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Foreword

This year marks the fortieth anniversary of Project Management Institute (PMI®).
In 1984, PMI launched the Project Management Professional (PMP®) credential
designed for PM Professionals. By the early 1990s there were still less than a thou-
sand credentialed PMPs. The publication of the 1996 Project Management Body
of Knowledge (PMBOK®) guide marked the beginning of the future. Still, at chat
time there were less than seven thousand PMPs worldwide. Because of the year 2000
scare, the PMP® credential became very popular with IT professionals. During this
time, AT&T decided to get all their project managers certified as PMPs in hopes of
developing a competitive advantage. Sprint and MCI quickly followed suit. Today
there are more than 325,000 PMPs worldwide. With the increased interest and
focus for organizations and businesses to perform work using project management,
it was only natural that emphasis also needed to be placed on program manage-
ment. In early 2007, PMI piloted the Program Management Professional (PgMDP®)
credential and launched it publicly in October of the same year. To date, approxi-
mately 300 people have obtained this difficult credential, with Ginger, Allen, and
me being a lucky three that have. While the number of PMP®-credentialed PMs
gains by over a thousand per month, the number of PgMPs increases by only ten
per month because of the difficulty in the requirements and completing the process
of obtaining it. However, with the growing interest in program management as
a profession unto itself, we should see an exponential increase in PgMPs over the
coming years.

I first met Dr. Ginger Levin at the 2007 PMI Congress, as she was also one of
the thirty-one successful pilot participants to receive the PgMP® credential. She has
been a leader in the field of program management education ever since, developing
and teaching a PgMP® boot camp class. Now Ginger has teamed up with Allen
Green, another respected PgMP®, to write this first-ever complete reference book
specifically for program managers. This book will most certainly be an excellent
source of information for the new to the most experienced program manager. It is
well thought out and provides a detailed step-by-step methodology for managing
a program from initiation to closure. Having received an early copy, mine is now
dog-eared and filled with small yellow Post-its on the edge to mark references. No

xi
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doubt, you will make at least one change or improvement to your program by using
this book, so consider the purchase a good small investment.
With that said, I'm honored to write the foreword for their book. Enjoy!

Jeffrey G. Hodgkinson, PMP®, PgMP®
PMO/Program Manager at Intel



Preface

Let our advance worrying become advance thinking and planning.

—Winston Churchill

Many of the most successful organizations worldwide have specific program man-
agement templates that they treat as carefully guarded trade secrets and consider
critical to their consistent success. At this writing, it is difficult to find examples of
many of the myriad documents referenced in the Project Management Institute’s
(PMI®) Standard for Program Management—Second Edition (2008), released
December 2008. When we do find roughly comparable documents here and there,
they overlap or are intended for specific situations or even atypical definitions of
project or program management. What is a practitioner supposed to do? What is
supposed to be in the various documents? How do they complement rather than
overlap each other?

This book is an attempt to lift the shroud of obscurity surrounding such docu-
ments. The templates and forms herein are examples to consider for making your
next programmatic adventure a little less reminiscent of a sequel to Raiders of the
Lost Ark. We want this book to be a liberating breath of fresh air that breaks the
writer’s block so commonly encountered in the program management process. We
feel it will also be extremely valuable to students of program management, who
forever request “go-by” templates for their work, and rightfully so.

The professions (and we dare say arts) of project and program management are
moving toward maturity and standards. PMI’s A Guide to the Project Management
Body of Knowledge—Fourth Edition (2008) and the Swmndard for Program
Management—Second Edition (2008) are already standards of the American
National Standards Institute (ANSI). Further, as we write, a current International
Organization for Standardization (ISO) effort is establishing a global standard for
project management knowledge and processes. PMI is playing a very active role in
that effort. Various organizations worldwide will likely position themselves as consis-
tent with that ISO standard. Program and portfolio management are not currently
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on the ISO radar screen, but their standardization would seem a natural next step.
We have chosen to align this book as much as possible with PMI’s Standard for
Program Management —Second Edition (2008). Included are details on many of
the elements referenced in that standard and a few additional items complementary
to those elements. It is critical to realize that, as an industry-agnostic work, the
Standard for Program Management —Second Edition (2008) must be adapted in
multiple ways when used on any specific program:

1. For the given industry and industry segment

2. For the culture and practices of a given organization

3. For the preferences of the program manager and program team

4. For the target program and its environment, considering its purpose and scale

That is a lot of adaptation! Program documents are a little like a covered dish
supper at Grandma’s house in that each planner has unique tastes. So it is that the
Standard for Program Management—Second Edition (2008) is a backbone of best
practices, which must be considered and tailored for each situation.

As just one illustration, consider the Defense Acquisition Guidebook' pub-
lished by the U.S. Department of Defense. Accommodating multi-billion-
dollar programs and having complex stakeholder relationships, many consider
that program management discipline to be completely different. In fact, it has
much in common with the Standard for Program Management —Second Edition
(2008) at its core, and several plans herein are valuable elaborations of its pre-
scribed documents.

Many program practitioners may already have commercial off-the-shelf or
homegrown systems in place that implement some of the concepts we illustrate
here. We hope this book spurs ideas for improvement of those systems as well.

So it is that your documents will likely look quite different. Bravo!

Ginger Levin, PMP®, PgMP®
Lighthouse Point, Florida

Allen R. Green, PMP®, PgMP®
Huntsville, Alabama
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Chapter 1

Introduction

Discipline is the bridge between goals and accomplishment.

—]Jim Rohn

This book is a workbook for successful program management. Success in program
management requires discipline—the kind of discipline that results in repeatability
of success. It requires appropriately complete plans, well-run meetings with mean-
ingful agendas, accurate record keeping, and general adherence to global best prac-
tices. Toward those ends, this book is a compendium of plans, forms, agendas,
registers, and procedures.

This work is specifically designed to be compatible with and in a few cases sup-
plementary to the Project Management Institute’s (PMI®) Standard for Program
Management—Second Edition (2008). Starting out to produce artifact prototypes
for all the documents mentioned therein, we found that the task proved a bit more
elusive than expected. Some artifacts have slightly different names at different loca-
tions in the standard. Some documents are explicitly enumerated in the Standard for
Program Management—Second Edition (2008), and others are more implicit—so we
have made judgments as to what to include. We have included almost all of the iden-
tifiable documents referenced in the Standard for Program Management—Second
Edition (2008). We have also kept some useful ones from prior editions (including
the Second Edition’s Exposure Draft) that are now omitted. We also added some
of our own. In a couple of instances, the Standard for Program Management—
Second Edition (2008) defers to PMI’s A Guide to the Project Management Body of
Knowledge—Fourth Edition (PMBOK®), and so do we.

This work is not intended to be a complete guide to program management.
Nor will it be useful as a supplementary study for PMI’s Program Management

1
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Professional (PgMP®) credential examination. You will need the Standard for Pro-
gram Management—Second Edition (2008) and perhaps some of the other avail-
able texts on program management. We make no assumptions about your level of
experience in program management but accept the fact that you may or may not
be new to the discipline.

Our focus is on two heretofore neglected agendas: (1) helping you apply the
Standard for Program Management—Second Edition (2008) in the successful
execution of your program on a daily basis, and (2) meeting the needs of under-
graduate and graduate students at the university level and those in short courses
in program management who may require guidance in their planning and execu-
tion exercises.

About Program Management

Although projects have been under way since the time of the pyramids, and project
management emerged as a profession in the late 1950s and early 1960s, we now
work in a project-oriented society. However, rather than having only one or two
large projects under way, organizations have hundreds of projects of various sizes
and complexities. Organizations view projects as assets and are practicing manage-
ment by projects.

The emphasis, though, now has shifted to program management.

If projects, and other ongoing work, can be grouped into a program because
they share common attributes, the organization can then realize more benefits than
if the projects were managed in a stand-alone fashion, resources can be coordinated
across projects, customer relationship management is improved, as well as supply
chain management, and greater effectiveness and efficiencies can result.

Recognizing the increasing use of programs, in 2006, PMI issued a standard
on program management, which was then updated at the end of 2008. This stan-
dard describes best practices in program management and contains a common set
of terms to best communicate globally among the various program stakeholders.
These best practices are of enormous value, as they show the importance of key
documents to initiate a program, plan it, execute and monitor and control it, and
close it.

Let’s get to work!



Chapter 2
Getting Started

In preparing for battle I have always found that plans are useless, but
planning is indispensable.

—Dwight D. Eisenhower

Planning is woefully implemented in some programs. On the other hand, in cer-
tain cultures, planning is almost an (endless) end in itself—sort of like the infa-
mous “paralysis by analysis.” Your world needs to be somewhere in between.

An important take-home message here is that, given natural and often tur-
bulent change in a program’s environment, planning in too much detail can be a
counterproductive drain on your time. Planning in too little detail, however, can
cause you to overlook things that need to be at least thought through in advance.
One of the most important program manager skills is the ability to do just the right
amount of all the right things and at the right time.

If the documents we describe are new to your organization, almost certainly the
first application will be the most difficult. Major parts of your work will become
what the Project Management Institute (PMI®) refers to as organizational process
assets. So if you are in that situation, you will be a pioneer. As they say about pio-
neers, they are the ones with the arrows in their back. That’s sort of like us perhaps,
in even daring such a work as this.

Why So Many Plans?

The seeming paradox that leads off this chapter actually makes sense! How?
During the often furious pace of a program’s lifetime, indeed things do change.
And unmanaged change is your enemy, while considered and managed change is

3
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your friend. When it occurs, your prior planning work has provided you with an
understanding of the program and proves invaluable in defining and implementing
the necessary changes.

In numerous templates that follow, organized by program management phase,
we begin in each case with a brief statement of its value, followed by a detailed
description of its contents, and then a template, ready to tailor and use.

First Steps

As in all endeavors, it is best to take advantage of preexisting assets. As pointed
out in the preface, your organization is unique. In some cases, you will need
only to reference existing standard documents for your organization. In other
cases, you may need to prepare extensive documents using ours as a starting point.
And in yet other cases, you might only need to include a paragraph as part of
another document, indicating how due consideration has been given to the mat-
ter at hand.

First, consult with your program management office, if available, or senior
management to get electronic access to any templates, forms, and standards for
program, quality, financial management, etc., and other plans that you can adapt
for your program. Depending on the program and project management maturity
of your organization, these items may be fairly easily obtained. If all else fails,
you may be able to locate suitable plans for similar programs in the past, or just
begin with the templates we provide. In some cases, you will be able to refer to
external standards by reference, so long as they are appropriately archived in your
program repository.

Next, where applicable, gather program-unique standards that your customer
requires. Being able to refer to these items may make your writing experience con-
siderably easier.



Chapter 3

The Pre-Program
Preparations Phase

Luck is what happens when preparation meets opportunity.

—Seneca

In this phase there is as yet no program—that is, a program charter does not yet
exist. In fact, the purpose of this phase is to justify or provide the business case for
the program. A description of the benefits to be achieved, a high-level business case,
the highest-level milestones, and a plan for initiation are produced here in order to
convince the organization’s program selection process to accept the effort at all, and
then as a program racher than a project.

Let’s take a look at the artifacts produced in the pre-program preparations phase.

Program Benefits Statement

The benefits statement for the program is the seminal work. Without a practical
and useful statement, there is no reason to have a program or to bother preparing
a business case for it.

%}
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Program Benefits Statement Instructions

The program benefits statement includes the following:

Purpose: A brief introductory statement defining the purpose of the benefits
statement, such as:

The program benefits statement defines the benefits for pursuing a pro-
gram by documenting exactly what will be accomplished.

Its purpose is to address the value and organizational impact of the pro-
gram. It is an iterative document prepared eatly in the program life cycle that
can be further refined as the program progresses throughout the life cycle. It
is used to initiate the program, develop the program management plan, and
monitor and control program work processes.

Objectives and success criteria: This section formalizes the benefits to be real-
ized by the program, both tangible and intangible.

Assumptions: This section lists and describes the specific program assumptions
associated with the program benefits and the potential impact of the assump-
tions should they prove to be false.

Constraints: This section lists and describes the specific program constraints
associated with the program benefits that limit the team’s options.

Interdependencies between projects in the program: This section identifies
interdependencies between the benefits in the various projects that com-
prise the program, as one project may produce benefits that then are used by
another project later in the program.

Changes: This section identifies the potential impact of program changes on
benefit outcomes.

Approvals: This section contains the written approval of the program benefits
statement by the program sponsor, the program management office, members
of the governance board, and other stakeholders.

Initial Stakeholder Identification

To be successful, you must identify in a timely fashion all those people who can
help, hurt, or perhaps even kill your program before or after its birth. You must
ultimately deal with each appropriately. Skip this step at your peril.

This is an initial cut in the list of stakeholders. It is actually referenced later
in the Standard for Program Management—Second Edition (2008) as the stake-
holder inventory, but we include it here because it is so important at program
inception. We expand this document later in this book with our stakeholder inven-
tory template.
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Initial Stakeholder Identification Instructions

The initial stakeholder identification document includes the following:

Purpose: A brief introductory statement defining the purpose of the initial
stakeholder identification, such as:

Stakeholder management is a key theme in program management.
It is necessary to identify the stakeholders who will have an inter-
est in or involvement with the program as early as possible to build
support for the program and to show with whom communication
is required.

Different stakeholders will have an interest in or influence over the pro-
gram at different times. During the pre-program preparations phase in the
life cycle, stakeholder identification begins. It then is used to support the pro-
gram brief and the business case, as it helps to build support for the program
and assists in the development of the program stakeholder management plan
and the stakeholder inventory. It also assists in the development of the overall
program management plan and the stakeholder register.

At times, programs are established because a number of the organization’s
projects involve the same stakeholders. Stakeholder involvement is a prereq-
uisite for program success.

Stakeholder definition: Different organizations will define stakeholders in dif-
ferent ways; a standard definition may be provided by a program management
office. This section states what is meant by a stakeholder, as a clear definition
is required to determine whether the relevant stakeholders are identified. Note
that the definition may be a person or group with an interest in the program,
involvement (passive or active) in the program, or influence over the program,
or that provides information to the program or is otherwise affected by the
program. Stakeholders may be internal or external to the program.

Stakeholder roles: This section defines the various roles of program stakeholders,
noting the importance of involving those stakeholders who are expected to be
more active than others throughout the program life cycle. Roles can be based
on functions to be performed, such as making program decisions, having
responsibility for a program package, providing funding, providing resources,
providing expert advice and consultation as appropriate, defining benefits and
outcomes, ensuring that customer or user requirements are met, or contribut-
ing to the outcomes. This section states the names or groups involved in each
identified role and provides contact information as appropriate.

Phases of the program life cycle: This section shows the roles, specific stake-
holders, and their expected levels of involvement in the various phases of the
program life cycle. A classification system such as high, medium, or low;
active versus passive; or positive versus negative may be used.
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Stakeholder communication methods: This section provides initial informa-
tion as to methods to communicate with each of the identified stakeholders to
obtain their support for the program. It will be further elaborated in the pro-
gram stakeholder management plan and the communications management
plan. It is included to engage those key stakeholders in initial support for
the program.

Approvals: This section contains the written approval of the initial stakeholder
identification by the program sponsor and others as appropriate.

Initial Stakeholder Identification Template

<Insert Program Name>
Initial Stakeholder Identification

Program name:

Program sponsor:

Proposed start date:

Proposed end date:

Prepared by:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of initial stakeholder identifi-
cation, such as:

Stakeholder management is a key theme in program management. It is nec-
essary to identify the stakeholders who will have an interest in or involve-
ment with the program as early as possible to build support for the program
and to show with whom communication is required.

B. STAKEHOLDER DEFINITION

This section states what is meant by a stakeholder of the program, as a clear defini-
tion is required to determine whether the relevant stakeholders are identified.



The Pre-Program Preparations Phase ® 9

C. STAKEHOLDER ROLES

This section defines the various roles of program stakeholders, noting the impor-
tance of involving those stakeholders who are expected to be more active than
others throughout the program’s life cycle. It states the names or groups involved
in each identified role and provides contact information as appropriate.

D. PHASES IN THE PROGRAM LIFE CYCLE

This section shows the role of specific stakeholders and their expected levels of
involvement in the various phases of the program life cycle.

E. STAKEHOLDER COMMUNICATIONS METHODS

This section provides initial information as to methods to communicate with each
of the identified stakeholders to obtain their support for the program.

