and suffering revenue leakage due to improper administration. There
was no organized and coordinated effort to manage and monitor the
postproduct launch activities. The business operations platform sup-
porting the administration of the new product had capability gaps. The
gaps in administration processes, customer support processes, and poli-
cies needed to be addressed effectively. The lack of contingency plans
and workarounds resulted in poor response time to the members with
a resolution to their issues.

SOLUTION

The charter of the business transformation program in place to launch
the new health plan product was expanded to handle post product
launch support. The program management team worked with stake-
holders to build a program plan to address the identified challenges and
manage the postlaunch phase. The business process improvement and
policy enhancement work commenced. The transformation program
team implemented standardized program management processes to
track status, issues, risks, changes, and financials. In addition to the
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detailed weekly status reports, a high level biweekly program status
dashboard was put in place to manage the expectations of stakeholders
at different levels. In monitoring the execution of all the work captured
in the program plan, the program manager ensured enhancement of
the existing training, support, and contingency planning processes.
The program manager solicited inputs of external and internal stake-
holders on continuous improvement ideas to the processes and poli-
cies, which would enable the health care organization to deliver the
highest level satisfaction.

BusINEss OUTCOMES AND BENEFITS

The redesigned business processes to administer the new product with
the help of trained, experienced personnel led to better member and
customer support through faster response times. The customer expe-
rience in dealing with the product administration function got bet-
ter, and the warning signs of potential customer attrition went away.
The risk exposure to the health care organization was minimized
with the policy enhancements, renewed processes enforcing compli-
ance to policies, and a contingency plan. The roll-out of the continu-
ous improvement plan further improved the readiness. The aggressive
monitoring of the program execution, including the placement of a
contingency plan, enabled the health care organization to protect its
market reputation.

SUMMARY

Institutionalization of program controls is essential for efficient opera-
tional execution of the business transformation program and to position
the program for success. The program management life cycle process of
“monitor program delivery” interjects these controls and assists with
effective management of the strategic and tactical risks to the business
transformation program. The timely and accurate capture, analysis, and
communication of the program status to the program stakeholders aids in
timely interventions for the program to stay aligned to the plan. Actions
needed to correct the course are determined by the monitoring processes,
and implementation of the approved actions happens through the pro-
gram execution processes.
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A transformation program status dashboard and project level dash-
boards are used to keep stakeholders informed of the program’s status
and meet stakeholder expectations. Monitoring of program milestones
validates that the program timeline is in line with the integrated program
plan. Program scope validation confirms that the produced outputs are in
line with the charter, and program financial tracking ensures that bud-
get parameters are met. The issues and risk management tools support
the implementation of the critical issues and risk management processes.
The program monitoring process drives additional value into the busi-
ness transformation program by creating opportunities for continuous
improvements. Finally, tested contingency plans mitigate the significant
risks encountered by the transformation program.
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Create and Implement an Operations
Transition Plan

The significant business changes being driven by a complex, cross func-
tional program (e.g., to plan, design, and implement a new product,
service, or system) need to be ultimately absorbed by the pertinent opera-
tional functions within the enterprise. A transformation program transi-
tion model is codeveloped by working closely with the program stakeholders
in the operational groups. An end-to-end program transition plan con-
stitutes the operations plan, training plan, and knowledge transfer plan.
Through a well designed and tested program transition plan, the program
management team prepares the operations function to handle the future
state delivered by the business transformation program.

The program transition plan supporting the transition model has to be
built in advance to allow enough lead time for the operations function to
be prepared to accept this change. As the transformation program begins
to approach completion, a smooth transition from the core program team
to the operations team happens. The “transition to operations and close
program” process of the program management life cycle is designed to
cover all the bases to ensure a smooth transition.

The following topics are described in this chapter with the help of sup-
portive illustrations, including a real world case study:

o Operations transition framework

« Transition model development

« Training the operations team

+ Transition model execution

o Value enhancement analysis technique: Overview, objective, and
approach

o Transition model operationalization

« Walk through technique: Overview, objective, and approach

189
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 Leading lessons learned from walk throughs

+ Business outcome delivery and sustainment

 Case study: Strategic initiative to get and stay compliant with gov-
ernment regulations

Once the program officially closes, the operations group owns the
realization of the business objectives and desired business outcomes.
Operations readiness entails not only the capability to deliver the out-
comes in the near term upon program completion, but to also sustain the
delivery of outcomes over time. To do so, the business change has to be
accepted and embraced by the operations organization once the trans-
formation program ends. Hence, planning and executing on the “people”
dimension with the application of the organization change management
(OCM) techniques is a critical success factor. The transition management
strategy and transition management plan covered under the OCM frame-
work (Chapter 7) is a subset of the overall body of work needed for a suc-
cessful, seamless transition to operations.

Ideally, testing of the program transition plan through a well chosen pilot
endeavor should be done prior to the complete switchover from core pro-
gram team to operations team. The planning and implementation of the
program transition plan improves the comfort level, enables organizational
buy-in, and empowers the operations team. Finally, the planning and roll-
out of a formal knowledge transfer process facilitates a smooth transition. A
well orchestrated transition of the program ensures that the organization’s
performance is at the desired level, with the external and internal customers
of the program getting top tier support from the operational units after the
business transformation program team has been formally dissolved.

OPERATIONS TRANSITION FRAMEWORK

Answers to the following questions assist in formulating, implementing,
and sustaining an end-to-end framework that facilitates an effective, effi-
cient, and smooth transition of the program:

« What’s changing in moving from the current state to the future state?
« Who is getting impacted by the change, or who can impact the
desired business outcome?
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o Howwill theimpacted business functions and stakeholders be prepared?

o What is required to sustain the future state and realize the targeted
business outcomes?

« How will business performance levels in the future transitioned state
be monitored?

The delivery of the desired transformed future state by the program is
just winning half the battle. The other half of the battle is won by sustain-
ing the future state, which ultimately results in the ongoing realization of
the defined business outcomes and benefits.