F. APPROVALS

This section contains the approval of the initial stakeholder identification template
by the program sponsor and others as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Program sponsor

Person 1

Person 2

Person N
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Program Business Case

The program business case (Figure 3.1) is an input to the program from an external
source. It describes, among other things, the program’s cost-benefit justification.
Quite naturally, this information is important in many processes within the pro-
gram. The business case is an input to the initiate program process in the Smndard
for Program Management—Second Edition (2008).

Program Business Case Instructions

Purpose: A brief introductory statement defining the purpose of the program
business case, such as:

The program business case describes the need, feasibility, and justification
for the program.

Typically, this document is prepared by the program sponsor with input
from other key stakeholders. It may be provided by the client or the funding
organization. It serves as the mandate for the program, and it is prepared
before the program is approved, as it is the key document used in selecting the

Initiate Program

. I
Program Business Case Plan Program

Scope
Update/]\
Develo
Approved Prograrlr)l
Requirements
Change
Requests \
Establish
iti Establish Program Program
PI nitiate Financial Financial
rogram Framework Framework

Program Management Life Cycle: Pre-Program Preparations

Figure 3.1 Program business case.
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program for approval by the organization’s portfolio review board or other
decision-making body. Once approved, the program initiation phase begins.
Although the business case is prepared to initiate the program, it should
be revisited and updated as required on a regular basis to ensure that the pro-
gram continues to meet its objectives and is delivering its expected benefits.

Program strategic objectives: This section describes the expected results from
the program. It shows how these expected results complement the organiza-
tion’s strategic objectives. It states the vision or end state of the program, the
mission or why the program is important, and the values to be used in mak-
ing decisions concerning program activities. The program’s objectives must
be aligned with the organization’s strategic plan and goals.

Program benefits: A benefit is an improvement to the running of an organiza-
tion that provides utility to the organization. Benefits may be financial or non-
financial, tangible or intangible. This section describes the expected benefits
to be delivered through the program, such as to enhance existing capabilities
or develop new capabilities. It explains why it is more appropriate to manage
this initiative as a program rather than as separate projects, and describes the
types of projects that probably will be part of the program and the collective
benefits to be realized through a program management structure.

Required resources: This section provides a high-level estimate of the resources
required for the program. It includes all resources, not just human resources,
and shows why they are needed and when they will need to be available. It
highlights the value of the program against the resources that are required for
its successful implementation.

Financial analysis: This section contains the financial analysis of the program in
terms of financial indices, such as the return on investment, net present value,
and the payback period. It shows the costs to execute the program compared to
the benefits to be realized by the program. These indicators should be tracked
throughout the program. This section describes sources of program funding,
trends in labor and material costs, and contract costs as appropriate.

Internal and external influences: Programs may be initiated for a number of
reasons, and there are a wide range of internal and external influences that can
affect the program or show the reason it should be undertaken. This section
describes these influences. If it is an external program, this section states the
market demand for the program and any barriers to entry. Time-to-market
data are included in this section. In addition, these influences may affect the
execution of the program. This section describes these influences and why they
are significant to the program, as they often become program constraints.

Alternative analysis: Because of resource limitations and other constraints, it is
necessary to recognize that competing initiatives exist in the organization as
all possible projects and programs cannot be approved. This section describes
the results of alternative analyses, or “what if” analyses, to show different
approaches that could be considered in order to meet the program’s intended
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objectives. Feasibility studies may be included as well in this section. It is used
to show that initiating this program is the most effective way to meet these
objectives and deliver the expected benefits.

Program complexity: Programs are initiated because of the need for some type
of change to implement new capabilities to be used within the organization
or by customers or to enhance existing capabilities. This section describes
the complexity of this change initiative to best determine whether or not it
should be managed as a program and undertaken by the organization.

Approvals: This section contains the written approval of the program business
case by the members of the portfolio review board or similar group and any
other key stakeholders as appropriate.

Program Business Case Template

<Insert Program Name>
Program Business Case

Program name:

Program sponsor:

Proposed start date:

Proposed end date:

Date prepared:

Revision history:

Business unit:

A. PURPOSE
A brief introductory statement defining the purpose of the business case, such as:

The program business case describes the need, feasibility, and justification
for the program.

B. PROGRAM STRATEGIC OBJECTIVES

This section describes the expected results from the program and how they com-
plement the organization’s strategic objectives.
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C. PROGRAM BENEFITS

This section describes the expected benefits to be delivered by the program. It
describes why it is more appropriate to manage this initiative as a program rather
than as separate projects.

D. REQUIRED RESOURCES

This section provides a high-level estimate of the resources required for the pro-
gram. It highlights the value of the program against the resources that are required
for its successful implementation.

E. FINANCIAL ANALYSIS

This section describes the results of the financial analyses that were conducted
and describes sources of program funding, trends in labor and material costs, and
contract costs as appropriate.

F. INTERNAL AND EXTERNAL INFLUENCES

This section describes the internal and external influences that show why the pro-
gram should be undertaken and also that may affect the program if it is approved.

G. ALTERNATIVE ANALYSIS

This section describes the results of any alternative analyses that have been under-
taken to show different approaches that could be used in order to meet the pro-
gram’s intended objectives. Any feasibility studies that were undertaken can be
attached to this section.
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H. PROGRAM COMPLEXITY

This section describes the complexity of the initiative to determine whether or not
it should be managed as a program and undertaken by the organization.

I. APPROVALS

This section contains the approval of the program business case by the members
of the portfolio review board and other key stakeholders as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Portfolio review chairperson

Portfolio review board member 1

Portfolio review board member 2

Portfolio review board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Program Brief

The program brief typically is the single document that will be used to gain
approval to proceed to program initiation. The program charter will then be
the desired output of the (hopefully) subsequent program initiation phase. The
Standard for Program Management—Second Edition (2008) also uses the term pro-
gram mandate.

Program Brief Instructions

The program brief includes the following:

Purpose: A brief introductory statement defining the purpose of the program
brief, such as:

The program brief describes the importance for this program to be part
of the organization’s portfolio.
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The program brief is often the first program document that is prepared
before the program is initiated. The program sponsor typically prepares the
program brief, since he or she is the person who will provide funding for the
program, with input from other key stakeholders. A client may suggest that
the program be undertaken and may provide supporting details concerning
its importance. It serves as the document that is provided to members of
the organization’s portfolio review board or comparable group to approve the
program and to put it in the portfolio. It is followed by the program business
case, which then leads to the formal initiation process.

This template provides guidance for the generic factors that should be
included as part of the program brief, recognizing that it will be tailored,
since each organization will have different criteria that it uses to select and
prioritize programs, projects, and ongoing operations. The program brief
should address these specific criteria used by the organization.

Program importance: This section sets the stage for the remainder of the docu-
ment, as it shows the importance of the program to the organization. It pro-
vides a description of what the program is intended to achieve and why this
initiative should be managed as a program rather than as a project.

Program vision: This section contains the vision for the program or its end state
to provide more details as to what the program will achieve.

Program strategic objectives: This section states the strategic objectives of the
program and shows how each objective relates to the organization’s strategic
objectives and strategic plan. It shows how these objectives then will achieve
the program’s vision. This section also shows how this program will interface
with other programs and projects in the organization that are under way and
are part of the overall strategic initiatives.

Program benefits: A benefit is an outcome of the program, such as an improve-
ment to the overall operations of the organization or a desired product or
service for clients. This section describes the benefits of the program to the
organization and how they will be realized through the various components
of the program—projects and nonproject work.

Program scope and components: This section states the scope of the program
in terms of the products, services, and results that will be delivered in order to
realize the benefits. It describes identified components, which will comprise
the program and how they will relate to one another; often these components
already are under way as individual projects. If this is the case, this section
shows how these components, if managed as a program, will achieve more
benefits than if they were continued as individual projects. This section also
describes what is considered to be outside of the scope of the program.

Assumptions and constraints: This section states the assumptions and con-
straints that are expected to affect the proposed program. Assumptions are
those items that are considered to be true, real, or certain without any backup
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documentation, while constraints represent any milestones to be imposed on
the program or limits in terms of schedule, costs, and resources.

Program schedule: This section presents a high-level schedule of the program’s
deliverables and key milestones.

Resource requirements: This section states the resource requirements for the
program and includes all resources, not just people. It also notes when specific
resources will be required according to the high-level schedule.

Risks and issues: Various risks and issues will affect the program. This section
presents those risks and issues that may affect the program, positively or nega-
tively, and that have been identified at the time the program is proposed in
order that the organization can determine whether the level of risk is accept
able before proceeding furcher.

Stakeholder considerations: Stakeholders play a key role in any program. This
section presents a list of those stakeholders that are expected to influence the
program, positively or negatively, and others who will have an interest in the
program at certain phases in the life cycle.

Governance requirements: This section states the governance requirements for
the program as it specifies the use of a governance board or similar group
and suggests key members for this board. It states whether it is necessary to
modify existing governance procedures used in the organization for the pro-
gram and shows how the board will meet to oversee the program according to
the schedule. This section also states the governance processes at the program
level that are proposed to oversee the various components. It describes report-
ing requirements to the governance board from the program manager, and to
the program manager from component managers.

Approvals: This section contains the written approval of the program brief by
the members of the portfolio review board or similar group and any other key
stakeholders as appropriate.

Program Brief Template

<Insert Program Name>
Program Brief

Program name:

Program sponsor:

Proposed start date:

Proposed end date:

Date prepared:

Revision history:

Business unit:
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A. PURPOSE

A brief introductory statement defining the purpose of the program brief, such as:

The program brief describes the importance for this program to be part of
the organization’s portfolio.

B. PROGRAM IMPORTANCE

This section provides a description of the program and why it is important to the
organization. It also states why the initiative should be managed as a program
rather than as individual projects.

C. PROGRAM VISION

This section contains the vision for the program or its end state.

D. PROGRAM STRATEGIC OBJECTIVES

This section states the strategic objectives of the program and shows how each
objective relates to the organization’s strategic objectives and strategic plan. It
shows how these objectives will achieve the program’s vision and describes how
this proposed program relates to other programs and projects under way in the
organization.

E. PROGRAM BENEFITS

This section describes the benefits of the program to the organization and how
they will be realized through the various program components.
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F. PROGRAM SCOPE AND COMPONENTS

This section states the scope of the program in terms of the products, services, and
results to be delivered to realize benefits. It also describes what is considered to be
outside of the scope of the program.

G. ASSUMPTIONS AND CONSTRAINTS

This section describes the assumptions and constraints that are expected to affect
the proposed program.

H. PROGRAM SCHEDULE

This section presents a high-level schedule of the program’s deliverables and
key milestones.

I. RESOURCE REQUIREMENTS

This section states the resource requirements for the program and notes when they
will be required according to the high-level schedule.

J. RISKS AND ISSUES

This section presents the possible risks and issues that could affect the program,
positively or negatively, that have been identified at the time the program brief
is prepared.
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K. STAKEHOLDER CONSIDERATIONS

This section presents a list of those stakeholders that are expected to influence the
program, positively or negatively, or have an interest in its outcome.

L. GOVERNANCE REQUIREMENTS

This section states the governance requirements for the program at the program
level and also at the component level.

M. APPROVALS

This section contains the approval of the program brief by the members of the
portfolio review board and other key stakeholders as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Portfolio review chairperson

Portfolio review board member 1

Portfolio review board member 2

Portfolio review board member 3
Stakeholder 1
Stakeholder 2
Stakeholder N







Chapter 4

The Program
Initiation Phase

Without a roadmap, program execution is like flying with visual flight
ranging in a cloud. Almost certainly in the hear of the moment you’ll
veer seriously toward somewhere you had no intention of going.

—Anonymous

In his children’s book, Oh, the Places You’ll Go!,* Dr. Seuss coined program man-
agement wisdom for the ages, warning eloquently of the scary proposition of mak-
ing quick decisions “where the streets are not marked” and winding up in “weirdish
wild space” and “useless places.”

Having no use for useless places or weirdish wild space, in the program initia-
tion phase we produce a high-level road map for the program—guideposts along
the path to success. We also have our program charter, which then links the pro-
gram to the organization and its strategic goals and objectives. During this phase,
we also may need to update the business case from the pre-program preparations
phase as the program’s financial framework is established and as the program char-
ter and program road map are prepared.

Program Charter

Without a charter, the program manager has no authority to use resources and
execute the program, and in fact, the program has no right to exist. The program

21



22 ®m |mplementing Program Management: Templates for Success

charter is an output of the initiate program process in the Standard for Program
Management—Second Edition (2008).

Program Charter Instructions

The program charter is a key program document. At the time the program is
approved, it states the program vision, key objectives, expected benefits, constraints,
and assumptions. It serves to link the program to the ongoing work of the organiza-
tion. It also states the authority level of the program manager. When the program
charter is approved, the program is officially authorized. A suggested formar is:

Purpose: A brief introductory statement defining the purpose of the charter,
such as:

The program charter states the vision statement that defines the orga-
nization’s end state for the program—a vital concept for successful pro-
gram completion. It also states the program manager’s authority and
responsibility and formally authorizes the program.

Program vision: The program vision is the desired end state for the program.
It describes why that state will benefit the organization. It also describes the
outcomes required to achieve the vision.

Justification: Each program has a key set of objectives to be accomplished.
Objectives may involve the organization’s business need for the program, a
customer request, market demand, a regulation, etc. The program’s objectives
support the organization’s business plan and strategic goals. The objec-
tives should be measureable and state success criteria.

Benefits: Programs are established in order to deliver benefits that may not be
realized if projects within the program were managed on an individual basis.
Benefits enhance current capabilities or enable development of new capabili-
ties. A benefit is an outcome of actions or behaviors to provide utility to the
program’s stakeholders. It is an improvement to the running of the organi-
zation, such as increased sales, reduced costs, or decreased waste. Benefits
may be tangible (such as financial objectives) or intangible (such as customer
satisfaction or improved employee morale). Benefits should be specific, mea-
sureable, actual, realistic, and time based. This section describes the benefits
and how they are to be realized.

Program constraints: Constraints are factors that limit the options of the pro-
gram team. For example, a constraint may involve a regulatory requirement
that must be met by a certain date. Constraints typically fall into catego-
ries such as time, cost, resources, or deliverables. Constraints are expected to
change throughout the life of the program.

Program assumptions: This section describes the assumptions or any factors
that are considered to be true, real, or certain in planning the program.
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Assumptions generally involve some degree of risk. They are expected to
change throughout the life of the program.

Scope: This section describes what is within the scope of the program and what
is excluded from it. It serves as the basis to avoid possible scope creep from the
beginning of the program. It also states the various components to be part of
the program to show how they will interface and interrelate throughout the
program’s life cycle in terms of a high-level plan for these components.

Known risks and issues: This section lists any risks and issues known at this time.

Schedule: This section describes the planned length of the program and any
milestones that are known at this time.

Resource requirements: This section lists required resources, human and
other resources, for the program and the cost of each resource for later in-
depth planning.

Stakeholder issues: This section builds on the initial stakeholder identification in
the pre-program preparations phase to list any key concerns of the stakeholders
and the attitudes of the stakeholders who are expected to influence the program
and be active in it at various phases of the program life cycle. It also includes a
draft program communications management plan for these stakeholders since
active communications are required at the time of program initiation.

Governance: This section describes the program’s governance structure as well
as the governance structure for the various projects and nonproject work that
are part of the program.

High-level road map: This section presents a high-level plan to move forward
with the program and to show the order in which various other artifacts will
be prepared.

Program manager authority: The charter lists the program manager and
describes his or her authority and responsibilities, especially in terms of being
able to apply resources to the program.

Approvals: This section contains the approval of the program charter by the mem-
bers of the portfolio review board and other key stakeholders as required.

Program Charter Template

<Insert Program Name>
Program Charter

Program name:

Progam manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:




24 m |mplementing Program Management: Templates for Success

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the program charter,
such as:

The program charter states the vision statement that defines the organiza-
tion’s end state for the program to follow to successfully complete the pro-
gram. It also states the program manager’s authority and formally authorizes
the program.

B. PROGRAM VISION

This is a statement that describes the end state of the program and how it will
benefit the organization. It also describes the outcomes required to achieve the
vision.

C. JUSTIFICATION

This section states the key objectives of the program as they support the business
plan and strategic goals. Describe the objectives in measurable terms with specific
success criteria.

D. BENEFITS

This section states the expected benefits of the program to the organization and
how they are planned to be realized.
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E. CONSTRAINTS

This section states the key constraints of the program. Constraints are factors that
limit the program team’s options. They are expected to change during the life of
the program.

F. ASSUMPTIONS

This section describes the assumptions that may affect the program. They are
expected to change during the life of the program.

G. SCOPE

This section describes what is within the scope of the program and what is
excluded from it. It also states the various components to be part of the program
in terms of a high-level plan for them.

H. KNOWN RISKS AND ISSUES

This section lists any risks and issues known at this time.

1. SCHEDULE

This section describes the planned length of the program and any milestones that
are known at this time.
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J. RESOURCE REQUIREMENTS

This section lists required resources and the cost of each resource.

K. STAKEHOLDER ISSUES

This section lists any concerns of the key stakeholders who are expected to influ-
ence the program and be actively involved in it at various phases of the life cycle.
It also includes a draft program communications management plan.

L. GOVERNANCE

This section describes the program’s governance structure and the governance
structure planned for the program’s components.

M. HIGH-LEVEL ROAD MAP

This section presents a high-level plan to move forward with the program and to
show the order in which the various artifacts will be prepared.

N. PROGRAM MANAGER’S AUTHORITY

This section lists the program manager and describes his or her authority and
responsibilities.
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O. APPROVALS

This section contains the approval of the program charter by the members of the
portfolio review board and any other key stakeholders as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Portfolio review chairperson

Portfolio review board member 1

Portfolio review board member 2

Portfolio review board member 3

Stakeholder 1

Stakeholder 2

Stakeholder N

Program Road Map

Timing of major milestones is important in the selling and execution of a program.
The program road map (Figure 4.1) provides a guide or “map” through time of the
program’s scope and execution. There is considerable similarity of the program road
map to the concept of the integrated master plan in the United States Department
of Defense.? During the initiate program process, in the Standard for Program
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Figure 4.1 Program road map.
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Management—Second Edition (2008), this road map is high level in nature. It is
greatly refined later in the program, as part of the develop program management
plan process.

Program Road Map Instructions

The program road map includes the following:

Purpose: A brief introductory statement defining the purpose of the program
road map, such as:

The program road map shows, in a chronological way, the program’s
intended direction as it describes major milestones, key dependencies, the
link between the planned and prioritized work, and key decision points.

The program road map helps in program execution and management, as it
is used to assess progress in delivering benefits. It shows the program’s high-
level, overall scope and execution. It is prepared based on the program’s busi-
ness case and the organization’s strategic objectives.

Although the program road map is prepared as the program is initiated,
it is an iterative document, developed in a rolling-wave format, and should
be reviewed periodically by the program management team, other key stake-
holders, and the members of the governance board, as the work of the pro-
gram continues throughout the various phases in its life cycle, especially
when there are schedule, financial, and other program changes.

The program road map is a subsidiary document to the program manage-
ment plan and evolves with it.

Endpoint objectives: This section describes the overall objectives of the pro-
gram, especially in terms of benefits realization and ultimate benefits sustain-
ment. It describes the link between the business strategy and the planned
and prioritized work to be done in the program. It may include any needed
resources or competencies required for program success.

Key challenges and risks: This section describes the key challenges associated
with the program and the identified risks to the program. By noting these
challenges and risks as part of the road map, deviations from them then may
indicate other threats to the program or potential opportunities.

Key milestones and decision points: This section describes the key milestones
and decision points in the program. As part of the road map, the high-level,
overall scope and execution of the program are shown. These milestones and
key decision points will increase as the program ensues and as components are
completed, and others are initiated as part of the program. As decisions are
made, and as change requests from other areas cause milestones to change,
the road map may require updates.
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Program organization: This section describes the dependencies between the
program components, such as releases in a software program or stages in a
construction program. It describes when components are to be implemented
and how requests to initiate components are processed.

Supporting infrastructure: This section describes the support structure and
needed capabilities for the program, such as use of a program management office;
guidelines, procedures, and templates; facilities; and tools and techniques.

Approvals: This section contains the written approval of the program road
map by the program sponsor, program manager, program management
office, members of the governance board, and any other key stakeholders as
appropriate.

Program Road Map Template

<Insert Program Name>
Program Road Map

Program name:

Program manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the program road map,
such as:

The program road map shows, in a chronological way, the program’s
intended direction as it describes major milestones, key dependencies, the
link between the planned and prioritized work, and key decision points.
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B. ENDPOINT OBJECTIVES

This section describes the program’s overall objectives, especially in terms of
benefits realization and ultimately benefits sustainment. It describes the link
between business strategy and the planned and prioritized program work.

C. KEY CHALLENGES AND RISKS

This section describes the key challenges associated with the program and iden-
tified program risks.

D. KEY MILESTONES AND DECISION POINTS

This section describes the program’s key milestones and decision points. It also
presents the overall scope and execution of the program.

E. PROGRAM ORGANIZATION

This section describes the dependencies between the program components,
when they will be implemented, and how requests to initiate components are
processed.

F. SUPPORTING INFRASTRUCTURE

This section describes the support structure and needed capabilities for the pro-
gram, such as use of a program management office; guidelines, procedures, and
templates; facilities; and tools and techniques.
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G. APPROVALS

This section contains the approval of the program road map by the program
sponsor, program manager, program management office, members of the pro-
gram board or governance board, and other key stakeholders as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member 3

Program sponsor

Program manager

Program management office director
Stakeholder 1
Stakeholder 2
Stakeholder N







Chapter 5

The Program Setup Phase

When you don’t invest in infrastructure, you are going to pay sooner
or later.

—Mike Parker

In the program setup phase, the program infrastructure, including selection of proj-
ects to be part of the program, occurs. The high-level program road map from the
program initiation phase is morphed into a detailed program road map. Here,
the program charter is progressively elaborated to include much more detailed
information, such as budget, schedule, and indeed a complete program manage-
ment plan that describes the program’s management infrastructure as prepared.
That plan, by design, includes the tools and techniques that will eventually allow
these “living documents” to evolve with developing realities.

Benefits Realization Plan

The benefits realization plan (Figure 5.1) is the “one-stop shop” for benefits identifi-
cation, monitoring and implementation of benefits achievement, and defining them
in terms of measurable program outcomes. It is prepared in the define program
goals and objectives process in the Standard for Program Management—Second
Edition (2008).
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Figure 5.1 Benefits realization plan.

Benefits Realization Plan Instructions

The benefits realization plan includes the following:

Purpose: A brief introductory statement defining the purpose of the benefits
realization plan, such as:

The benefits realization plan assesses the value and organizational
impact of the program. It identifies the benefits to be realized from the
projects and other work of the program and ensures the benefits are
specific, measurable, attainable, realistic, and time based.

It also analyzes the impact of changes on the overall outcome of the pro-
gram and assigns roles and responsibilities to ensure the identified benefits are
actained. Although the plan is drafted eatly in the program, it is an iterative
document that should be further refined as the program progresses through
the life cycle. This plan is included in the program management plan as it
helps to determine how benefits will be realized and provides a baseline for
tracking progress and reporting variances.
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In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the benefits realization plan is noted in the benefits
management life cycle under phase two, benefits analysis and planning.
During the pre-program preparations phase in the program management life
cycle, the importance of benefits is noted along with a plan to show how pro-
gram benefits will be realized. Benefits are described in the program’s busi-
ness case as well as in the business case for each of the projects in the program.
During the program initiation process, the benefits the program is to deliver
are clarified, and the program road map, as an output of this process, shows
the linkage between program activities and expected benefits. The benefits
realization plan is an output of the define program goals and objectives pro-
cess and the plan and establish program governance structure process. The
management program benefits process uses benefits realization analysis as a
tool and technique. This plan also is an input to report performance process
and the plan program quality process.

Definition of each program benefit: This section defines each benefit in the
program—Dboth tangible and intangible. It also shows how the benefit is to be
realized. The benefits described in this section should be in line with those in
the program’s business case and the organization’s overall strategy. Benefits are
identified through interviews, brainstorming sessions, and review sessions.

Each benefit’s impact to the program’s outcomes: This section shows how
each benefit relates to the outcomes of the program. It further shows the value
of the program in terms of the benefits to be realized, and it describes the
interdependencies between the program’s benefits.

Metrics and procedures to measure benefits: In order to ensure that the pro-
gram is realizing its intended benefits, this section describes the key metrics
that will be collected, and the processes that will be used, to measure the
program benefits. Suggested metrics include scheduled time for benefits real-
ization versus actual time, extent of the benefits realized versus those planned
in the business case, impact of the realized benefit on other components of
the program, the need to change the benefits as the program progresses versus
those in the plan, the value of the benefits that were realized, the extent of the
sustainment of benefits after the program ends, and other benefits realized
that were not planned. The metrics can be used if the benefits are not real-
ized as planned in order that corrective actions can be implemented.

Roles and responsibilities for benefits realization and management: Benefits
realization and management is a team effort. This section describes specific
roles and responsibilities of the program team members to deliver final and
intermediate benefits in the program. These roles and responsibilities can be
displayed in a responsibility assignment matrix (RAM) or in a Responsible,
Accountable, Consult, Inform (RACI) chart to show whether the team mem-
ber is responsible for the benefit, should be involved in its realization in terms
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of monitoring and control, should be performing an ongoing analysis of the
program for incremental benefits to make adjustments to the benefits delivery
schedule, should be consulted as the benefit is realized, or should sign off once
the benefit has been realized.

Benefits management communications plan: Program stakeholders require
information concerning how the proposed program benefits are being real-
ized. This section describes the communications methods to be used to ensure
cach stakeholder has the information he or she requires regarding benefits
management. It also describes how benefits will be reviewed with stakehold-
ers. It discusses the preparation on a regular basis of the benefits realization
report, since this report is an output of the report performance process, and
describes the benefits realization plan versus the actual benefits delivered and
serves to monitor overall benefits delivery. The benefits management commu-
nications plan can be an appendix or section in the program’s communica-
tions management plan.

Benefits delivery schedule: All program benefits will not be realized at the
same time. Also, some projects in the program will need to integrate the ben-
efits from their projects with other projects or ongoing work of the program.
This section presents a schedule, typically in a Gantt or network chart formar,
to show the planned and actual dates for each of the identified benefits in the
program. The schedule should show the interdependencies between benefits
from the various projects in the program and the other work that is part of
the program. This schedule should be part of the program’s master schedule.

Benefits-related risks: Each benefit will have some type of risks associated with its
realization. This section describes the risks and stresses the risks that may occur
based on the component risks on benefits delivery so they can be evaluated.

Required changes to processes and systems: This section discusses new pro-
cesses and systems and those already in existence, which must be changed in
order to track and monitor benefits as they are being realized in the program.

Transition of the program into ongoing operations and benefits sustain-
ment: When the program is officially closed, the program is transitioned
into ongoing operations. This section describes how the program will tran-
sition and how the program’s benefits will be sustained. It is important to
ensure that the transition activities provide for continued management of the
benefits within the framework of the customer organization as appropriate.
Recognize that benefits management transcends the program’s life cycle and
continues into transfer and sustainment of the benefits of the program.

Approvals: This section contains the written approval of the benefits real-
ization plan by the program sponsor, program manager, program man-
agement office, members of the program board or governance board, and
other stakeholders.
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Benefits Realization Plan Template

<Insert Program Name>
Benefits Realization Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the benefits realization
plan, such as:

The benefits realization plan assesses the value and organizational impact
of the program. It identifies the benefits to be realized from the projects and
other work of the program and ensures the benefits are specific, measur-
able, attainable, realistic, and time based.

B. DEFINITION OF EACH PROGRAM BENEFIT

This section defines each benefit in the program—both tangible and intangible.
It also shows how the benefit is to be realized.

C. EACH BENEFIT’S IMPACT TO THE PROGRAM’S OUTCOMES

This section shows how each benefit relates to the outcomes of the program. It
further shows the value of the program in terms of the benefits to be realized.

37
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D. METRICS AND PROCEDURES TO MEASURE BENEFITS

This section describes the key metrics that will be collected, and the processes
that will be used to measure the program benefits.

E. ROLES AND RESPONSIBILITIES FOR BENEFITS REALIZATION
AND MANAGEMENT

This section describes specific roles and responsibilities of the program team
members to deliver the final and intermediate benefits in the program. Attach a
Responsibility Assignment Matrix (RAM) or a Responsible, Accountable, Consult,
Inform (RACI) chart as appropriate.

F. BENEFITS MANAGEMENT COMMUNICATIONS MANAGEMENT PLAN

This section describes the communications methods to be used to ensure each
stakeholder has the information he or she requires regarding benefits manage-
ment. It also describes how benefits will be reviewed with stakeholders and
describes the content of the benefits realization report.

G. BENEFITS DELIVERY SCHEDULE

This section presents a schedule, typically in a Gantt or network chart format,
to show the planned and actual dates for each of the identified benefits. The
schedule should show the interdependencies between benefits from the various
projects in the program and other work that is part of the program.
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H. BENEFITS-RELATED RISKS

This section describes the risks associated with benefits realization.

I. REQUIRED CHANGES TO PROCESSES AND SYSTEMS

This section discusses new processes and systems and those already in existence
that must be changed to handle benefits realization and management.

J. TRANSITION OF THE PROGRAM INTO ONGOING OPERATIONS
AND BENEFITS SUSTAINMENT

This section describes how the program will transition into ongoing operations
with an emphasis on how the program’s benefits will be sustained.

K. APPROVALS

This section contains the approval of the benefits realization plan by the program
sponsor, program manager, program management office, members of the pro-
gram board or governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program sponsor

Program manager

Program management office director

Governance board chairperson

Governance board member 1

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N
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Figure 5.2 Program governance plan.

Program Governance Plan

This seemingly mundane topic is one of the most prominent areas of current inter-
est due in part to legal matters surrounding accurate project reporting. Entire books
are being devoted to various aspects of governance.

When some aspect of the program threatens to get out of control, action is
required. Resulting interorganizational and intraorganizational struggles can be
divisive and counterproductive. Who has the authority to make such decisions and
how will they keep tabs on things? Of course, at times, the program manager may
be too close to the situation to know what should be done. The governance process
is the answer. Thus, the importance of preparing a governance plan (Figure 5.2)
during the plan and establish program governance structure process in the Standard
for Program Management—Second Edition (2008) is clear.

Program Governance Plan Instructions

The program governance plan includes the following:

Purpose: A brief introductory statement defining the purpose of the program
governance plan, such as:

The governance plan describes the process that will be followed to execute
the program’s governance activities. Its focus is on goals, structure, roles
and responsibilities, and overall logistics for the governance board.
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The program governance plan is a subsidiary plan to the program manage-
ment plan. Effective program governance is key to successful program man-
agement. The program governance board is the major stakeholder in every
program, to focus on benefits realization, stage gate reviews, and effective
decision making. The governance board, also known as a program board or
a steering committee in many organizations, emphasizes proactive actions
rather than the need for corrective actions. The governance board, as noted
through this plan, serves to identify, analyze, and respond to internal and
external events in the program and to change, initiate, terminate, or transi-
tion components as required. The governance plan states the process to ensure
that decisions are made in a timely manner to not impede program progress.

This plan is an iterative document and should be reviewed periodically by
the program management team and the members of the governance board,
as the work of the program continues throughout the various phases in its
life cycle.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the program governance management is an output
from the following:

B Planning and establishing governance structure process
B Program charter
B Benefits realization plan

It is an input to the following processes:

B Provide governance oversight

B Plan communications

B Identify program risks (program governance structure)

B Manage program benefits

Goals: This section describes the goals for program governance, such as the
importance of ensuring that the program remains in alignment with the orga-
nization’s strategic goals and objectives. Additionally, it ensures that interfaces
between the program with other programs, projects, and ongoing operations
within the organization are managed effectively to minimize conflicts and
maximize opportunities. Furthermore, this section discusses the role of risk
management in governance activities. Recognizing that often programs
involve alliances with other organizations, this section describes the adher-
ence to key policies, procedures, and standards as applicable.

Organizational structure: This section describes the structure of the governance
board. Existing organizational charts are used since they show accountabilities
and authority levels within the organization. Also, different programs in the orga-
nization will use different structures, meaning that the emphasis in this section
is to determine a structure that will facilitate effective program governance.
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Roles and responsibilities: This section lists the members of the governance
board and the board’s specific responsibilities. It should be noted that while
consensus is desired among the board members, it is not a prerequisite. An
executive director or a program director typically chairs the board and is
the ultimate decision maker. This individual generally is a senior manager
and provides organizational resources to the program. He or she has overall
responsibility for program success. If partner organizations are part of the
program, they should be represented on the governance board. On certain
programs, the customer may be represented. This section states the involve-
ment of the portfolio manager, business change manager, functional manag-
ers, program sponsor, program manager, director of the program management
office, project managers, and program team members as appropriate in terms
of serving as board members or in interactions with the board. This section
also describes specific accountabilities for benefits realization, communica-
tion with stakeholders, and oversight of the program and its components.