The PMI’s Pulse of the Profession In-Depth Report: Enabling
Organizational Change through Strategic Initiatives (2014) highlights
that programs (or strategic initiatives) have to manage people through
the change of current state to future state in order to create sustainable
change. The program management team can utilize the operations tran-
sition framework to effectively manage stakeholders through the change
and create a sustainable future state. Figure 11.1 depicts a three-phase
approach to transition to the operations group. The phases are as follows:

Execute
Transition
Model

Develop
Transition
Model

Operate
Transition
Model

Define Pilot Transition Implement Continuous
mellipIovement,,
+ Transition « Execute plan thru + Operations « Operations team « Perform customer
requirements program team processes and performing work satisfaction
systems in place survey
« Readiness of « Track and report « Corrective actions
operations-process, service level + Operations team being taken « Conduct lessons
systems, team finalized learned exercises
« Review and « Service levels are
« Training needs refine processes « Training of team being monitored « Analyze service
completed level information
« Knowledge transfer « Finalize plan for + Achievement of
plan sole execution by « Knowledge steady state « Plan performance
operations team transfer finished improvement
« Service level + Realization of
objectives « Create plan for « Service tracking outcomes being «» Implement
sustenance infrastructure sustained improvement
FIGURE 11.1

Operations transition framework.
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« Transition model development: The transition model has to be
devised from a strategy, people, process, technology structure, and
measurement perspective. The transition strategy will drive the
transition organization, processes, and supporting systems. The
transition requirements are defined, documented, vetted, and agreed
upon, and the transition model to meet these requirements is con-
structed. The key elements of the transition model are the operations
plan, training plan, and knowledge transfer plan, and these will
enable transition readiness of business and technology.

 Transition model execution: In the “transition model execution”
phase, the actual transition from the program to ongoing operations
happens. The prior phase ensured that the operational units are ready.
In this phase, the implementation of the transition plan (i.e., operations
plan, training plan, and knowledge transfer plan) occurs. A business
performance or service level monitoring infrastructure is set up. To
mitigate any major risks originating from the transition to operations,
the transition plan is tested by the program management team with the
help of a pilot program. The plan, process, and systems are adjusted as
needed based on the findings and insight from the pilot program.

 Transition model operationalization: The “transition model oper-
ationalization” phase is an ongoing one, as it pertains to the busi-
ness delivering the goods and services to customers. The future state
attained upon completion of the business transformation program
is being executed by the operations team. The business objectives
are getting accomplished, and business outcomes are being deliv-
ered. Proactive and reactive corrective action plans are being imple-
mented. To constantly raise the bar and sustain the business results
delivery, a continuous improvement culture and mindset is created.
Results of administered customer satisfaction surveys and ideas
from formal lessons learned exercises assist with the creation of an
improvement plan. Implementation of improvements sustains the
expected business performance.

TRANSITION MODEL DEVELOPMENT

One of the key elements of the transition model is the operational plan,
which drives the readiness of the operational process, systems, and team. The
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change readiness model, readiness strategy, and readiness plan highlighted
under the OCM framework (Chapter 7) address the overall organizational
readiness from a people or team perspective. Planning and execution of the
change readiness activities for operations facilitate acceptance by operations
units. The readiness of operations units is one of the critical success factors
for the business transformation program to realize and sustain the defined
business outcomes. In light of the complexity and disruptive change driven
by the typical complex transformation program, understanding of the
aggregate impact on the operations and transition requirements is critical.
Figure 11.2 illustrates the proven template that can be put to use to plan
and implement the steps needed for the operations functions to be fully
ready by the time the program officially closes. The change readiness
objective and granular change readiness requirements are elicited for the
operations audience. The operations plan (or operations change readiness
plan) to fulfill the transition objective and meet transition requirements
is then put together. The focus of the operations change readiness plan is
on the operations functions only, and there will be other change readiness
plans for other impacted organizational groups. All the readiness plans
are aligned and integrated into the integrated program plan for the busi-
ness transformation endeavor. In working with the program sponsorship
and leadership teams, the program management team lines up the owner-
ship for readiness of operations functions and communicates that to the
stakeholders. The key operations change readiness events can be captured
in a calendar view to facilitate organizational awareness. From a due dili-
gence perspective, an institutionalized process for tracking the realiza-
tion of expected change readiness outcomes of the operations readiness

Change Readiness Planning and Implementation

Stake- Cha.nge Chapge Chapge Chapge Chapge T

Id  holder/ Readiness Readiness ~ Readiness Readiness Readiness Outcome
Audience  Objective = Requirement Plan Owner Calendar

1

2

3

4

5

6

FIGURE 11.2

Transition planning and execution: program change readiness.
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activities should be implemented. The operations change readiness plan
needs to promptly address identified variances.

TRAINING THE OPERATIONS TEAM

Programs designed to transform a business drive significant changes to
the current practices followed by the operational functions. For the opera-
tions organization to accommodate and adjust to the changes, training is
essential. In Chapter 8, training was elaborated as a good vehicle to engage
and manage the expectations of stakeholders. The impacted operational
groups are one set of key stakeholders. The training life cycle of training
strategy through training implementation was introduced in that chapter.
Training has to be tailored by the impacted stakeholder group based on
the change impact of the program to that group and the role of that group.
For the operations audience, both business and technical training may be
needed, and separate customized training plans can be crafted for these
two sets of audience.

Figure 11.3 demonstrates the tool that can be used to plan and implement
training. After identification of the operational audience, the higher-level
training objective and the supporting detailed training requirements to
meet the objective are determined. Then a training plan that is aligned to the
overall training strategy is constructed. The plan has to be comprehensive
to map out all the training topics and the method (or channel) to be used
to deliver the training. Examples of training methods would be classroom
instructor led, virtual instructor led, web based, self training videos, etc.

Training Planning and Implementation

Stakeholder/ ~Training Training  Training Key Training Training Z‘::;;% Tigaling Training Expected

Audience  Objective Requirement  Plan Topics Method Dillivasy Calendar Outcome
Owner Owner

FIGURE 11.3
Transition planning and execution: program training.
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Typically, the training materials development team owns content cre-
ation, and the training delivery team delivers the training. The training
delivery team provides change inputs to the training content development
team based on the feedback provided by the trained audience via the post-
training evaluation process. A training calendar, a subset of the training
plan, spells out the timeline for materials development as well as delivery. A
process that validates that the expected outcome of the operations training
is being realized has to be institutionalized. Such a validation will ensure
that the readiness of operations is at the expected level, which will enable
a smooth transition from the core program team to the operations team.

TRANSITION MODEL EXECUTION

The completion of execution of the transition model positions the opera-
tions function to start delivering the objectives and outcomes of the trans-
formation program. Prior to official program closeout, the milestone of
“transition model execution completed” has to be realized. From a risk
management perspective, the execution of the transition model finalized
in the earlier phase is completed by a two-stage iterative process. In the
“transition” stage, the defined operational processes are made ready to
go, and the operations team is finalized and put in place. All the training
and coaching activities are completed. The transfer of knowledge from the
core transformation program team to the operations team is completed.
In the pilot stage, the operations team executes the program with the as
needed support of the program team. The knowledge and inputs gathered
from the pilot execution is used to refine process, organization, and sys-
tem. Also, any gaps identified during the execution of the pilot stage of the
transition model should be bridged.