Governance decisions: This section describes the decision-making approach
the board will follow. It states how decisions will be documented and com-
municated to program stakeholders, perhaps through the use of a governance
decision register. It also describes an escalation process to follow if the board
does not feel it is empowered to make certain types of decisions. Since deci-
sions of the board impact the overall benefits delivery of the program and
strategic alignment, each member of the board should be aware of the orga-
nization’s strategic plan, vision, mission, and values.

Meeting schedule: This section presents an overview of the frequency of the
governance board’s meetings. Regularly scheduled meetings should be
shown on the program’s schedule. It also notes that meetings may be called as
needed. It describes the process to be used to conduct each meeting, includ-
ing responsibilities for handling logistics, preparing and distributing the
agenda, taking and distributing meetings, escalating issues as required, and
documenting decisions that are made. It describes others who can attend
various meetings.

Gate review requirements: Since programs typically span a longer duration
than projects and are more complex, stage gate reviews are a recommended
best practice, especially when programs have completed a phase in the life
cycle. This section states the requirements for these reviews. They serve as
go/no-go decisions. These gate reviews assist in overall program monitoring
and control to ensure that not only is the program being managed effectively
but also program components are being managed as planned. These reviews
also provide a way to assess the strategic and quality criteria, such as ensuring
that the program remains aligned with the organization’s overall strategic
direction; that program benefits are being realized as planned; that the level
of risk to the program is one that fits the organization’s overall tolerance
for risks; that variances in scope, schedule, and cost are consistent with the
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organization’s practices; and that best practices in program management con-
tinue to be followed. This section discusses what will occur at these reviews,
when they will be scheduled, the items to be covered, roles and responsibili-
ties, and measurement criteria.

Program performance review requirements: In addition to gate reviews, the
governance board typically reviews the program at various times. These reviews
concentrate on overall program performance and management. They evaluate
existing plans to see if they are effective or require changes; the program tools
and techniques that are being used, such as the program management infor-
mation system; overall performance against desired outcomes and benefits
realization; alternatives to contribute to overall program success; and whether
the existing processes and procedures remain helpful or need change.

Process to initiate, terminate, and transition components: The governance
board approves the initiation of new components to be part of the program
and determines whether a component should be terminated because it has
completed its deliverables and delivered its expected benefits or should be ter-
minated because it no longer is supportive of the program’s goals and objec-
tives. It also approves when a component should be transitioned to ongoing
operations, such as to a product or customer support group, or to the cus-
tomer when it has completed its goals and objectives and its benefits have
been realized. This section describes the process the board follows for initia-
tion, termination, and transition.

Assessment of effectiveness: On a periodic basis, it is incumbent to ensure
that the program governance plan is effective and to determine whether any
changes are required to it. It also is necessary to see whether or not the prin-
ciples set forth in this plan are being followed. This section describes how
effectiveness is determined and who is responsible for this evaluation.

Approvals: This section contains the written approval of the governance man-
agement plan by its members and any other key stakeholders as appropriate.

Program Governance Plan Template

<Insert Program Name>
Governance Management Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:
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Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the program governance
plan, such as:

The program governance plan describes the process that will be followed to
execute the program'’s governance activities. Its focus is on goals, structure,
roles and responsibilities, and overall logistics of the governance board.

B. GOALS

This section describes goals of program governance in the program such as to
ensure that the program remains aligned with the organization’s strategic goals
and objectives and that interfaces are managed effectively. It also discusses the
role of risk management in governance activities and states the importance of
adherence to key policies, procedures, and standards as applicable.

C. ORGANIZATIONAL STRUCTURE

This section describes the structure of the governance board.

D. ROLES AND RESPONSIBILITIES

This section lists the members of the governance board and specific responsi-
bilities. It describes specific accountabilities for benefits realization, stakeholder
communications, and oversight of the program and its components.
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E. GOVERNANCE DECISIONS

This section describes the decision-making approach the board will follow. It
states how decisions will be documented and communicated to stakeholders and
describes an escalation process to follow if the board does not feel it is empow-
ered to make certain types of decisions.

F. MEETING SCHEDULE

This section presents an overview of the frequency of board meetings and notes
that meetings may be called as needed. It describes the process to follow for
meeting logistics and who can attend various meetings.

G. GATE REVIEW REQUIREMENTS

This section states the requirements for program gate reviews. It describes the
purpose of these reviews and the items that are covered during each review.

H. PROGRAM PERFORMANCE REVIEW REQUIREMENTS

This section describes the process to follow for the board to review overall pro-
gram performance at various times. It discusses the objectives of these reviews.

I. PROCESS TO INITIATE, TERMINATE, AND TRANSITION COMPONENTS

This section describes the process the board follows to initiate new components
to be part of the program, to terminate existing components, and to transition
components when the work is complete and benefits have been realized.
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J. ASSESSMENT OF EFFECTIVENESS

This section describes how program governance is assessed for its effectiveness
in terms of overall delivery of program benefits and describes who is responsible
for this evaluation.

K. APPROVALS

This section contains the approval of the program governance plan by the mem-
bers of the program board or governance board, and other key stakeholders as
required.

SIGNATURES AND DATE APPROVAL OBTAINED

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member 3
Stakeholder 1
Stakeholder 2
Stakeholder N

Phase Gate Review Agenda

One of the reasons programs continue beyond their usefulness is the lack of a
systematic decision process. Phase gates occur at the end of each of the five phases
described in the Standard for Program Management—Second Edition (2008), with
a resulting go or no-go decision in the plan and establish program governance
structure process. As with any meeting, it is important to have an agenda that
ensures an orderly and thorough meeting.

Phase Gate Review Agenda Instructions

At different points in the program life cycle, phase gate reviews will be held as
described in the program’s governance management plan. They may result from a
formal submission of a gate review decision request, an input to the provide gover-
nance oversight process in the Project Management Institute’s Standard for Program
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Management—Second Edition (2008). These meetings are used for decisions to
move from one gate in the program management life cycle to another and to assess
progress against specific criteria. They serve as go/no-go decisions to move to the
next phase in the life cycle and to confirm that generally accepted best practices
have been followed.

An agenda for these reviews is as follows:

PARTICIPANTS (NAMES/ORGANIZATION)

Date:

Time:

Place:

Program overview: The program manager presents a brief overview of the pro-
gram as to why the program was undertaken and where it stands in the program
management life cycle. The purpose is to enable participants to ask questions
to see that objectives of the program and its components are still in alignment
with the organization’s strategic objectives.

Deliverables completed: The program manager describes the status of any com-
pleted deliverables. This section describes the program management processes
that are being followed so participants can ask questions to ensure that best
practices are being used.

Benefits realized: The program manager describes the status of the program
benefits that have been realized to date. The purpose is to enable participants
to determine if the benefits are being realized as stated in the benefits realiza-
tion plan and are ones that support the program’s business case.

Exit criteria satisfaction: The program manager describes the exit criteria for the
previous phase and how it has been satisfied.

Risks: The program manager presents an overview of the risks that have affected
the program since the last meeting or are expected to affect the program dur-
ing the next phase in the life cycle. The purpose is to enable participants to
ask questions to determine if the level of tolerance for risks is acceptable to the
members of the governance board and the organization.

Expected date of the next meeting: The program manager states when he or she
expects the next meeting will be held for planning purposes.

Decisions: This section documents the decisions made during this review.

SIGNATURES OF PARTICIPANTS

Governance board chairperson

Board member 1

Board member 2

Board member N




48 ®m [mplementing Program Management: Templates for Success

Program Review Agenda

In addition to the phase gate reviews, it is also useful to hold program reviews. The
Standard for Program Management—Second Edition (2008) refers to these meet-
ings as “periodic health checks,” and they are also in the plan and establish program
governance structure process. Clearly, these review meetings need to be conducted
during longer phases on longer programs but are less formal. These reviews also
need an agenda for an orderly and thorough meeting.

Program Review Agenda Instructions

Atdifferent points in the program life cycle, program reviews will be held as described
in the program’s governance management plan. These meetings are used in addi-
tion to phase gate reviews to assess overall program performance against outcomes
and expected benefits and to determine if any preventive or corrective actions are
needed. Also, since the phases in the life cycle may be long for many programs, these
reviews provide a way to assess progress on a more frequent basis and keep the mem-
bers of the governance board involved in the program to evaluate performance and
to see if best practices are being followed. The program manager uses these reviews
to focus on areas in the program rather than specifics and to describe overall status,
concerns, and issues. The program manager also can use these reviews to discuss
any alternatives with the governance board to improve opportunities for overall
program success. Since these reviews are not go/no-go decisions, they generally are
viewed in a more positive way and are conducted in a more informal manner.
An agenda for these reviews is as follows:

PARTICIPANTS (NAMES/ORGANIZATION)

Date:

Time:

Place:

Program overview: The program manager presents a brief high-level overview as
to why the program was undertaken and where it stands in the program man-
agement life cycle. He or she should remind participants when the last phase
gate review and program review were held. Participants can ask questions to
see that objectives of the program and its components are still in alignment
with the organization’s strategic objectives and to see whether the business
case requires revision.

Status of milestones and deliverables: The program manager describes the status
of completed deliverables and those that are expected to be completed in the
near future as well as the status of key milestones. Participants can ask ques-
tions about the status of upcoming milestones and deliverables to see whether
the schedule management plan is being followed and whether the schedule
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requires updating. They also can address customer satisfaction concerns, if any,
and can see if the scope management plan is being followed.

Benefits status: The program manager describes the status of the program benefits
that have been realized to date and are coming in the near future. Participants
can ask questions to determine if the benefits are being realized as stated in the
benefits realization plan and are ones that support the program’s business case.
They also can assess whether the benefits are ones that can be sustained.

Resource status: The program manager describes resource use in the program and
whether additional resources are required or if any dedicated resources can be
released. The program manager describes whether there are any problems in
obtaining resources as agreed upon to support the program. Participants can
ask questions to see that the program resource plan is being followed and to
determine whether changes are required to the program manager’s charter.

Component status: The program manager states whether any components have
been transitioned to the customer or to ongoing operations and whether any
new components are being added to the program. Participants can ask ques-
tions to see that closeout has occurred according to plans and that benefits are
being sustained or, if components are being added, whether the program docu-
mentation is being updated. They can see if the program road map remains
valid and if the architecture plan is being followed.

Budget status: The program manager provides an overview of the budget and
discusses key earned value performance metrics, if earned value management
is being used. Participants can ask questions to see that the financial plan is
being followed.

Change request status: The program manager states the number of change
requests that have been received and analyzed and explains whether those
that have been approved have been implemented. The purpose is not only to
describe the number of change requests to date but to enable participants
to see that the change request process is being followed and to identify any
items of concern that may affect future program performance.

Issue status: The program manager provides an overview of the status of issues
on the program issues register. Participants then can ensure that the program
issues register is being used and can ask questions about outstanding issues
affecting the program.

Stakeholder communications: The program manager uses the communications
log and discusses communications with stakeholders to show the frequency
of communication and to discuss any issues. He or she also describes other
requests for information from stakeholders and whether these requests have
led to the need to issue any other formal reports. Participants can ask questions
to see that the program communications management plan and the program
stakeholder management plan are being followed and can address any out-
standing issues regarding program stakeholder management.

Risks: The program manager presents an overview of the risks that have affected
the program since the last meeting or are expected to affect the program in the
near future using the risk register. Participants can ask questions to determine if
the level of tolerance for risks is acceptable and to see that the risk management
plan and the risk response plan are being followed. They can check on possible
opportunities that have been identified and how they are being maximized.

Contract status: The program manager provides an overview of the contractor/
supplier status. He or she describes completed deliverables, any issues, whether
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agreements and contract terms and conditions are being followed, and the
need for additional contracts in other areas. Participants can ask questions to
see that the procurement management plan and contracts management plan
are being followed.

Lessons learned: The program manager discusses lessons learned in the program
to date using the lessons learned log. Participants can ask questions to see
if program management processes and procedures require change, are being
used as intended, and are adding value to the program. They also may see
opportunities to leverage these lessons learned to other programs and projects
under way in the organization or to transfer knowledge assets from other areas
to this program. The emphasis during this part of the review is to review these
lessons learned to improve overall program success.

Additional comments: The program manager provides additional comments about
the program, and participants ask questions in other areas as appropriate.

Expected date of the next meeting: The program manager states when he or she
expects the next meeting will be held for planning purposes.

Decisions: This section documents any decisions made during this review.

SIGNATURES OF PARTICIPANTS

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member 3
Stakeholder 1
Stakeholder 2
Stakeholder 3

Issue Escalation Process

Questions surrounding unplanned occurrences must be referred to the program
from its components (projects and other work), and from the program to organi-
zational executive management. Seasoned program managers know when it is and
when it is not important to make those referrals and how to do them properly. This
is the purview of the issue escalation process noted in the plan and establish program
governance structure process in the Standard for Program Management—Second
Edition (2008). The issue escalation process is established as a planning process and
then is used as the program is executed and monitored and controlled.

Issue Escalation Process Instructions

Purpose: Each program will have issues, or unplanned events, actions, or disputes
that may impact program areas and that will need resolution, following the
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program’s governance plan and using the program issues register or log. One
of the program manager’s responsibilities is to resolve these issues that are esca-
lated from program components through a synergistic approach to enable the
program’s benefits to be realized. It is also a key part of the program charter
and program management plan to describe the identified risks and issues at the
beginning of the program so they do not turn into problems later during execu-
tion. Additionally, identifying and managing issues is a major part of program
integration management, as defined in the Standard for Program Management
—Second Edition (2008), to anticipate issues and manage them effectively.

An issue resolution process can facilitate the steps to follow when there are
issues that cannot be resolved by a component manager, a team member, or
the program manager. It is important to recognize that issues may affect any
aspect of the program.

In the Standard for Program Management —Second Edition (2008), this
issue escalation process is an output of the plan and establish program gover-
nance structure process.

This document describes an issue escalation process to follow:

1. Set up the program issues register at the beginning of the program,
even though it is an output of the direct and manage program execu-
tion process in the Standard for Program Management—Second Edition
(2008). Use the program issues register to identify the issue and to track
it throughout the process. Assign a number to the issue and link it to the
program work breakdown structure (PWBS) number. Those issues noted
in the program brief and in the program charter should be added to the
program issues register once the program is officially initiated.

2. Determine if a change request is required for the issue, and if so, have
someone on the program management team prepare it. Ideally, the change
request should be prepared by the person who first identified the issue.

3. Determine the issue’s priority and identify someone on the program
management team who will be responsible for tracking the progress of
the issue through its resolution and subsequent implementation. Often,
the program management office handles the issue log for the program.

4. Determine whether a feasibility study may be required to help analyze
the issue and determine the most appropriate way to resolve it, and if so,
identify a program management team member to conduct this study and
prepare a plan for it so it can be completed in a timely manner. Use this
feasibility study as part of the overall issue analysis process to determine if
additional funding is required for the issue resolution process or to imple-
ment corrective action.

5. Inform the governance board that an issue has been identified through
a regularly scheduled status report or by other means if it is an issue
that has been identified to have a major impact on the program or
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10.

11.

12.

13.

14.
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the organization, in case it cannot be resolved by the program manager.
The governance board should be informed as soon as possible following
the information distribution process in case a special meeting may need
to be held to resolve the issue.

Review the program manager’s charter to see if he or she has the authority
to resolve the issue. Typical resolution methods are to accept the issue and
not require other change or to change the program management plan
and other associated documents because of the issue. The issue escala-
tion process and the people to be involved typically are covered in the
program communications management plan.

Determine the stakeholders that will be affected by the issue and engage
them as appropriate in the issue resolution process. Identify possible
stakeholders who may be affected by reviewing the type of issue as noted
in the program issues register. Update the stakeholder register accord-
ingly to ensure all stakeholder concerns have been addressed.

If the program manager cannot resolve the issue effectively, escalate it to
the governance board for resolution. Even if the program manager has the
authority to resolve the issue, it may be one that affects other programs or
projects or the entire organization, so the program manager may decide
to involve the governance board because of the issue’s scope and impact.
If the issue is escalated to the governance board, the program manager
should describe the importance of the issue. It may be appropriate to have
a member of the program management team, or someone from the pro-
gram management office, to facilitate the meeting so a decision concern-
ing the issue can be made quickly and to see that the governance board
member’s questions are answered during the meeting. The program man-
ager then should communicate the resolution of the issue after the meet-
ing to affected stakeholders, and the team member responsible for the
program issues register should note the decision in the issue register.
Ensure that once a resolution for the issue has been determined that cor-
rective actions are taken. Also determine whether preventive actions are
required so the issue does not surface in the future.

Document the issue and its resolution as part of the lessons learned register.
In the next meeting with the governance board, state that the issue has
been resolved and the corrective actions that have been taken. Note that
it is part of the lessons learned register in case there are other projects or
programs under way that could benefit from learning about this issue and
its resolution.

In astatus report that is distributed to stakeholders and members of the gov-
ernance board, state that the issue was resolved and describe its resolution.
Ensure that as part of the transition plan after the program is officially
closed, there is customer support in case a comparable issue arises later
after the program deliverables are completed.
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Audit Plan

Audits can be conducted by elements internal to the program or external to it. In
contrast to meetings where progress and status are reported, audits focus more on
the supporting data and record keeping. The objectives and timing of audits are
laid out in the audit plan (Figure 5.3), described in the plan and establish program
governance structure process in the Swndard for Program Management—Second
Edition (2008).

Audit Plan Instructions

The audit plan includes the following:

Purpose: A brief introductory statement defining the purpose of the audit plan,
such as:

The audit plan describes the process that will be followed to periodically
review the overall performance of the program at all levels to enhance
effectiveness and ensure that the program benefits are being delivered as
set forth in the benefits realization plan and that the program is being
executed as stated in the program management plan.

Audits are common in programs. They are necessary for a number of rea-
sons and should be viewed in a positive manner rather than as necessary
for compliance or for pinpointing specific problems and associating them to
specific individuals.

Plan and
Establish
Program .
Gorogram \ / Audit Report
Audit Plan
Program Update to the
Schedule Updates to Program
the Plan Management Plan
and Audit plan
Approved
Audit Report Monitor and Track
Recommendations
Change
Requests

Program Management Life Cycle: Program Setup

Figure 5.3 Audit plan.
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Audits may be internal or external. Ideally, the program manager
should request internal audits at various times in the program and should
establish a process so that everyone on the team views the auditors in a
positive way, with the audit results then used to improve the program’s
overall effectiveness.

This plan is an iterative document and should be reviewed periodically by
the program management team and other key stakeholders, especially the
members of the governance board, as the work of the program continues
throughout the various phases in its life cycle. It also should be reviewed after
each audit is conducted.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the audit plan is an output of the plan and establish
program governance structure process and is an input to the plan for audits
process. The audit plan is a subsidiary plan to the overall program manage-
ment plan.

Goals: This section states the goals for program audits. Examples are to examine
the financial status of the program; to review the effectiveness of the program
management processes, procedures, and guidelines that are being used; to
determine whether or not there is compliance with specific standards and reg-
ulations; and to assess whether there may be evidence of fraud or mismanage-
ment. The specifics of each program dictate the various types of audits that
may be required; however, each program on a periodic basis should conduct
audits to assess overall program management effectiveness and to determine
whether changes in procedures, processes, and guidelines are needed to help
ensure overall program success.

Roles and responsibilities: This section describes the roles and responsibilities
of the program management team and other key stakeholders in preparing
for an audit and during an audit. While the auditors, whether internal or
external, will prepare a plan for the audit, the program manager and other
members of the program management team will also need to plan for the
audit and participate in the audit. A number of people on the team and other
stakeholders may need to be interviewed, and the program manager will need
to ensure that the auditors have access to program documentation. The pro-
gram manager should set the stage for the audit with the team to promote
an atmosphere of cooperation. Everyone on the team should view the results
of the audit as ones that can improve overall program effectiveness. The pro-
gram manager must serve as the facilitator for the auditors.

Schedule: This section presents the schedule for program audits. Although
some audits will occur on a random basis and cannot be scheduled, others
can be part of the program master schedule. The program manager ideally
should request audits at certain times for a self-assessment during the pro-
gram’s life cycle, such as at key milestones in the program, at the end of a
phase gate review, or before a scheduled program review to help prepare for
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such reviews and to have other suggestions to note to the board during these
review meetings.

Audit results: The auditors, whether internal or external, will present a report
that documents the results and gives recommendations. This section describes
how these audit results will be documented and made available to key stake-
holders. Ideally, a practice of “no secrets” will be followed. This means that
the results should be available in an easily accessible format so every stake-
holder, especially those on the program management team, can review the
suggested recommendations. This section also describes how the program
management team will implement the suggested recommendations. Some
recommendations may be mandatory, especially if the audit is conducted to
determine compliance with regulations or standards. If the program manage-
ment team believes it cannot implement a mandatory recommendation, this
section describes the process to request a waiver. It also states the process to
follow if the program management team wants to implement a recommenda-
tion at a different time than specified in the audit report. The program man-
ager may need to escalate these requests to the governance board for approval.
Additionally, this section describes the process to update other plans and
documents as needed based on the findings and recommendations in the
audit report. Each recommendation will require a change request and should
be handled through the program’s change control system.

Monitoring and tracking: This section describes the approach the program
management team will use to monitor and track the implementation of the
recommendations from each audit. It describes the use of a log or register to
assist in this process. In subsequent audits, this log then can be provided
to the auditors.

Approvals: This section contains the written approval of the audit plan by the
program sponsor, program manager, program management office, members
of the program board or governance board, and any other key stakeholders
as appropriate.

Audit Plan Template

<Insert Program Name>
Audit Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:
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Program no.:

Revision history:

Business unit:

A. PURPOSE
A brief introductory statement defining the purpose of the audit plan, such as:

The audit plan describes the process that will be followed to periodically
review the overall performance of the program at all levels to enhance
effectiveness and ensure that the program benefits are being delivered as set
forth in the benefits realization plan and that the program is being executed
as stated in the program management plan.

B. GOALS

This section states the goals for the audits.

C. ROLES AND RESPONSIBILITIES

This section describes the roles and responsibilities of the program management
team and other key stakeholders in preparing for an audit and during an audit.

D. SCHEDULE

This section presents a schedule for program audits, even though some will
occur on a random basis.

E. AUDIT RESULTS

This section describes how the audit results will be documented and made avail-
able to program stakeholders. It describes a process that the program manage-
ment team will follow if the team believes a mandatory recommendation from
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an audit cannot be implemented or can be implemented but at a later time than
that recommended. It describes the process to update plans and other docu-
ments as needed based on the audit findings and recommendations.

F. MONITORING AND TRACKING

This section describes the approach the program management team will use to
monitor and track the implementation of the recommendations from each audit.

G. APPROVALS

This section contains the approval of the audit plan by the program sponsor,
program manager, program management office, members of the program board
or governance board, and other key stakeholders as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Change Management Plan

According to the Standard for Program Management—Second Edition (2008),
program managers accept and embrace change—more so than project managers.
Change is inevitable. Success requires control of change and, where that is not pos-
sible or desirable, adaptation to it. A change management plan is a guidebook to
make this happen.
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Change Management Plan Instructions

The change management plan will include the following:

Purpose: A brief introductory statement defining the purpose of the change
management plan, such as:

The change management plan describes the processes and procedures
to influence and manage program changes. It outlines the approaches to
follow when there is a program change and assesses its impact on the
overall program.

It also analyzes the impact of changes on the overall outcome of the pro-
gram and assigns roles and responsibilities to ensure the impact of the change is
assessed accordingly, especially since each program involves changes. It focuses
on factors that may influence program change to maximize them for the ben-
efits of the program. It helps to coordinate changes across the program.

Although the plan is drafted early in the program, it is an iterative document
that should be further refined as the work of the program continues throughout
the various phases in its life cycle. It involves redirecting or modifying the pro-
gram as required based on changes that do in fact occur. It identifies standard
change process information used within the organization as well as program-
specific information. It should be provided to all program stakeholders.

Definition of the change process: This section describes the change process
to be followed in the program. It differentiates between program changes
and product/services changes accordingly but integrates the product/services
changes into the overall plan. It notes that changes may be either internal
to the program or external to it. It identifies the key stakeholders who may
be involved and the communication process to follow. It describes how the
program manager must communicate the importance of changes to affected
stakeholders. The program manager must plan for change, provide resources
and support for changes, monitor and track changes, provide feedback on
changes to stakeholders, and manage any issues stakeholders may have with
each change. It states that changes may be approved, deferred, or rejected; the
priority of the change; and its severity in terms of the program. It describes
the specific roles and responsibilities of the program stakeholders regarding
change management.

Change type: This section shows the types of changes that may occur in the
program. Some changes may be mandatory, while others are ones that may
benefit the program or may clarify an existing requirement. Regardless, dif-
ferent types of changes will then require different levels of detail to be pro-
vided concerning the change, and will require different approval conditions.
Some changes will involve more risks than others. The type of change also
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may impact other program documents that may require modification if the
change is approved and implemented.

Identification of controlled/configuration items: This section describes the
controlled items in the program, sometimes referred to as configuration items.
The emphasis of the identification of these items to be controlled should focus
on physical items, documents, forms, and records. They are items that may be
legal and regulatory requirements, health and safety guidelines, ones that are
sent to contractors, ones that have an impact on the process or deliverables that
are outside of the current program, and ones that involve the program’s deliv-
erables. For example, certain program artifacts, such as the program charter,
program work breakdown structure, program management plan, approved
schedule, approved budget, risk register, metrics, and contracts, are examples
of possible controlled items or configuration items that require control. Each
configuration item should be uniquely identified for control, processing, and
tracking. Ideally, the configuration item should be linked to the program
work breakdown structure program package identification number.

Change evaluation and approval processes and procedures: This section
describes how a change request is to be used, how the change request will be
analyzed, how decisions will be made based on the change impact analysis,
and metrics to be reported as to the impact of the change. It notes the impor-
tance of documenting all change requests. It also describes how notifications
to stakeholders regarding the disposition of the change will be made, states
the process to implement the approved changes, and verifies that the imple-
mentation has occurred.

Change control: This section describes the process to be followed for change
control. It explains how the change management process is integrated with
the program management information system. It notes the importance of a
full audit trail and reporting of the status of change requests. It describes how
specific change control systems, such as those for contracts or cost, are part of
an integrated change control system across the program.

Change status accounting and metrics: This section describes how informa-
tion about the changes is communicated and actions are validated. It serves
as a feedback mechanism for the overall program change management pro-
cess. It describes the process to follow to acquire and enter information about
the change into the appropriate repository. It also provides the data through
established metrics to validate if the approved changes have been consistent
with the program’s objectives and can be tracked to its scope and evolution.
The status of approved changes is tracked to inform the program manager
and other stakeholders about the results of an approved change. Metrics
are part of the change management plan and include items such as what
was changed, when it was changed, what impact it has on the previously
captured data and potential effects of new data, and the impact on other
related programs and projects. The purpose is to assist the program manager
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in identifying trends in the productivity of implementing various changes,
determine if estimating techniques are still valid, track customer satisfaction,
and track rework. The metrics should be ones that are analyzed and used to
facilitate communication across the program. Ad hoc and periodic reports to
be prepared for stakeholders are included in this section.

Change verification and audits: This verification process of this section ensures
the program change management goals are achieved through a systematic
comparison of requirements with the initial, interim, and final results. The
audit process of this section ensures the program configuration items have
been handled according to their defined documentation. The actual process
used is compared to the documented process to uncover any deficiencies or
areas for improvement. This section also describes how results from the audits
will be communicated to program stakeholders.

Approvals: This section contains the written approval of the change management
plan by the program sponsor, program manager, program management office,
members of the program board or governance board, and other stakeholders.

Change Management Plan Template

<Insert Program Name>
Change Management Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the change management
plan, such as:

The change management plan describes the processes and procedures to
influence and manage program changes. It outlines the approaches to fol-
low when there is a program change and assesses its impact on the over-
all program.
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B. DEFINITION OF THE CHANGE PROCESS

This section defines the change process to be followed in the program. It notes
the different changes that may affect the program, the key stakeholders and
communications processes to follow, the disposition of changes, the priority of
changes, and the roles and responsibilities of the stakeholders.

C. CHANGE TYPE

This section shows the types of changes that may occur in the program. It
explains that based on the types of changes, different levels of detail to be
provided concerning the change will be required as well as different approval
requirements. The section also states the effect of the type of change on the
impact of other program documents if the change is approved and implemented.

D. IDENTIFICATION OF CONTROLLED/CONFIGURATION ITEMS

This section describes the controlled items in the program or configuration items.
Each one should be uniquely identified for control, processing, and tracking.

E. CHANGE EVALUATION AND APPROVAL PROCESSES AND PROCEDURES

This section describes how a change request is to be used, how it will be
analyzed, how decisions will be made based on the analysis, and how metrics
will be reported. It also includes how notifications to stakeholders concerning
the disposition of the change request will be made, the process to implement
approved changes, and the process to verify that implementation has occurred.
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F. CHANGE CONTROL

This section describes the process to be followed for change control and explains
how the change management process is integrated with the program manage-
ment information system. It notes the importance of a full audit trail and report-
ing on the status of change requests.

G. CHANGE STATUS ACCOUNTING AND METRICS

This section describes how information about changes is communicated and
actions are validated. It describes the process to follow to acquire and enter
information about the change into the appropriate repository and provides data
through established metrics to validate if the approved changes are consistent
with the program’s objectives and can be tracked to its scope and evolution. The
metrics to be collected are described in this section as well as various ad hoc
and periodic reports to be prepared.

H. CHANGE VERIFICATION AND AUDITS

This verification part of this section states how the program change management
goals have been achieved through a systematic comparison of requirements with
the initial, interim, and final results. The audit part of this section states that the
program configuration items have been handled as planned and compares the
actual process used to the documented process. It also describes how results
from the audits will be communicated to stakeholders.

1. APPROVALS

This section contains the approval of the change management plan by the pro-
gram sponsor, program manager, program management office, members of the
program board or governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director
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Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Program Scope Management Plan

Just as the program scope statement defines the extents and boundaries within
which to manage the program, the program scope management plan defines how
to prepare and manage the program scope statement. It also is developed in the
plan program scope process in the Standard for Program Management—Second
Edition (2008).

Program Scope Management Plan Instructions

The scope management plan will include the following:

Purpose: A brief introductory statement defining the purpose of the scope man-
agement plan, such as:

The scope management plan describes the process of managing scope
throughout the program.

This plan describes the process to follow to develop a detailed program
scope statement, the program work breakdown structure (PWBS), and the
approach to follow for effective scope change control. It also sets forth the rela-
tionship between product scope and program scope as it serves to identify the
process and activities to produce deliverables and benefits to achieve program
goals. This plan then is used to define the program’s goals and objectives.

In the Project Management Institute’s Smndard for Program Managementr—
Second Edition (2008), the scope management plan is an output of plan program
scope process. It is an input to the define program goals and objectives process.

Product scope and program scope: This section states the difference between
product scope and program scope. It recognizes that product scope involves
the features and functions that characterize the products, services, and results
of the program, while program scope describes the work required to deliver
a major product, service, or benefit. Separate processes may be needed for
product scope and program scope, which would be stated in this section. This
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section notes that completion of product scope is measured against program
requirements, while completion of program scope is measured according to
the program management plan and the benefits realization plan.

Expected stability of the scope of the program: This section describes the
expected stability of the scope of the program based on information from
program stakeholders. The stakeholder register, and its accompanying analy-
sis, is reviewed and analyzed, and stakeholders are contacted to define and
prioritize their requirements and to obtain inputs concerning program scope
acceptance. Program deliverable acceptance criteria are defined in this section
for use in determining the overall stability of the scope of the program.

Scope statement development process: This section describes the process to
follow to develop the scope statement for the program. A detailed program
scope statement s critical to program success. The scope statement addresses
the vision, range, capacity, and extent of the program endeavor. It serves to
provide a common understanding of the program’s scope by the stakeholders,
as it establishes the direction to be taken and the essential aspects of the pro-
gram to be accomplished. The process notes appropriate policies, procedures,
and templates, which may be helpful in the development of the scope state-
ment. It also describes tools and techniques to be used in the development of
the scope statement, such as expert judgment, interviews, focus groups, and
customer acceptance reviews.