.|
VALUE ENHANCEMENT ANALYSIS TECHNIQUE
Overview

Value enhancement analysis is a technique for decomposing operational
processes into activities and analyzing them. Though this technique is
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covered in this chapter, please note that it could be applied in executing
some of the other program management life cycle processes too. Value
enhancement analysis is also leveraged in the business process improve-
ment framework to assess and enhance the “process” thread of the business
transformation program. All the operational (business and technology
oriented) processes need to be periodically analyzed as full blown imple-
mentations of the transformed state occur through operational units.
There are two kinds of value derived from the activities constituting the
operational processes:

e Real value activity: This activity directly contributes to meeting the
end customer’s expectations.

* Business value activity: This activity adds no value from the end cus-
tomer’s perspective.

Objective

The purpose of value enhancement analysis is to maximize the value to
the end customer of the ultimate output (product, service, process, system,
etc.) delivered by the business transformation program. Upon formal clo-
sure of the program, the day-to-day operational processes will continue
to create, maintain, and enhance the output. Ultimately, “value” must be
measured from the perspective of the end customer or consumer. Value is
anything the consumer is willing to pay for, whether it is a product feature,
the cachet associated with a brand name, or extra service. After determin-
ing the value added by each operational activity, it must be compared with
the cost of executing that operational activity or the resources consumed by
that operational activity. Operational processes and activities that do not
create sufficient value to justify their cost should be modified or eliminated.

Approach

When conducting a value enhancement analysis technique, follow these
three steps:

o Identifying customer for the program and understanding customer
definition of value.

 Categorizing operational activities by the type of value they add.

 Innovating operational processes and activities to maximize value

added.
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Each of the above steps is elaborated below as it will facilitate an effective
application of the value enhancement analysis technique by the business
transformation program core team in order to create the needed artifacts.

Value enhancement analysis involves the following three steps:

Step 1. Identifying customer for the program and understanding

customer definition of value

There may be more than one customer for a program or opera-
tional activity, and they can be identified by conducting internal/
external customer analysis. This analysis is the process by which
those who receive output of such activities (which may be physical
goods, services, systems, processes, information, etc.) are identified
and analyzed. Understanding the recipients of the output of opera-
tional activities determines which activities make an indispensable
contribution to providing value.

To identify customers, ask questions such as:

o Who is the ultimate consumer of the company’s product or
service?

« Who is the recipient of the output from the activity or process
cycle?

« What do they expect to receive?

« What output is generated by the activity or process cycle?

« How will they use the output?

« How far beyond the initial customer will the effects of shoddy
output be felt?

o How do the consumer needs and wants affect activities along the
process cycle?

Step 2. Categorizing operational activities by the type of value they add
Each operational activity in the work execution cycle should con-
tribute as much real value as possible. Value enhancement analysis
focuses on producing high-quality goods, services, and processes
as quickly and cheaply as possible. It avoids or eliminates rework-
type operational activities, as those add to the process cycle time and
increase the cost of the output being produced. The activities are cat-
egorized based on the kind of value they add.

o Real value added activity: An operational activity that adds
direct traceable value to the output (product or service) that the
end customer is expecting. Most of the time, such an activity
is visible to the customer, and there is value in the eyes of the
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customer. Examples of activities that add real value include those
that increase the desirability of a product or service or process
resulting from the business transformation program.
 Business value added activity: An operational activity required
to run the business but that adds no value from the customer’s
vantage point. Typically, such an activity in a back end activity
and it is not visible to the customer. There is no perceived value
of that activity in the eyes of the customer, and the activity being
seamless could be a reason. Examples include hiring, training,
procuring, financial close, and facilities management.

» Non value added activity: An operational activity that does not
contribute in any direct or indirect way in meeting customer
requirements or to running the business and could be eliminated
without degrading product or service or process. The trans-
formed future state may not entail executing certain current state
operational activities that were put in place ages ago for legiti-
mate reasons at that historical point in time. Certain business
changes enabled by the transformation program may also result
in redundant operational activities.

Step 3. Innovating operational processes and activities to maximize
value added
The categorized operational activities can be further analyzed in
group facilitated sessions to generate ideas for significant improve-
ments to them. New processes that lead to breakthrough improve-
ments in real value added can come out of such brainstorming
sessions. Answers to the following questions would assist in maxi-
mizing the value creation by operational functions:

o Iseach real value added operational activity performed as effec-
tively as possible? Can these operational activities be accom-
plished with lower cost and in shorter execution process cycle
times without sacrificing the quality or customer perceptions
of value?

o Does each business value added operational activity provide
indispensable support for the real value added activities? How can
such activities be migrated to the real value added category? What
modifications can further improve efficiency, reduce process cycle
time, and the cost of conducting these operational activities?
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« What options exist to convert the non value added operational
activities to either the business value or real value add segments?
How can such operational activities be eliminated entirely with-
out damaging the perceived quality or increasing cost?

TRANSITION MODEL OPERATIONALIZATION

The transition of the business transformation program from the program
management team to the operations team is a steady process. For a desig-
nated agreed period of time, the program team and operations team work
in parallel and hand in hand. This approach results in accomplishing the
goal of an effective, smooth transition. As exhibited in Figure 11.4, in the
first frame, the leadership teams from the program and operations sides
are collaborating to ensure alignment, support, and commitment to the
goal. The middle frame is a continuum, with the program team owning
the beginning and gradually transferring to the operations team as knowl-
edge transfer and on-the-job training ends.

High engagement High engagement High involvement L
between program between program of operations team b ow engagement
and operations and operations in supporting the etv:;een e
leadership on teams on transition outcome delivered G| PR
transition model content by program team leadership

Transition
model
development,

agreement,
and
readiness

Knowledge
transfer and
training

I’lmsed ownershiy

»

Primary responsibility
with program team

Joint support by
program and
operations

ansitio™

Sole
support by
operations

L

Primary responsibility
with operations team

Steady state
support and

feedback from
operations to
program

FIGURE 11.4

Transition of program to operations.
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WALK THROUGH TECHNIQUE

Overview

This is one of the techniques in the program management tool kit that
can be implemented across a wide range of stakeholder types (e.g., inter-
nal, external, senior executives, sponsors, or end users) at different junc-
tures of the program to check if an output or process is in line with the
expectations. The efficient transition to the operations function can be
done through a series of walk throughs. A walk through is a structured
meeting held to validate the completion and quality of the output, deliver-
able, or process. During a walk through, the output is explained (“walked
through”) in detail by the program management team or owner or subject
matter experts to pertinent stakeholders.