Program work breakdown structure development process: This section
describes the process to follow to develop the PWBS. The PWBS provides
the framework for organizing and managing the work in the program. The
objective is to structure the work in order that future activities and scope are
easily managed. This section notes specific PWBS templates that may be con-
sidered, the use of expert judgment, lessons learned from previous programs,
the various options to consider in program management in order that there is
a balance between program deliverables and business objectives, the roles and
level of involvement of specific individuals in the ownership of key activities,
and methods to verify that the level of decomposition desired is necessary
and sufficient.

Program scope change control process: This section describes the methods
to use to identify program scope changes. The classification of these changes
also is included in this section to determine the types of changes that the pro-
gram manager can approve and others that need escalation to the program
governance board. It also describes the process to follow to manage scope so
scope creep does not occur, and states how program scope changes will be
integrated into the overall program. Specific configuration management tools
to be used are stated in this section to be able to monitor change control while
enhancing organizational control so there is consistent documentation and
product versions throughout the program.
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Approvals: This section contains the written approval of the scope management
plan by the program sponsor, program manager, program management office,
members of the program board or governance board, and other stakeholders.

Scope Management Plan Template

<Insert Program Name>
Scope Management Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the scope management
plan, such as:

The scope management plan describes the process of managing scope
throughout the program.

B. PRODUCT SCOPE AND PROGRAM SCOPE

This section states the difference between product scope and program scope.

It describes how product scope and program scope are measured and states
whether there is a need for separate processes to be used for product scope and
program scope.
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C. EXPECTED STABILITY OF THE SCOPE OF THE PROGRAM

This section describes the expected stability of the scope of the program based
on information from program stakeholders. It defines program deliverable accep-
tance criteria as part of this process.

D. SCOPE STATEMENT DEVELOPMENT PROCESS

This section describes the process to follow to develop the scope statement for
the program. It notes appropriate policies, procedures, and templates that may
be helpful in the development of the scope statement and describes specific
tools and techniques that will be used.

E. PROGRAM WORK BREAKDOWN STRUCTURE DEVELOPMENT PROCESS

This section describes the process to follow to develop the PWBS. It notes the
tools and techniques to be used, and the methods to verify that the level of
decomposition desired is necessary and sufficient.

F. PROGRAM SCOPE CHANGE CONTROL PROCESS

This section describes the methods to use to identify program scope changes. It
includes how changes are classified and the process to follow to manage scope
so scope creep does not occur. It states how program scope changes will be
integrated into the overall program. It also describes specific configuration man-
agement tools to be used.

G. APPROVALS

This section contains the approval of the scope management plan by the pro-
gram sponsor, program manager, program management office, members of the
governance board, and other key stakeholders.
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SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Program Scope Statement

Programs often fail because they do too many things in the heat of the battle that
are being done by another team or organization, were not even part of the contract,
or were not really needed for success. Ignoring this step can result in unnecessary
requirements and serious cost overruns. The program scope statement (Figure 5.4)
is a living document for avoiding this type of failure and is used throughout the
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Figure 5.4 Program scope statement.
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program life cycle. It is prepared in the plan program scope process in the Standard
Jfor Program Management—Second Edition (2008).

Program Scope Statement Instructions

The program scope statement includes the following:

Purpose: A brief introductory statement defining the purpose of the scope state-
ment, such as:

The program scope statement defines the benefits, intent, and reason
for pursuing a program by documenting what will be accomplished by
the program.

It serves as the basis for future program decisions and describes the scope
boundaries of the program. It identifies how scope will be managed through-
out the program. It is an iterative document that can be further refined as the
program progresses through the life cycle.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the program scope statement is an output of the plan
program scope process. It is an input to the following processes:

Define program goals and objectives
Develop program requirements
Monitor and control program scope
Plan communications

Plan program risk management
Identify program risks

Updates to the scope statement result from the following processes:

B Define program goals and objectives
B Monitor and control program scope

Objectives and success criteria: This section includes the measurable success
criteria of the program, including cost, schedule, technical, and quality objec-
tives. Cost, schedule, and quality targets can be included. Benefits to be real-
ized by the program should be mentioned with a reference to the benefits
realization plan.

Program scope (inclusions and exclusions): This statement describes the char-
acteristics of the product, service, or result that the program is undertaken to
create. It is expected that these characteristics will be progressively elaborated
as the project ensues.
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Assumptions: This section lists and describes the specific program assumptions
associated with the program scope, and the potential impact of the assump-
tions should they prove to be false.

Constraints: This section lists and describes the specific program constraints
associated with the program scope that limit the team’s options.

Resources: This section identifies the members of the program team, key stake-
holders, and the program organization.

Deliverables and milestones: This section lists the deliverables, including both
the outputs that comprise the product, service, or result, and the ancillary
results, such as the program management reports and documentation. The
milestones, proposed dates for those activities, and the deliverables are identi-
fied here, or a reference to the master program schedule may be used.

Acceptance criteria: This section identifies approval requirements that can be
applied to items such as program objectives, deliverables (such as the manu-
als), documents (such as the component project plans and the performance
tracking reports), and work products.

Risks: This section identifies the known risks to the program. It will be progres-
sively elaborated during the course of the program.

Definitive cost estimate: This section shows the program’s cost estimate. It is
usually preceded by a modifier that provides some indication of accuracy.
Approvals: This section contains the written approval of the program scope
statement by the program sponsor, program manager, program management

office, members of the governance board, and other stakeholders.

Program Scope Statement Template

<Insert Program Name>
Program Scope Statement

Program name:

Program manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:
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A. PURPOSE

A brief introductory statement defining the purpose of the scope statement,
such as:

The program scope statement defines the benefits, intent, and reason for pur-
suing a program by documenting what will be accomplished by the program.

B. OBJECTIVES AND SUCCESS CRITERIA

This section includes the measurable success criteria of the program, including
cost, schedule, technical, and quality objectives and achievement of program
benefits.

C. PROGRAM SCOPE (INCLUSIONS AND EXCLUSIONS)

This statement describes the characteristics of the product, service, or result that
the program is undertaken to create.

D. ASSUMPTIONS

This section lists and describes the specific assumptions associated with the
program scope, and the potential impact of the assumptions should they prove
to be false.

E. CONSTRAINTS

This section lists and describes the specific constraints associated with the pro-
gram scope that limit the team’s options.
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F. RESOURCES

This section identifies the members of the program team, the program gover-
nance board, key stakeholders, and the program organization.

G. DELIVERABLES AND MILESTONES

This section is a statement of the deliverables, including both the outputs that
comprise the product, service, or result, and the ancillary results, such as the
program management reports and documentation.

H. ACCEPTANCE CRITERIA

This section identifies approval requirements for items such as objectives, ben-
efits realization plan, deliverables, documents, and work products.

I. RISKS

This section identifies the known risks to the program.

J. DEFINITIVE COST EXAMPLE

This section shows the program’s cost estimate. It is usually preceded by a modi-
fier that provides some indication of accuracy.

K. APPROVALS

This section contains the written approval of the program scope statement by the
program sponsor, program manager, program management office, members of
the governance board, and other stakeholders.
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SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Program Stakeholder Management Plan

Having identified a preliminary list of stakeholders (organizations and people that
hurt, help, or kill your program) in the pre-program preparations phase, it is now
time to devote some thought to how you are going to deal with them. Do not for-
get that some stakeholders could be less than friendly just because you ignored or
did not involve them. A plan to manage these diverse stakeholders is essential and
is done in the program stakeholder management plan (Figure 5.5) process in the
Standard for Program Management—Second Edition (2008).

Program Stakeholder Management Plan Instructions
The program stakeholder management plan includes the following:
Purpose: A brief introductory statement defining the purpose of the plan, such as:

The program stakeholder management plan defines the program’s key
stakeholders and identifies their expectations and concerns for the pro-
gram. Also, it ensures their commitment and support of the program.
It is essential to understand and address the stakeholders’ expectations
and concerns to leverage them to support the program’s business case
and its continuation throughout its life cycle.

The program stakeholder management plan does not need to be an exten-
sive document. It needs to address key stakeholders, their information needs,
concerns, expectations, and commitment to the program. Examples of pos-
sible program stakeholders follow the template. During the initial phases of
the program, it serves to win support for the business case so the program
may be initiated. Later, it serves to ensure that stakeholder commitment to
the program remains strong.
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Figure 5.5 Program stakeholder management plan.

This plan should identify how the program will impact the stakeholders,
the program’s effect on the organization’s culture and current major issues,
and its likelihood to meet resistance and barriers to change. The plan provides
a communications strategy for engaging the stakeholders, managing their
expectations, and improving their acceptance and support of program objec-
tives. Steps to consider in preparing the plan follow the template.

The plan also should relate to the program communications manage-
ment plan so collectively these plans facilitate a clear understanding of issues,
explain program goals and objectives, and target the delivery of key messages
and the engagement of key stakeholders when required.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the program stakeholder management plan is an out-
put of the plan program stakeholder management process. It is an input to
the following processes:

Identify program stakeholders
Engage program stakeholders
Plan communications

Plan program risk management
Identify program risks

Updates to the plan may occur from the identify program stakeholders
process.
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Stakeholder analysis chart: This chart is usually implemented as a spreadsheet,
which requires the name, contact information, area of concern, level of involve-
ment, primary concerns, requirements, and expectations of the responsible
team member for every key program stakeholder. Its purpose is to assess each
stakeholder’s power, interests, expectations, and concerns. Recognize, as this
chart is prepared, that stakeholders may have different areas of interest in the
program, and these interests may change over the life cycle of the program.

Stakeholder communications approach: This section describes the methods to
be used to communicate with stakeholders. An expanded version is included in
the program communications plan. Here, the emphasis is on ensuring that the
stakeholders are supportive of the program’s mission, vision, goals, and objectives.
It also should provide a strategy to engage each affected stakeholder, manage his
or her expectations, and improve his or her acceptance of program objectives.

Stakeholder commitment: This section describes the approach the team will
use to ensure stakeholder commitment to the program.

Approvals: This section contains the written approval of the program stakeholder
management plan by the program sponsor, program manager, program man-
agement office, members of the governance board, and other stakeholders.

Program Stakeholder Management Plan Template

<Insert Program Name>
Program Stakeholder Management Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the program stakeholder
management plan, such as:

The program stakeholder management plan defines the program’s key
stakeholders and identifies their expectations and concerns for the program.
Also, it ensures their commitment and support of the program. It is essential
to understand and address the stakeholders’ expectations and concerns to
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leverage them to support the program’s business case and its continuation
throughout its life cycle.

B. STAKEHOLDER ANALYSIS CHART

This is a spreadsheet that contains the necessary information for each identified
program stakeholder. See the accompanying “Stakeholder Management Matrix.”

C. STAKEHOLDER COMMUNICATIONS APPROACH

This section describes the methods that will be used to communicate with the
various stakeholders associated with the program.

D. STAKEHOLDER COMMITMENT

This section describes the approach the team will use to ensure stakeholder
commitment to the program.

E. APPROVALS

This section contains the written approval of the program stakeholder manage-
ment plan by the program sponsor, program manager, program management
office, members of the governance board, and other stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager
Program sponsor

Program management office director

Governance board chairperson
Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N
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Considerations

Remember that stakeholders may be internal to the performing organization or
external to it.
Examples of internal stakeholders include:

Performing organization: The group that will perform the work of the pro-
gram through its various projects.

Program director or executive sponsor: The person who has executive
ownership of the program and its policies and is responsible for creating an
environment for program success. This person may be part of the selection
committee for the program and may provide input as the program’s business
case is developed and the program charter is prepared.

Program management office: May provide tools and templates to assist in
identifying stakeholders and may be responsible for preparing the plan.
Program governance board: Will be involved in the program once it is ini-
tiated and until it is complete, and may wish to review the plan to ensure it
meets expectations and identifies the key stakeholders.

Program sponsor: The person who provides funding for the program and is
its champion.

Portfolio manager: The individual responsible for assisting the organization’s
board responsible for program selection, prioritization, and continuation.
Program manager: The individual responsible for managing the program.
Various project managers: The individuals working in the program respon-
sible for managing the projects within the program.

Program and project team members: The individuals responsible for per-
forming project and program activities.

Examples of external stakeholders include:

Regulatory groups
Consumer groups
Environmental groups
Customers/public

Steps to Consider in Preparing the Plan

1.

The first step is to identify the various stakeholders associated with the pro-
gram and their expectations. Build on the stakeholder identification docu-
ment and the stakeholder inventory. Recognize that stakeholder interests
vary, and will vary over the life of the program, and include items such as:
B Direct or indirect program benefits

B Adverse impact the program could cause
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Competition with this program for resources

Interest in, but not a stake in, the program

Need for cooperation from the program

Need to comply with organizational policies and procedures
Need to comply with regulatory policies and procedures
Support or opposition to the program

Governance of the program

Influence over the program

2. Use a variety of methods to identify stakeholders. Consider methods such as:
B Brainstorming
B Expert interviews and judgment
B Delphi approaches
B Planning meetings

3. Identify stakeholder expectations. The program’s mission is complemented
by assessing, compiling, and documenting stakeholders’ individual con-
cerns and expectations and obtaining their support. The mission statement
then establishes the direction of the program and sets a baseline for action
and direction.

4. Prioritize the stakeholder expectations in terms of those individuals who have
a major interest in or influence over the program. Recognize that interests
and influences may be positive or negative. Each stakeholder may have dif-
ferent ideas as to which factors in the program are the most significant. In
addition, each stakeholder may have different tolerances for risks associated
with the program.

5. Recognize that the plan will be progressively elaborated as the program con-
tinues and should be reviewed and updated on a regularly scheduled basis.

Component Stakeholder Management Guidelines

Since programs consist of projects and nonproject work, they too have stakehold-
ers and interface with their own stakeholders, but also likely interface with stake-
holders at the program level. The program can help the components by suggesting
sources of information such as the Project Management Body of Knowledge
(PMBOK®), providing program-unique guidance, and defining appropriate
contact boundaries. These guidelines are developed in the plan program stake-
holder management process in the Standard for Program Management—Second
Edition (2008).

Component Stakeholder Management Guidelines Instructions

Purpose: Stakeholder management is equally important at the component
(project and nonproject work) level as it is at the program level.
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Each component will have stakeholders who will impact and influence

the component. One recommended practice is for the program management
team to issue stakeholder management guidelines to its components. In the
Project Management Institute’s Standard for Program Management—Second
Edition (2008), these guidelines are an output to the plan program stake-
holder management process. They are an input to the manage component
interfaces process.

This document presents some guidelines for consideration as to how

each component should effectively manage its stakeholders for component
and program success. These guidelines should be reviewed periodically and
updated as required:

1.

As each component begins, the component manager and his or her team
should identify relevant stakeholders and determine their level of inter-
est in the component and influence over it. They may wish to interview
stakeholders or to survey them as part of the identification process. They
should document the results of their stakeholder identification.

The component managers should maintain an ongoing list of these stake-
holders and should meet with them periodically to address their issues
and concerns. They should use a stakeholder register, similar to the one
used at the program level.

The component manager should ensure that the stakeholders receive
the information they need regarding the status of the component, as
stated in the component’s program communications management plan.
Information should be distributed according to the information distribu-
tion process.

The component managers should ensure that the information provided
to the stakeholders meets their needs and should request feedback from
them. Stakeholders, for example, may request other information about
project performance, and this request may show a need to more actively
engage the stakeholder and to update the information that is provided.
Component managers should work with the program management team
to prepare the program stakeholder management plan. A joint planning
session also is recommended as stakeholders involved with one compo-
nent may also be involved with other components, and these stakeholders
then should receive higher priority at the program level in the program
stakeholder management plan, stakeholder inventory, and stakeholder
management strategy.

Component managers should inform the program manager about any
issues they have with their stakeholders, as these issues may affect other
components or the entire program.

If the component manager cannot resolve the stakeholder issues, he or she
should ask the program manager for assistance and resolve the issues in a
timely way.
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10.

11.

12.
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Periodically, component managers should meet as a group to review these
guidelines with the program manager and his or her team.

The guidelines should be reviewed when the work of the component is
complete and is transitioned to an operational unit, or if the work of the
component is terminated for any reason.