Though the walk through technique is being showcased under the
“transition to operations” and “sustain outcome delivery” processes of
the program management life cycle, it is applied throughout the life cycle.
Deliverables like program vision, program strategy, and the program road
map have to be walked through with transformation program sponsor-
ship and leadership teams to confirm common understanding and secure
buy-in. Examples of process related walk throughs would be transition
management, strategic planning, process improvement, change manage-
ment, systems development, and stakeholder engagement.

Obijective

Walk through meetings are conducted to validate any form of deliverable
or process. In the case of transition to operations, the knowledge trans-
fer is imperative. One of the avenues for effective knowledge transfer is
through walk throughs. Usually, the review with the program sponsors,
steering committee, and functional executives is to confirm that the pro-
gram deliverable or process is matching the requirements and supporting
the program business objectives. Upon completion of the walk through,
communications to the broader set of stakeholders of the business trans-
formation program is done to increase awareness. As the end goal of a
walk through is to secure agreement, commitment, and formal sign-off, it
plays an important role in the transfer of responsibility from the program
team to the operations team for executing the attained future state.
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Approach

Though walk through meetings can be formal, informal, or some combi-
nation thereof, the ones with the sponsors and executive team are formal.
The steps taken to conduct an effective walk through meeting with the
transformation program stakeholders (senior level executives or others)
are listed below:

« Determine the walk through meeting objectives

+ Socialize meeting objectives and finalize walk through meeting
attendees

 Organize and finalize walk through meeting logistics

+ Develop and disseminate the “meeting packet” for the walk through
meeting

 Lead the walk through meeting

« Complete the post walk through meeting steps

Step 1: Determine the Walk Through Meeting Objectives
The walk through meeting is a formal facilitated meeting with the
rigor and structure needed to realize the agreed meeting objectives.
One of the first steps to be taken to ensure the success of a walk
through meeting is the determination and agreement of the business
objectives for the meeting. The program team leading the business
transformation program can identify the objectives for the meeting
with the help of the inputs of subject matter experts and other stake-
holders of the program.
Step 2: Socialize Meeting Objectives and Finalize Walk Through
Meeting Attendees
The upfront effort in planning for the walk through meeting will
position the meeting to accomplish the intended objectives. The roles
and responsibilities of the individuals involved in planning and con-
ducting this meeting should be detailed e.g., logistics planner, facilita-
tor, coordinator, notes taker. The program management team should
socialize the walk through meeting objectives with the key stake-
holders to get their buy-in. The meeting objectives can be shared at
the pertinent governance forums that have been devised for the busi-
ness transformation program. The program manager should finalize
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the attendees for the walk through meeting based on the meeting
objectives and inputs of the designated subject matter experts.
Step 3: Organize and Finalize Walk Through Meeting Logistics
The walk through meeting logistics and coordination team assists
in lining up and managing the logistics support for the meeting. The
meeting objectives, attendees, duration, location, and content will
influence the logistical needs. It is important to have the right set-
ting for the walk through meeting and the made logistical arrange-
ments should be checked prior to the meeting to ensure readiness of
the meeting facility. Also, a confirmation that key needs of all the
stakeholder attendees has been factored including their receipt of
the “meeting packet” for the walk through meeting is necessary. The
precision in logistical arrangements enable the walk through meet-
ing to be productive.
Step 4: Develop and Disseminate the “Meeting Packet” for Walk
Through Meeting
The co-developed and finalized meeting objectives will drive the
agenda for the walk through meeting. The walk through meeting
planning effort aids in the development and creation of the detailed
agenda and the supporting “meeting packet” to be discussed at the
meeting. The meeting packet contains the materials to be reviewed
and analyzed during the walk through meeting should be dissemi-
nated to the stakeholders prior to the meeting. As 100% participation
of the chosen attendees for the meeting duration is a critical success
factor, the meeting invitation should be released with adequate lead
time to get that participation. The final meeting packet can be sent
to the business transformation program stakeholder attendees a bit
closer to the meeting date.
Step 5: Lead the Walk Through Meeting
The program manager (or designee) for the business transforma-
tion program leads the walk through meeting. The materials dis-
patched to the attendees in advance of the meeting is reviewed and
discussed at the meeting. Any new materials that may have been
developed are also shared at the meeting. Since the right stakehold-
ers are participating and have come prepared for the walk through
meeting, the facilitator is positioned to effectively drive the meet-
ing with the help of the agenda and materials. The inputs, questions,
ideas, and concerns of the stakeholders that get raised during the
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walk through meeting need to be addressed to the extent possible
during the meeting. The meeting “parking lot” tool should capture
those items raised in the walk through meeting that need to be
worked off-line or in other meetings. The meeting notes taker docu-
ments the meeting notes including the decisions and action items.
Step 6: Complete the Post Walk Through Meeting Steps
The post walk through meeting step entails follow through on
the agreed next steps during the meeting. The meeting notes should
be compiled, reviewed for completeness and accuracy, and dissemi-
nated to the stakeholder attendees. In order to retain and build upon
the momentum resulting from the completion of a successful walk
through meeting, timely and accurate completion of the action items
resulting from the meeting is critical. The program management
team needs to be diligent in addressing the items that were put on the
meeting parking lot during the walk through meeting. The launch
and completion of a walk through meeting feedback survey by the
attended stakeholders can provide inputs to the program team on
how to further improve future walk through meetings.

LEADING LESSONS LEARNED FROM WALK THROUGHS

The pressure of market forces on organizations to constantly get better
and do more with less requires the company leadership to create a culture
of continuous improvement. Conducting formal “lessons learned” exer-
cises during the “transition to operations and close program” program
management process with multiple stakeholder groups and aggregating
the findings from all such exercises provides tremendous intelligence to
the organization. The program team analyzes these findings and develops
recommendations in working with the stakeholders and subject matter
experts. The implementation of the continuous improvement recommen-
dations on a future business transformation program positions the future
program and organization for greater business success.

The instrument portrayed in Figure 11.5 can be utilized to lead les-
sons learned exercises and realize the benefits of such exercises. The best
practice is to have the project teams perform such exercises at the project
level. Based on the nature and structure of the program, similar exercises
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Instrument for Capturing Lessons Learned

Program Name:

Project/Track Name:
Lesson
Learned

Description

Root Cause Desired  Approval to

Impact  Ranking  Category Recommendation Owner

Description Outcome  Implement

FIGURE 11.5
Learning from transformation program.

can be performed at the program level to gather insight from all program
areas. The outputs of these lessons learned drills can be consolidated
and rationalized.

The “ranking” column is the performance scale, e.g., a five-point scale
of: exceptional, went well, could have gone better, went poorly, or failed.
The category column aids in classifying the lessons learned into groups,
e.g., program charter, program plan, external resources, program scope
management, program budget, or program status reporting. An analy-
sis of these completed drills will result in common improvement themes
across projects, specific improvements for certain projects, and improve-
ments at the program level. The benefit and desired outcome from imple-
menting these improvements or recommendations should be called out to
secure approval for implementing. An owner to oversee implementation
of improvements in a future program is designated.

BUSINESS OUTCOME DELIVERY AND SUSTAINMENT

The success of a program designed and launched to transform the entire
business or a major part of the business hinges on the attainment of the
desired future state, achievement of the strategic business objectives,
and delivery of the desired business outcomes. Transformation program
leadership, sponsorship, stakeholder expectation management, rigorous
monitoring, and smooth transition to operations dictate the delivery and
sustainment of business outcomes.
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Business Outcome Delivery Analysis

. Action Plan
- " Outcome ~ Outcome Outcome  Realized vs. Plan to Close
Business ~ Outcome  Key Value o o o . for
Realization Realization Realization Expected Gaps in o
Sustaining

Owner  Target Date Status Outcome Outcome
Outcome

Objective Description Indicators

FIGURE 11.6
Program outcome delivery analysis.

Figure 11.6 exhibits a valuable tool to not only assess the initial program
success on completion of the transformation program, but to also moni-
tor the ongoing success through outcome sustainment. Strategic business
objectives and corresponding business outcomes are captured. The key
value indicators (KVIs) and the underlying value metrics associated with
each business benefit are noted. The owner accountable for targeted out-
come delivery and the time frame for outcome delivery are listed. The actual
and targeted outcome realization can be compared to identify gaps in out-
come delivery. Performance of root cause analysis will identify the actions
needed to close the gaps, and the owner accountable for outcome delivery
will drive completion of these actions.

The successful completion of a transformation program results in busi-
ness outcome delivery in the near term, but that is only a partial success.
Business outcome sustainment over time by the operations team leads to
full success. The acceptance of business change and embrace of the change
by the operations and other stakeholders will influence the delivery of
business outcomes. Often, large programs that are innovating or renewing
the business require cultural shifts to operate in the attained future state.
Ultimately, such culture shifts will drive sustainment of the business out-
comes. Performance evaluation and incentive reward systems for opera-
tional functions should be reviewed to ensure their alignment to business
outcome delivery and sustainment. The implementation of continuous
improvements based on the insights gathered from value enhancement
analysis, administration of periodic customer satisfaction surveys, and
completion of lessons learned exercises will also facilitate business out-
come delivery on an ongoing basis.
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Case Study: Strategic Initiative to Get and Stay
Compliant with Government Regulations

CONTEXT

A well established U.S.-based Fortune 500 company, which is the larg-
est health benefits solution provider, was challenged in complying
with the health plan pricing and health insurance renewal regulations
put forth by the CMS (Centers for Medicare and Medicaid Services)
regulatory body. This public company with nationwide operations had
a comprehensive health benefits solution portfolio comprising certain
niche solutions that targeted certain underserved customer segments.
The highly successful company enjoyed superior profit margins on
such niche solutions.

BuUsINESS PROBLEM OR OPPORTUNITY

The CMS formally informed the health benefits solutions company of
their intent to revoke the company’s license to sell some of these niche
market health benefit solutions within twelve months if the company
was not able to provide adequate evidence of complying with the cus-
tomer disclosure requirements surrounding health insurance pre-
mium changes and insurance policy renewals. Some of the company’s
customers had complained to the CMS about the company’s practices.
The company had been experiencing pain points in the issuance of
accurate, timely disclosures to its customers who were spread across
the nation in different states. As the nature of disclosure and the notice
period requirements varied by state and health benefits solution, and
since multiple functions were involved in the issuance process, the
complexity was high. The cross functional coordination amongst
many internal stakeholders (products, actuary, systems, compliance,
legal, enrollment, servicing, and renewal) and external stakeholders
(customer, CMS, print vendors) was needed.

SOLUTION

A formal strategic initiative was launched to evaluate and transform
the company’s operational practices and processes. A centralized
shared services group was created to plan, execute, and monitor the
disclosure requirements for all products, U.S. states, and customers.
The program team assigned to the strategic initiative developed a
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transition model to facilitate an effective transition of ownership of
the disclosure function to this central group. The engagement process
with CMS was streamlined to facilitate proactive and effective commu-
nications. The program management team partnered with functional
subject matter experts in redesigning germane business processes and
removing non value added activities by performing value enhance-
ment analysis. As part of the phase of transition model execution, the
shared services group participated in a series of training sessions and
knowledge transfer walk throughs in getting ready to execute.

BuUsINEss OUTCOMES AND BENEFITS

The health benefits solution provider furnished timely and adequate
evidence to the CMS of the actions taken and the changed business
practices that adhered to all the regulations. The business process and
systems controls to proactively detect and rectify any noncompli-
ance activity were implemented. The enhanced processes and systems
resulted in higher throughput from the print vendors and improved
internal productivity. The creation and implementation of an opera-
tions transition plan is critical to delivering business outcomes and
sustaining benefits realization.

SUMMARY

The timely roll-out of the end-to-end operations transition framework
will position the designated operations functions to move forward the
charter of the business transformation program once it ceases to exist.
The readiness of the operations team is facilitated by the development and
execution of the program transition plan, which comprises the operations
plan, training plan, and knowledge transfer plan. The value enhance-
ment analysis technique promotes operational excellence in everything
the operations group does to realize and sustain the desired business out-
comes. The pilot approach in transitioning from the program mode to an
ongoing business operations mode mitigates risks. The gradual transition
of knowledge, ownership, and responsibilities can be done through the
technique of walk throughs. The embedment of continuous improvement
practices and lessons learned exercises creates an operations environment
that will sustain the delivery of expected business outcomes.



208 o Transforming Business with Program Management

REFERENCE

PML. 2014. Pulse of the profession in-depth report: Enabling organizational change through
strategic initiatives. Newtown Square, PA: Project Management Institute. http://

www.pmi.org/~/media/PDF/Publications/Enabling-Change-Through-Strategic-
Initiatives.ashx



12

Executive Summary

A business transformation program aligns strategies and critical busi-
ness processes to create a competitive advantage through higher revenue,
higher earnings, and reduced operational costs. For organizations seeking
a competitive edge, program management is the “secret sauce” in achiev-
ing transformation program objectives, realizing program outcomes,
delivering business results, and setting the stage for ongoing benefits real-
ization. As organizations become more global and their initiatives more
complex, effective program management will be critical to achieving stra-
tegic objectives and realizing successful business outcomes.