When new components are added to the program, the program manage-
ment team should meet with the component manager to review these guide-
lines, explain their purpose, and solicit any suggestions for improvement.
Based on these feedback sessions, it may be necessary to revise these
guidelines. If so, a member of the program management team should be
assigned to implement these changes and inform the component manag-
ers of the updated guidelines.

The guidelines should be accessible by any member of the team.

Stakeholder Register

As you maintain the stakeholder list throughout the program, you use the stake-
holder register whether in spreadsheet or database form. Since this list may be more
widely distributed, it does not contain all the columns in the similar stakeholder

inventory, some of which are likely extremely sensitive in nature. This register is
prepared in the identify program stakeholders process in the Standard for Program
Management—Second Edition (2008).

Stakeholder Register Instructions

Purpose: The stakeholder register is one of the first documents prepared in the
program. It is used as part of the business case for the program, is refined
during the planning process as the stakeholders are identified, and then is
updated as the program planning continues and during program execution.
It can be an appendix to the program stakeholder management plan and also
to the program communications management plan. It is designed as a table,
and a description of its contents follows.

L.
2.

Name: List the name of the stakeholder.

Position: List the stakeholder’s position in the program. Typical exam-
ples are:

Program director

Program manager

Project managers

Program sponsor

Customers

Program team members

Project team members

Qe 0 T
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Functional/department managers

Funding organization

Project office director

Project management office director

Portfolio manager

Members of the program’s governance board

Suppliers

Government agencies

Competitors

Groups (environmental, consumer, or other types of groups affected

2T 0P B —Fe

by the program)
Others (people in other programs or other organizational units that

3

may require similar resources or may have goals that conflict with or
complement those of the program)

Contact information: List contact information for each stakeholder:

phone numbers (office and cell), location, and email. For government

agencies, competitors, and groups, list the name and contact details of the
principal representatives with an interest in the program.

Areas of influence: State whether the stakeholder has a high level of

influence concerning the program. It typically is based on the stake-

holder’s level of power and authority. Consider a ranking scale such as
the following:

a. 5 = Major influence throughout the program life cycle; should be
consulted regularly and should meet regularly with the program
management team.

b. 4 =Involved at certain phases during the program; should be informed
of progress regularly.

c. 3 = Involved at only one phase of the program’s life cycle; should be
informed of progress regularly in the area of interest but infrequently
at other times.

d. 2 = Somewhat interested in the program; should be kept informed of
the progress of the program from time to time.

e. 1= Requires limited notification as to the progress of the program.

Program opinion: List whether the stakeholder is considered to be a

strong supporter of the program, a neutral party, or someone who does

not believe the program should be pursued. Consider a ranking scale such
as the following:

5 = Strong program advocate

4 = Supporter

3 = Neutral

2 = Limited interest in the program

1 = Does not believe the program should be pursued
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10.

11.
12.

Implementing Program Management: Templates for Success

Program impact: State whether the stakeholder will be directly or indi-
rectly impacted by the outcome of the program. Consider a ranking scale
such as the following:

5 = Direct impact

4 = Somewhat impacted

3 = Neutral

2 = Limited impact

1 = No impact
Management strategy: State the approach the program management
team plans to use to work with this stakeholder. Consider a RACI chart
such as the following:

A = Approves all key documents and decisions as required

C = Consulted before a decision is made and receives a preliminary

draft of documents before they are in final form

I =Informed of progress and can receive documents upon request

R = Responsible for a critical area in the program
Information requirements: State the stakeholder’s information require-
ments. Consider an approach such as the following:

5 = Receives all issued reports and requests others as needed

4 = Receives all issued reports

3 = Receives monthly reports

2 = Receives quarterly reports

1 = Receives press releases or general program information
Responsible team member: State the name and contact information of
the program team member who will be the principal point of contact for
work with this stakeholder.
Issues identified: List any issues this stakeholder identifies during the
course of the program and the date.
Resolution and date: List how these issues were resolved and the date.
Notes: Use this field for any additional notes about the stakeholder.

Stakeholder Inventory

While the stakeholder inventory (Figure 5.6) contains all of the information in the
stakeholder register, it also contains a wealth of other information that is often sen-
sitive in nature. If this information is in a database, the stakeholder register could
be a report of only the first few columns in the stakeholder inventory, but careful
data security measures must then be in place. It also is prepared in the identify
program stakeholder process in the Standard for Program Management—Second
Edition (2008).
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Figure 5.6 Stakeholder inventory.

Stakeholder Inventory Instructions

The stakeholder inventory will include the following:

Purpose: A brief introductory statement defining the purpose of the stake-
holder inventory, such as:

The stakeholder inventory is part of the program’s commitment to effec-
tive stakeholder management. It provides a summary of each stake-
holder’s involvement in the program, his or her possible responses, any
identified issues, and possible mitigation strategies.

Different stakeholders will have an interest in or influence over the pro-
gram at different times. During the pre-program preparations phase in the
life cycle, initial stakeholder identification begins.

Then, during the identify program stakeholders process, a stakeholder
inventory should be prepared, which builds on this initial stakeholder iden-
tification. It should complement the program stakeholder management plan
and stakeholder register, and it supports the stakeholder management strat-
egy since stakeholder management is a key theme in program management
and is essential for program success.

The stakeholder inventory is prepared during the program’s planning
process, but it is an iterative document that should be reviewed periodically
during meetings of the program management team and the governance board
and updated as new stakeholders are identified throughout the program.
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In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the stakeholder inventory is an output from the iden-
tify program stakeholders process. It is an input to the following processes:

B Engage program stakeholders
B Manage stakeholder expectations

Stakeholder categories: To set up the inventory, use categories for the program’s
stakeholders based on those included in the initial stakeholder identification
as well as in the program stakeholder management plan. This section should
list the categories that will be part of the inventory. It also should consider the
various roles of the stakeholders, both internal and external.

Stakeholder influence: For each category, determine the stakeholder’s level of
influence concerning the program. This section should describe how the stake-
holder will be impacted by the program and how the stakeholder will influ-
ence it. A matrix can be prepared. A possible example follows the template.

Possible stakeholder responses: Using the categories and the level of stake-
holder influence in the program, this section lists possible responses to vari-
ous changes that may affect the program or specific areas of interest to the
stakeholders. For example, some stakeholders may be more concerned about
different areas than others, such as:

Program benefits

Program deliverables

Program funding/financial management
Schedule

Governance issues
Communications issues
Intellectual property

Vendor issues

Level of risk

Issue resolution

Internal and external influences
Resources

This section then describes the areas of greatest interest to specific stake-
holders so possible responses can be prepared should a change occur. Negative
impacts should be determined in order that the response then can address
them quickly to minimize any adverse impacts to the program.

Potential mitigation strategies: This section describes the potential mitigation
strategies to consider should an area of interest be affected. These strategies
are further defined in the stakeholder management strategy document.
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Approvals: This section contains the written approval of the stakeholder inven-
tory by the program sponsor, program manager, program management office,
members of the governance board, and others as appropriate.

Stakeholder Inventory Template

<Insert Program Name>
Stakeholder Inventory

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Proposed start date:

Proposed end date:

Prepared by:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the stakeholder inventory,
such as:

The stakeholder inventory is part of the program’s commitment to effec-
tive stakeholder management. It provides a summary of each stakeholder’s
involvement in the program, his or her possible responses, any identified
issues, and possible mitigation strategies.

B. STAKEHOLDER CATEGORIES

This section lists the stakeholder categories that will be part of the inventory.
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C. STAKEHOLDER INFLUENCE

This section defines the influence level of each of the stakeholders and shows
how the stakeholder will be affected by the program.

D. POSSIBLE STAKEHOLDER RESPONSES

This section uses the categories and the stakeholder’s influence on the program
and lists possible responses to various changes that may affect the stakeholder’s
specific areas of interest.

E. POTENTIAL MITIGATION STRATEGIES

This section describes the potential mitigation strategies to consider should an
area of interest be affected. These strategies are further defined in the stake-
holder management strategy document.

F. APPROVALS

This section contains the approval of the stakeholder inventory by the program
manager, program sponsor, program management office, members of the gover-
nance board, and others as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N

Stakeholder 1

Stakeholder 2

Stakeholder N
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Possible
Program | Possible Mitigation
Stakeholder Interests Impact | Responses Strategies Priority
Program Program High Benefit Corrective 1
sponsor benefits reports action
Governance | Program High Regular Decisions 1
board benefits meetings | ¢ rrective
members Strategic Status action
objectives reports
Functional | Resources Medium | Meetings | Escalate to 3
managers Program governance
charter board
Team Program Low Status Responsibility 5
members responsibilities reports assignment
matrix

Stakeholder Management Strategy

Having identified and analyzed your stakeholders, it then is important to devise
strategies for mitigating potential problems and maximizing the desirable poten-
tial impacts. Yes, this is a lot like risk management, PMBOK® style, or the stake-
holder management strategy in the PMBOK®, but with a higher-level and more
specific focus.

Stakeholder Management Strategy Instructions

The stakeholder management strategy includes the following:

Purpose: A brief introductory statement defining the purpose of the stakeholder
management strategy, such as:

The stakeholder management strategy is part of the program’s commit-
ment to effective stakeholder management. It contains guidelines to
manage the impact of the program on its stakeholders.

Different stakeholders will have an interest in or influence over the pro-
gram at different times. During the pre-program preparation stage in the life
cycle, initial stakeholder identification begins.
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Next, in the plan program stakeholder management process, a stakeholder
management plan is prepared. Then, during the identify program stakehold-
ers process, a stakeholder register, stakeholder inventory, and stakeholder
management plan are prepared.

The stakeholder management strategy focuses on the ways the program
management team will actively engage stakeholders in the program and will
work to distill any negative attitudes that any stakeholders may have about the
program and to ensure the stakeholders are united in working together toward
program success. This strategy is needed because of the complexities of many
programs, the changes to be realized by the program, and the interdependen-
cies among program components and possibly other programs and projects
under way in the organization. Additionally, programs tend to have more
stakeholder involvement given the benefits to be provided by the program.

It is an iterative document that should be reviewed regularly by the pro-
gram management team and the governance board as new stakeholders
become involved in the program at different phases of the life cycle or as
other stakeholders have new interests in the program.

Stakeholder engagement: Stakeholder management is a key to successful pro-
gram management. The program management team must work to ensure all
stakeholders are engaged in the program and are supportive of it. This section
describes how the program management team will ensure stakeholders are
actively supporting the program so that any possible negative impacts can be
easily resolved.

Stakeholder mitigation strategies: When stakeholders do have issues concern-
ing the program, strategies are required to mitigate these negative impacts.
This section describes the strategies the program management team will use
to work with these stakeholders. For example, since programs represent orga-
nizational change, it may be appropriate for the program management team
to conduct training so affected stakeholders understand why the program is
being conducted so they can best adjust to the resulting changes from it. It also
may be appropriate to prepare job aids for use once the program is transferred
to ongoing operations to best handle the impact of the program on stakehold-
ers. These job aids could include specific descriptions of processes to follow,
guidelines to consider, and quick reference guides that are readily available.

Stakeholder feedback: The program management team also must ensure that
stakeholders have embraced the changes and that the mitigation strategies
that have been prepared are effective. This section describes how the program
management team will obtain feedback from stakeholders concerning these
mitigation strategies to see if changes are required. It also will state the need
for change orders as appropriate and whether the changes will result in the
need to update any other program documents and specific responsibility to
implement the changes as necessary.
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Approvals: This section contains the written approval of the stakeholder man-
agement strategy by the program sponsor, program manager, members of the
governance board, and others as appropriate.

Stakeholder Management Strategy Template

<Insert Program Name>
Stakeholder Management Strategy

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Proposed start date:

Proposed end date:

Prepared by:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the stakeholder manage-
ment strategy, such as:

The stakeholder management strategy is part of the program’s commitment
to effective stakeholder management. It contains guidelines to manage the
impact of the program on its stakeholders.

B. STAKEHOLDER ENGAGEMENT

This section describes how the program management team will ensure stakehold-
ers are actively supporting the program so that any possible negative impacts can
be easily resolved.
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C. STAKEHOLDER MITIGATION STRATEGIES

This section describes the strategies the program management team will use to
work with stakeholders when the stakeholders have issues with the program to
minimize any negative impacts.

D. STAKEHOLDER FEEDBACK

This section describes how the program management team will obtain feedback
from stakeholders concerning the mitigation strategies to see if changes are
required.

E. APPROVALS

This section contains the approval of the stakeholder management strategy by
the program manager, program sponsor, members of the governance board, and
others as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N

Stakeholder 1

Stakeholder 2

Stakeholder N
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Figure 5.7 Communications management plan.

Program Communications Management Plan

Lots of internal and external stakeholders will be interested in what you are doing
and how the program is progressing. The Standard for Program Management—
Second Edition (2008) is not kidding when it says you need to decide how much
of which information is sent to whom, how, and how often. For example, if you
give just a little more information than a particular stakeholder needs—airing
issues that you know will ultimately be resolved—you could wind up spending
too much of your time answering questions about matters some stakeholders do
not need to worry about yet. On the other hand, transparency demands that bad
news gets to the right people in a timely manner. A balance is in order, and that is
part of the art of program management. For example, failure to have a publishing
schedule will mean missed deadlines for reports. Your program communications
management plan (Figure 5.7) addresses these issues and more. It is prepared in
the plan communications process in the Standard for Program Management—
Second Edition (2008).

Program Communications Management Plan Instructions

The program communications management plan includes the following:
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Purpose: A brief introductory statement defining the purpose of the program
communications management plan, such as:

The program communications management plan describes the pro-
cess of determining the information and communications needs of the
project stakeholders and states which stakeholders need what informa-
tion, to what granularity, when they need it, how it will be given to
them, and by whom.

This plan builds on the stakeholder management plan, which is developed
earlier in the program. In fact, once the program communications manage-
ment plan is approved, the stakeholder management plan can become an
appendix to it. Effective communications are essential for program success.
Program communications create a bridge between the various stakeholders in
the program, connecting various cultural and organizational backgrounds,
different levels of expertise, and various perspectives and interest in program
execution. Although the plan is drafted eatly in the program, it is an iterative
document that should be further refined as the program moves through the
phases of the life cycle, especially since its development may entail the need
to create additional deliverables. If the latter is the case, then the program
work breakdown structure, program schedule, and program budget also will
require updates.

It is prepared in the plan communications process in the Standard for
Program Management—Second Edition (2008). The stakeholder manage-
ment plan is an input to the plan. Outputs are to manage the component
interfaces process, the program management plan, the distribute information
process, and the manage stakeholder expectations process.

Stakeholder communications requirements: This section builds on the stake-
holder management plan as it describes the communications requirements
of the program stakeholders. These requirements are defined by combining
the type and format of the information needed with an assessment of the
value of the information. It is important to ensure that program resources are
expended only on communications that lead to program success, or where a
lack of information may lead to program failure.

Information to be communicated: This section describes the information to
be communicated, including language, format, content, and level of detail.
Like many plan elements, this information will not be completely known
at the outset. While all stakeholders require information about the program,
the information needs of stakeholders vary greatly and may change during
various program phases in the life cycle. To be effective, the information
must be communicated in the right format, at the right time, and with the
right impact. Efficiency also is important, as it focuses on providing only the
information that is needed.
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Program team member responsibilities: This section states which program
team member is primarily responsible for the communications requirements
of each of the program stakeholders.

People to receive the information: This section describes the specific people
or organizational units that will receive each type of information that will be
communicated. This section may change based on the stage of the process in
the program life cycle, as different groups will have different levels of interest.
Not everyone needs to communicate with everyone else; however, people do
require information based on their roles and responsibilities in the program
and their specific areas of interest.

Methods or technologies to use to convey the information: This section
describes the methods to use to transfer information to the program stake-
holders. Methods range from brief conversations to extended meetings, or
from one-page reports of progress to detailed status reports. To prepare this
section consider factors such as the urgency of the need for the information,
the available technology, the expected program staffing, the program dura-
tion, and the program environment.

Frequency of information to be provided: This section describes the frequency
of information to be provided to each of the program stakeholders. Some
stakeholders will require information on a daily basis, while others may only
need program information before a stage gate review of the governance board
or steering committee.

Escalation process for communications issues: This section describes how
communications issues will be escalated from project managers or program
team members to the program manager, or from the program manager to the
sponsor or to the governance board or steering committee. It should include
time frames to resolve any issues at each level.