Program management will continue to play a key role in closing the
business outcome gap. Program management is the glue that brings strat-
egy, people, process, technology, structure, and measurement dimensions
together to attain the future state expected of a transformation initiative.
Figure 12.1 depicts a holistic framework that leverages the strength of pro-
gram management in effectively integrating multiple disciplines and meth-
ods. This program management driven framework can be capitalized by
enterprises to successfully execute a complex transformation program that
delivers the future state of greater competitive advantage in the marketplace.

The following topics are revisited as an executive summary in this final
chapter of the book:

» Road map for transformation (or strategic initiative) success
« Summaries of Chapters 2-11
« Revisit of main points
o Program architecture: Bridge to implementing business strategy
« Business outcome and benefits realization life cycle management
« Program management life cycle
« Program management office and office of business transformation
« Key takeaways on program management

209
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Competitive
Advantage

FIGURE 12.1
Program management enables improved competitive positioning.

ROAD MAP FOR TRANSFORMATION
(OR STRATEGIC INITIATIVE) SUCCESS

Established program managers with highly successful track records apply
their “hard” program management skills (e.g., integration management,
scope management, cost management, and time management) as well as
their “soft” program management skills (e.g., consensus building, expec-
tation management, decision framing, coaching, and motivating) to drive
a business transformation program to success. Program managers oversee
the process of solving complex business challenges by driving end-to-end
processes, managing project managers who oversee project work streams,
and engaging with stakeholders to manage their expectations of program
outcomes.

True transformation program management—and, ultimately, program
success—is best achieved by flawless execution of the following road map:

o Success starts upfront: Describe the problem accurately (Chapter 2)
« Articulate the program vision and objectives (Chapter 3)
« Secure cross functional executive sponsorship (Chapter 4)
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+ Develop and implement a governance model (Chapter 5)

« Define success, outcomes, and key value indicators (Chapter 6)

« Invest in planning and creating an integrated approach (Chapter 7)
+ Drive strong partnership and stakeholder engagement (Chapter 8)
« Provide leadership across all levels (Chapter 9)

« Monitor aggressively and have contingencies (Chapter 10)

+ Create and implement an operations transition plan (Chapter 11)

Each of the ten components of this road map—the steps needed to make
a business transformation effort attain the future state objectives—has
been allocated a chapter in this book. Though the road map components
are strategically sequenced, the planning and execution of the road map
is an iterative exercise. Figure 12.2 presents a pictorial view of the proven
road map to drive a business transformation program to success in the
eyes of the stakeholders. The program management team needs to have
the capability (hard skills, soft skills, methods, processes, techniques, and
tools) to execute against the road map. The program management team
also utilizes the techniques in the program management tool kit to deliver
in line with the road map.

~_—

FIGURE 12.2
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Road map for transformation (or strategic initiative) success.
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Per PMI’s Pulse of Profession In-Depth Report: Navigating Complexity
(2013), which surveyed 697 project management practitioners, high-
performing organizations (those that achieve 80% or more of projects on
time, on budget, and meeting original goals) have much higher levels of
program management maturity. Some of the key program management
techniques have been expounded in this book. The following section pro-
vides an executive-level summary snapshot of each of the ten road map
components (as presented in Chapters 2-11, respectively).

SUMMARIES OF CHAPTERS 2-11

Chapter 2: Success Starts Upfront:
Describe the Problem Accurately

The program management team plays a critical role during the program
frame-up phase by ensuring that there is due diligence around business
problem definition and alignment among the stakeholders on the prob-
lem that the business transformation program will solve. The environ-
ment scanning and voice-of-customer techniques assist in identification,
definition, and validation of the business problem. Effective initial and
ongoing communications are needed to reinforce the business problem
the transformation program has been designed to solve. Clarity around
the problem statement, strategic business objectives, and desired business
outcomes is a “must have.” A common understanding and agreement of
the problem statement among the stakeholders creates an invaluable plat-
form that the program management team can further build upon as they
successfully drive the program forward.

Chapter 3: Articulate the Program Vision and Objectives

Programs that are designed to transform a business are complex and
high risk, as the magnitude of change being driven is high. As the pro-
gram management team drives forward the planning and execution of
programs, all of the stakeholders need to be cognizant of the program
vision, program strategy, and program objectives and goals. In addition to
awareness of the program vision, for true business change to happen at all
levels, there has to be a buy-in to the vision. The strategic risk of program
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execution without comprehending program vision is similar to the risk
of program execution without adequate program planning. Periodic rein-
forcement of the program vision and how the achievement of the program
objectives will benefit everyone is one of the most important critical suc-
cess factors for a transformation program.

Chapter 4: Secure Cross Functional Executive Sponsorship

The sponsorship team needs to own the transformation program and
be visibly involved. The drivers for the business transformation need to be
reinforced by the sponsors. The sponsor alignment to the program strat-
egy, vision, objectives, and outcomes needs to be evident to the program
stakeholders. Explicit periodic communication of the sponsors’ com-
mitment to the transformation program will support the cause. A cross
functional and multilevel sponsorship model is needed to authorize and
legitimize the program. The program’s value justification technique pro-
vides the fact, data, and objective based business case for the program to
keep marching ahead until the attainment of the program mission. The
proactive, upward management of the sponsor by the program manage-
ment team is key for the program team to get the continued needed sup-
port. By addressing the program barriers, the sponsorship team positions
the program team to realize the desired business outcomes expected of
the transformation program.

Chapter 5: Develop and Implement a Governance Model

For a transformation program to succeed, it is imperative to develop and
implement the governance practices sooner rather than later. A program
governance model is a combination of governing bodies, strategic control
and oversight functions, and cohesive policies that defines the consistent
management of the program throughout the program life cycle. The key
constituents of the program governance model are program organization
structure, governing body definition, roll-out of governance forums, pro-
gram accountability, escalation paths, and decision making processes.
Program governance ensures that strategic direction and program
vision are aligned, that program priorities are defined and understood,
and that decisions are aligned with the overall business objectives. A
lack of robust governance practices poses substantial risk to realizing the



214 « Transforming Business with Program Management

desired business outcomes targeted by the transformation program. The
implementation of the SMART principle facilitates governance around the
program delivering the benefits expected by key stockholders on attain-
ment of the future state.

Chapter 6: Define Success, Outcomes, and Key Value Indicators

The program manager has to ensure that the definition of program suc-
cess, the business outcomes, and the key value indicators (KVIs) to assess
program success follow the SMART principle. These need to be revisited
at key program milestones throughout the program life cycle to confirm
continued alignment. Such a proactive approach is similar to the construct
of program risks needing to be identified, mitigated, and watched from
program initiation through program closure. The importance of driving
adequate clarity upfront on what constitutes the success of a transforma-
tion program is high.

Elaboration of the expected outcomes and timing the delivery of those
outcomes are critical factors in the success of the program. Equally impor-
tant is the periodic communication and education around the definition
of a successful transformation program, targeted business outcomes,
performance improvement measurement architecture, and KVIs to all
stakeholder groups. Program management has to constantly manage
stakeholder expectations and validate that there are no deviations from
the original definition of success, the strategic criteria to judge success,
and the KVIs. The activities associated with management of the business
outcome life cycle have to be planned in the integrated transformation
program plan, and these activities have to be executed and monitored.

Chapter 7: Invest in Planning and Creating
an Integrated Approach

Based on the key transformation program planning concepts and covered
processes, one can see that program planning requires significant effort
and acumen. The five-step program architecture process establishes the
bridge between business strategy and the implementation of that strat-
egy, and successful completion of implementation results in benefits real-
ization. Program vision aligns the program to the strategic direction of
the enterprise. The output of the program architecture is the key input to
the program management life cycle. The program strategy and program
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road map drive the transformation program plan to ensure continued
alignment. The transformation program planning technique assists in
the development of a comprehensive program plan, which has numerous
component plans, including the business outcome realization plan.

The bottom up approach of creation of the project plans and higher level
aggregation of those in the program plan facilitates the buy-in of the core
program team, which does the heavy lifting throughout the program man-
agement life cycle. As the execution of the baselined integrated program
plan shifts the organization from the current to the desired future state,
the program leadership team needs to proactively ensure organizational
and individual readiness and acceptance to the strategic change. In other
words, the “people” dimension needs to be accounted for by the trans-
formation program. The incorporation of organization change manage-
ment practices throughout the program management life cycle facilitates
organization readiness and other behavioral components. An end-to-end
holistic and integrated approach will result in attainment of the future
state, accomplishment of the strategic objectives, and sustainment of the
defined business outcomes.

Chapter 8: Drive Strong Partnership
and Stakeholder Engagement

The lack of a comprehensive stakeholder engagement strategy and execu-
tion of that strategy along with the rest of the work driven by the program
management life cycle is a recipe for failure of the business transformation
program. Fusion of the organization change management plan into the over-
all program plan lays the platform for garnering stakeholder expectation
management, stakeholder engagement, and stakeholder commitment to the
transformation agenda of the program. Communication, change readiness,
training, and coaching not only enable stakeholder expectation management,
but they also support the change process in transitioning the organization,
business unit, or function from the current state to the improved future state.

One of the consistent continuous improvement themes seen in the post-
mortem exercises of completed programs is the opportunity for the pro-
gram team to better engage with the stakeholder community. The program
executive sponsor has to regularly engage with executive level stakeholders
and champion the program. For a transformation program to successfully
deliver and sustain the strategic change, the core program team has to pro-
actively and effectively partner and engage with the identified stakeholders.
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Chapter 9: Provide Leadership across All Levels

The complexity of business transformation programs requires cross
functional, cross dimensional, and cross project leadership to realize the
program vision and sustain business outcomes. The significant business
change initiated by a transformation program heavily impacts a large
number of stakeholders at different levels and affects the organization as
a whole. Leadership in analyzing and communicating the impact, rein-
forcing commitment to the needed support, and sharing the benefits of
transformation program is paramount. Leadership over the development,
implementation, and communication of a comprehensive support strategy
to counter the change impact is essential to increase the acceptance rate of
the program among the impacted parties.

Leadership behavior has to permeate through multiple levels of the
transformation program organization and not just at the level of the exec-
utive sponsor or the steering committee. Leadership on the technical and
human side is essential for the entire duration of the program management
life cycle. The office of business transformation provides an integrated
leadership model that facilitates getting the right quantum of leadership to
all of the dimensions of program management. Program leadership—or a
lack of it—can make or break a program devised to transform a business.

Chapter 10: Monitor Aggressively and Have Contingencies

Institutionalization of program controls is essential for efficient opera-
tional execution of the business transformation program and to position
the program for success. The program management life cycle process of
“monitor program delivery” interjects these controls and assists with
effective management of the strategic and tactical risks to the business
transformation program. The timely and accurate capture, analysis, and
communication of the program status to the program stakeholders aids in
timely interventions for the program to stay aligned to the plan. Actions
needed to correct the course are determined by the monitoring processes,
and implementation of the approved actions happens through the pro-
gram execution processes.

Dashboards showing the status of transformation progress at the pro-
gram and project levels are used to keep stakeholders informed of the
program’s status and manage stakeholder expectations. Monitoring of
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program milestones validates that the program timeline is in line with the
integrated program plan. Program scope validation confirms that the pro-
duced outputs are in line with the charter, and program financial tracking
ensures that budget parameters are met. The issues and risk management
tools support the implementation of the critical issues and risk manage-
ment processes. The program monitoring process drives additional value
into the business transformation program by creating opportunities for
continuous improvements. Finally, tested contingency plans mitigate the
significant risks encountered by the transformation program.

Chapter 11: Create and Implement
an Operations Transition Plan

The timely roll-out of an end-to-end operations transition framework will
position the designated operations functions to move forward the charter of
the business transformation program once it ceases to exist. The readiness
of the operations team is facilitated by the development and execution of
the operations plan, training plan, and knowledge transfer plan. The value
enhancement analysis technique promotes operational excellence in every-
thing the operations group does to realize and sustain the desired busi-
ness outcomes. The pilot approach in transitioning from program mode
to ongoing business operations mode mitigates risks. The gradual transi-
tion of knowledge, ownership, and responsibilities can be done through the
technique of walk throughs. The embedment of continuous improvement
practices and lessons learned exercises creates an operations environment
that will sustain the delivery of expected business outcomes.

REVISITATION OF MAIN POINTS

The following key themes across the various chapters are emphasized in
this section:

» Program architecture: Bridge to implementing business strategy

« Business outcome and benefits realization life cycle management
« Program management life cycle

» Program management office and office of business transformation
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Program Architecture: Bridge to Implementing Business Strategy

The enterprise vision, mission, strategy, values, and strategic objectives can
be used as the foundational elements to commence designing the transfor-
mation program. Figure 12.3 is an illustrative elaboration of the approach
the program manager takes to design the program architecture. After the
program vision has been formulated, the business problem is analyzed as
part of a current state assessment; a blueprint of the desired future state is
next developed; and finally the transformation program is designed. The
seamless integration between program architecture and program man-
agement life cycle results in the end-to-end approach to implement the
strategy to transform the business at an enterprise or business unit or
functional level based on the scope.

Business Outcome and Benefits Realization
Life Cycle Management

Program managementis the “secret sauce” to deliver business outcomesand
realize benefits as it orchestrates the process of setting clear, measurable,

Assess strategic Envision future state Design
Ph direction and architecture and transformation
35€S | current operations organizations program
e . « Develop business case for
« Evaluate ability to support « Define future business P bus
. transformation
strategy architecture . . .
« Design business operating
« Assess business processes of| | « Define future business model
Activities impacted operational areas processes « Devise technology
« Assess systems supporting « Define future technical operating model
impacted operational areas architecture + Design measurement
L . L. architecture
- Assess current organization | | « Define desired organization .
. . . s + Develop plan for enabling
including competencies capabilities N
organization change
« Capability Evaluation + Desired Business . .
- Business Process Analysis Capabilities : Program Justification
Deliverables |+ Functional and Technical + Redesigned Business : (l;usmes.s ar;l[ "l;leclhnology
Gaps in Current Systems Processes e Wit
- Organization Impact « Technical Architecture + Measurement Architecture
Analysis + Organization Model - Organization Readiness
FIGURE 12.3

Approach to designing program architecture.
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and achievable business outcomes and benefits for the program. Business
outcome modeling defines and prioritizes the business outcomes that a
transformation program is chartered to deliver. Enterprises with higher
success rates on their transformation programs do not look at strategic
objectives, business outcomes, and benefits just at the start and end of the
program. The best practice is to approach program business outcomes
and program benefits as a continuum and adopt a life cycle approach to
managing them. The life cycles for business outcome delivery and benefits
realization have to be embedded in the management life cycle of the trans-
formation program. Program management drives the end-to-end process
beginning with business outcome and benefits definition and ending with
realization and sustainment of business outcome and benefits.

Program Management Life Cycle

The completion of program architecture work triggers the commence-
ment of the program management life cycle. The program management
life cycle plans and implements the business transformation program. It
also effectively transitions the future state attained by the program to the
operations function, which will own the ongoing execution and business
outcome realization. The eight processes comprising the program man-
agement life cycle brings transformation to fruition by driving the steps
needed to transition the business from the current state to the future state.
The “develop a program road map” process crafts the phased implementa-
tion plan after working through strategic implementation scenarios and
analyzing their feasibility. The program road map to get to the desired
future transformed state typically encompasses sub-road maps, e.g., peo-
ple road map, process road map, and technology road map.

The “create the program plan” process builds out the comprehensive
transformation program plan detailing the work to be performed under
the program. The program plan brings together the six program manage-
ment dimensions, program management life cycle phases, and program
management processes. The integrated program plan enumerates a holis-
tic approach to solve the defined business problem the business transfor-
mation program owns by accounting for all the six dimensions—strategy;,
people, process, technology, structure, and measurement. Figure 12.4
exhibits the end-to-end program management model consisting of the
program architecture and the program management life cycle.
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Multi-dimensional and Integrated Program Management Model

FIGURE 12.4
Program management model: secret sauce to deliver outcomes.

Program Management Office and Office
of Business Transformation

The framework of “think-design-build-operate” can be employed to
develop and implement the structure needed to effectively plan and exe-
cute the business transformation program. The program management
office (PMO) for the transformation is the overarching structure to pro-
vide strategic execution leadership on the program. Under the leadership
of the program management team, the office of business transformation
(OBT) is structured under the transformation PMO. The OBT allows for
integration of the people, process, and technology capabilities into the
program management capabilities and practices. OBT is part of the PMO,
and it comprises the organization’s change management office, the office
of business process innovation, and the technology management office.
The PMO is a conduit for employing program management, people, pro-
cess, and technology best practices through the journey of the business
transformation program.
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KEY TAKEAWAYS ON PROGRAM MANAGEMENT

» Program management is the vehicle that enterprises use to imple-
ment business strategy and accomplish their strategic objectives,
which results in improved competitive positioning.

 Program management is the glue that brings strategy, people or human
capital, process or business operations, technology, organizational
structure, and measurement dimensions together to drive a success-
ful business transformation.

» Program management develops the program strategy, program road
map, and integrated program plan and then executes and monitors
the integrated program plan rigorously to enable the success of a
business transformation program.

+ The program management operating model, which maps the solu-
tion life cycle to the six dimensions, is a thorough framework for
defining and solving complex business problems.

+ Program leadership and program management are complementary;,
and both are needed to successfully execute strategic programs that
deliver tangible top and bottom line business results and additional
intangible benefits.

+ A program management tool kit employs techniques that enterprises
use to successfully deliver the outcomes expected of a complex, stra-
tegic, cross functional business transformation program.

» Program management well integrates the business and technology
sides in transitioning an organization from its current to its envi-
sioned future state as part of the transformation initiative.

+ Although program management is not a silver bullet, it can play a
significant role in closing the gap in stakeholder minds between the
expected and realized business outcomes.

CONCLUSION

Enterprises need to constantly innovate business models, products, ser-
vices, processes, and systems to maintain a strong competitive position
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in the marketplace. Enterprises design and launch business transforma-
tion programs to drive such innovation. The typical financial outcomes
expected in the future state attained by the transformation program are
increased revenues, improved earnings, and reduced costs. For business
transformation programs to succeed in today’s ever changing market envi-
ronment, enterprises must give renewed emphasis to the tenets of pro-
gram management.

A holistic, end-to-end program management practice is critical to make
a business transformation happen and sustain. The program management
discipline integrates and aligns the six critical dimensions (strategy, people,
process, technology, structure, and measurement) needed to transform
a business through successful completion of a transformation program.
Program management recognizes that organizational change is required
to realize and sustain the business outcomes targeted by the transforma-
tion program. The execution of the integrated program plan drives and
readies the organization to handle the business change.

Program management is a key enabler for improving the success rate of
business transformation programs. Enterprises that invest in bolstering
their program management capability and maturity levels are at a stra-
tegic advantage. Program management improves the organization’s per-
formance level and mitigates the enterprise’s risk of poor implementation
of formulated business strategies. Competencies in program management
are a powerful competitive weapon, as they enhance the strategic execu-
tion capabilities of enterprises.
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