Methods to update the program communications management plan: This
section describes the specific methods to use to update the program com-
munications management plan as the program ensues. It is important to
ensure that stakeholders receive the required information. If a number of
issues surface that require escalation, this can serve as a trigger to update the
plan. Similarly, if new stakeholders have an interest in the program, it may be
appropriate to update the plan.

Glossary of common terminology: Each program has certain terms thatare used
by the various program stakeholders. Similarly, standard program management
terms also are used. The same acronym may have vastly different meanings in
different organizations. This section contains a glossary of common terms that
stakeholders can use who are interested in the program to ensure there are no
misunderstandings that can lead to communications breakdowns.

Guidelines for meetings and email: Meetings and email are common meth-
ods to distribute program information. This section describes how meetings
are to be held: whether they are formal or informal or collocated or e-meetings.
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It states the need for an agenda for each meeting, for minutes to be taken and
distributed, and for action items or issues to be recorded and reviewed at sub-
sequent meetings. This section also describes guidelines for the use of email.
It is important to ensure that guidelines are set as to how to identify critical
program information, a specific timetable as to when a response is required,
when an email should be sent to the entire program team or to only key team
members, manual or automated archiving processes, and the need for confi-
dentiality and security requirements for certain information in emails.

Approvals: This section contains the written approval of the program com-
munications management plan by the program sponsor, program manager,
program management office, members of the program board or governance
board, and other stakeholders.

Program Communications Management Plan Template

<Insert Program Name>
Program Communications Management Plan

Program name:

Program manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the program communica-
tions management plan, such as:

The program communications management plan describes the process of
determining the information and communications needs of the program
stakeholders and states which stakeholders need what information, when
they need it, how it will be given to them, and by whom.




The Program Setup Phase m 95

B. STAKEHOLDER COMMUNICATIONS REQUIREMENTS

This section describes the communications requirements of the program stake-
holders. They are defined by combining the type and format of the information
needed with an assessment of the value of the information.

C. INFORMATION TO BE COMMUNICATED

This section describes the information to be communicated, influencing lan-
guage, format, content, and level of detail. The information needs of program
stakeholders vary greatly and may change during the various program phases in
the life cycle.

D. PROGRAM TEAM MEMBER RESPONSIBILITIES

This section states which program team member is responsible for the communi-
cations requirements of each program stakeholder.

E. PEOPLE TO RECEIVE THE INFORMATION

This section describes the specific people or organizational units that will receive
each type of information that will be communicated. People require information
based on their roles and responsibilities in the program and their specific areas
of interest.

F. METHODS OR TECHNOLOGIES TO USE TO CONVEY THE INFORMATION

This section describes the methods to use to transfer information to the program
stakeholders. Consider items such as the urgency of the need for the information,
the available technology, expected program staffing, program duration, and the
program environment.
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G. FREQUENCY OF INFORMATION TO BE PROVIDED

This section describes the frequency of information to be provided to each of the
program stakeholders, as some may require only infrequent communications and
others may require information on a daily basis.

H. ESCALATION PROCESS FOR COMMUNICATIONS ISSUES

This section describes how communications issues will be escalated from project
managers or project team members to the program manager, and from the
program manager to the program sponsor or to the governance board or steering
committee. It should include time frames to resolve any issue at each level.

I. METHODS TO USE TO UPDATE THE PROGRAM COMMUNICATIONS
MANAGEMENT PLAN

This section describes the specific methods to use to update the program com-
munications management plan as the program ensues. It is important to ensure
stakeholders receive the required information, and stakeholders will change over
the life of the program.

J. GLOSSARY OF COMMON TERMINOLOGY

This section contains a glossary of common terms that are used by the program
stakeholders and standard program management terms to ensure there are no
misunderstandings that can lead to communications barriers.
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K. GUIDELINES FOR MEETINGS AND EMAIL

This section describes how meetings are to be held and their specific format.

It states the need for an agenda for each meeting, for minutes to be taken and
distributed, and for action items or issues to be recorded and reviewed at subse-
quent meetings. It also describes guidelines for the use of e-mail to state critical
program information, a specific timetable in which a response is required,
when email should be sent to the entire team or to only key team members, and
the need for confidentiality and security requirements for certain information

in emails.

L. APPROVALS

This section contains the approval of the program communications manage-
ment plan by the program sponsor, program manager, program management
office, members of the program board or governance board, and other key
stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Communications Log

Your program cannot be sure of consistent and uniform information without a
communications log. It consists of meeting minutes, emails, reports and memos,
presentations, etc. It too is prepared in the plan communications process in the
Standard for Program Management—Second Edition (2008). In today’s environ-
ment, it is usually implemented in a Web portal or perhaps a database.
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Communications Log Instructions

Purpose: The communications log is used throughout the program to docu-
ment program communications to the various program stakeholders. It also
is used to show other communication items that were not in the program
communications management plan but were requested by stakeholders, and
how the stakeholders received the needed information. These data then are
used to determine whether changes to the program communications man-
agement plan are warranted. This log is prepared by a program team member
or the program manager.

This communications log complements the program communications
management plan.

The communications log is designed as a table, and a description of its
contents follows:

1. Communications requirement: List the stakeholder communications
requirement as described in the program communications manage-
ment plan.

2. Type of communication: State the type of communication. Examples
include upcoming meetings, meeting agendas, status reports, memos, press
releases, risk log, program issues register, benefit register, program schedule,
financial reports, meeting minutes, formal reports, lessons learned, news-
letters, etc.

3. Frequency: State how often the specific type of communication is to be
prepared. Examples include daily, weekly, monthly, quarterly, at the end
of a phase gate or program review, at the end of an audit, according to
schedule milestones, when deliverables are completed, at the end of the
program, etc.

4. Prepared by: List the person who prepared the communications item
and his or her contact information.

5. Delivered to: List the people who received the communications item and
their contact information.

6. Delivery method: State how the communication was delivered, e.g.,
email, posted in a discussion forum or in a blog, hard copy, newsletter,
demonstrations, brochures, etc.

7. Date: State the date the communications item was delivered.

Feedback measures: State the approach used by the program manage-

ment team to determine if the communications item was considered

effective by the recipients, such as an interview, phone call, email, or sur-
vey. Use this column to determine whether the communications item was
considered effective and addressed the stakeholder’s requirements to see if

*®

any changes are needed.
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Communications request: Describe any requests for unscheduled com-
munications by program stakeholders.

Requested by: List who requested the communications item and his or
her contact details.

Prepared by: State who prepared the needed information and his or her
contact details.

Recipients: State who received the information and his or her contact
details.

Delivery method: State how the information was delivered.

Date: State the date the communications item was delivered.

Notes: Use this field for any additional notes about the communica-
tions item.

Communications Strategy

According to the Standard for Program Management—Second Edition (2008), the
communications strategy is comprised of the stakeholder register, the “stakeholder

engagement log” (presumably the communication log since most communications

are with stakeholders), and the program communications management plan. This

communications strategy is prepared in the plan communications process.

Communications Strategy Instructions

The communications strategy includes the following:

Purpose: A brief introductory statement defining the purpose of the communi-

cations strategy, such as:

The communications strategy ensures that stakeholders receive the

information they need about the program and that their issues and

concerns are resolved in a timely and appropriate way.

Communications are especially important on programs given the numer-

ous stakeholders involved, the high level of interest in the outcomes of the

program in terms of achieving benefits, and the link between the program’s

objectives and the organization’s strategic objectives.

The communications strategy is the document that incorporates the stake-

holder register, stakeholder management plan, stakeholder management strat-

egy, and the program communications management plan. These documents
can be attached to this strategy.
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Itis prepared as an output of the plan communications process, in Standard
for Program Management—Second Edition (2008), but it is an iterative docu-
ment and should be reviewed on a periodic basis to ensure that stakeholders
receive the information they need in a timely way and that the information
provided is relevant and accurate. It also is used to ensure that any stake-
holder issues and concerns are addressed and resolved as appropriate.

Organization’s communications strategy: If the organization has a commu-
nications strategy, it should be noted in this section. The section also should
state whether this strategy is to be used without change or whether tailoring
is needed to meet the specific program requirements. If this strategy is to be
used without any changes, there is no need to complete the rest of this tem-
plate except for the approvals section.

Constraints: This section documents those items that may limit the program
team’s communications options. Examples are stakeholders who are located
in different geographic areas to ensure they are not affected adversely when
virtual meetings are held; the need to use a common language for commu-
nications, such the standard English vocabulary of four thousand words; an
inability to access common systems because of the lack of software compat-
ibility; and the use of different technical capabilities.

Assumptions: This section describes those items that are considered to be
true, real, or certain concerning the communications strategy. Examples
may be regulatory requirements, changes in technology, the need to consult
with advisory boards, media involvement at certain phases of the program,
involvement of consumer groups, terms and conditions and other confiden-
tial clauses in contracts, and organizational requirements.

Information transfer from components to the program: This section states
the format and process the components will use to transfer information from
the component to the program and how often information will be trans-
ferred. It also describes the mechanisms to ensure that the information that
is transferred is timely and accurate. To ensure stakeholders receive needed
information, major component milestones should be addressed as part of the
program’s master schedule, and information should be provided when these
milestones are met.

Assessment of potential communications channels: This section states the
potential communications channels in the program given the number of
stakeholders. The program manager then can determine who needs to com-
municate with whom and how often communications should occur in order
that there is an optimal exchange of information with stakeholders.

Resolution of stakeholder issues and concerns: This section describes
the methods to be used to resolve any stakeholder issues and concerns.
It describes how component managers will escalate issues to the program
manager. It states the items the program manager can resolve on his or
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her own and the process to use to escalate items to the governance board
for resolution.

Approvals: This section contains the written approval of the communications
strategy by the program sponsor, program manager, program management
office, members of the governance board, and others as appropriate.

Communications Strategy Template

<Insert Program Name>
Communications Strategy

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Proposed start date:

Proposed end date:

Prepared by:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the communications strat-
egy, such as:

The communications strategy ensures that stakeholders receive the informa-
tion they need about the program and that their issues and concerns are
resolved in a timely and appropriate way.

B. ORGANIZATION’S COMMUNICATIONS STRATEGY

This section states whether the organization’s communications strategy will be
followed in the program.
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C. CONSTRAINTS

This section documents those items that may limit the program team’s communi-
cations options.

D. ASSUMPTIONS

This section describes those items that are considered true, real, or certain con-
cerning the communications strategy.

E. INFORMATION TRANSFER FROM COMPONENTS TO THE PROGRAM

This section states the format and process the components will use to transfer
information from the component to the program and how often information will
be transferred. It describes mechanisms to ensure the information that is trans-
ferred is timely and accurate.

F. ASSESSMENT OF POTENTIAL COMMUNICATIONS CHANNELS

This section states the potential communications channels in the program given
the number of stakeholders.

G. RESOLUTION OF STAKEHOLDER ISSUES AND CONCERNS

This section describes the methods to be used to resolve any stakeholder issues
and concerns.
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H. APPROVALS

This section contains the approval of the communications strategy by the pro-
gram manager, program sponsor, program management office, members of the
governance board, and others as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Program Resource Plan

While most resources and cost are probably at the component (project and non-
project work) level and are thus managed there, the program level employs most or
all of some resources for program management and governance. Necessary plans
for efficiency and timeliness are in the program resource plan (Figure 5.8). It is
prepared in the develop program infrastructure process in the Standard for Program
Management—Second Edition (2008).

Program Resource Plan Instructions

The program resource plan includes the following:

Purpose: A brief introductory statement defining the purpose of the program
resource plan, such as:

The program resource plan describes the resources required to manage
the program. It includes methods to monitor and track resource use.

These program resources include more than human resources and con-
sist of materials, tools, equipment, facilities, and finances that will be used
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Figure 5.8 Program resource plan.

in the program. It also is important to recognize that this plan addresses
resource use at the program level, not at the individual component level.
Although the plan is drafted early in the program, it is an iterative document
that should be further refined, especially since the preliminary requirements
regarding the resources probably will change as the program progresses.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the program resource plan is an output from the
develop program infrastructure process and is an input to manage program
resources and plan program risk management processes. This plan may
require updates as a result of the manage program resources process.

Internal and external required resources: This section describes specific inter-
nal and external, when appropriate, resources required for program success. It
presents costs for each of these needed resources to assist in overall financial
management and in determining the program’s financial framework.

Organizational influences: This section defines various organizational influ-
ences that can impact the program team. It describes key procurement and
personnel policies that may affect the acquisition of needed resources for the
program. Also, it notes guidance on the appropriate use of program resources,
such as depreciation or release of purchased equipment, sharing resources with
other parts of the organization, or recurring costs of resources that are leased.

Methods to meet resource requirements: This section describes when and
how resource requirements will be met in the program. It describes whether
resources will be obtained internally or through procurements. It also
describes the need to follow the issue escalation process should the program
manager have difficulty acquiring needed resources to support the program.
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Resource calendars: This section describes the necessary time frames for use
of the program resources. These calendars can assist in development of the
overall program schedule.

Tracking and monitoring: This section describes the methods to be used to
track and monitor resource use throughout the program’s life cycle. Since
change is inevitable in all programs, the need for certain resources may
change, especially as new components become part of the program, and other
components are transitioned or terminated.

Approvals: This section contains the written approval of the program resource
plan by the program sponsor, program manager, program management office,
members of the governance board, and other stakeholders.

Program Resource Plan Template

<Insert Program Name>
Program Resource Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the resource management
plan, such as:

The program resource plan describes the resources required to manage the
program. It includes methods to monitor and track resource use.
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B. INTERNAL AND EXTERNAL REQUIRED RESOURCES

This section defines specific internal and external, when appropriate, resources
required for program success. It also presents costs for each of these resources.

C. ORGANIZATIONAL INFLUENCES

This section defines various organizational influences that can impact the pro-
gram team’s resource requirements, such as personnel and procurement policies
and procedures, guidance regarding depreciation or release of equipment, shar-
ing resources within the organization, and recurring costs of leased resources.

D. METHODS TO MEET RESOURCE REQUIREMENTS

This section describes when and how resource requirements will be met in
the program.

E. RESOURCE CALENDARS

This section describes the needed time frames for use of the program resources.

F. TRACKING AND MONITORING

This section describes the methods to be used to track and monitor resource use
throughout the program’s life cycle.
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G. APPROVALS

This section contains the approval of the program resource plan by the program
sponsor, program manager, program management office, members of the gover-
nance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N

Stakeholder 1

Stakeholder 2

Stakeholder N

Program Requirements Document

Unlike many of the documents described in the Standard for Program Manage-
ment—Second Edition (2008), requirements documents have been around for
many years. We chose not to cover this document in detail, except to empha-
size the fact that both program requirements and component requirements must
be included, where program requirements are much higher in level. Component
requirements, on the other hand, are written only to such a level that the compo-
nent can begin work. The requirements document (Figure 5.9) is prepared in the
develop program requirements process in the Standard for Program Management—
Second Edition (2008).

Program Requirements Document Instructions
The program requirements document includes the following:

Purpose: A brief introductory statement defining the purpose of the program
requirements document, such as:



108 ®m [mplementing Program Management: Templates for Success

/ Develop Program
. Archi
Develop Program Requirements rchitecture
Program Document
Requirements
! Updates to Develop Program
the WBS
Document
Approved
Monitor and Component
Requirements
Control Program
S Document
cope
o Change
Requests

Program Management Life Cycle: Program Setup

Figure 5.9 Program requirements document.

The program requirements document describes the high-level require-
ments to ensure that the program delivers its expected benefits.

The program requirements document serves as the basis for the component

requirements document, which is used to develop the technical requirements
for each of the component’s deliverables. It identifies and details program
specifications and specific outcomes to be achieved by the program during

implementation.

The program requirements document should be prepared once program
goals and objectives are defined. It builds on the requiremencs listed in the
business case, the scope statement, and the program road map. Programs

must ensure that a detailed process is followed as this document is developed,

since it is imperative for successful program implementation.

In the Project Management Institute’s Standard for Program Management—

Second Edition (2008), the program requirements document is an output of

the develop program requirements process. It is an input to the develop pro-

gram architecture and develop program work breakdown structure processes.

Updates to this document may result from the monitor and control program

SCope process.

Requirements management process: This section describes how the project

manager and his or her team will develop the program requirements in suffi-

cient detail to ensure they address all program components. It describes roles

and responsibilities of program management team members and states the

level of detail to be provided in the program requirements.
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Requirements gathering tools: This section describes the specific requirements
gathering tools the program management team will use as it develops the pro-
gram requirements. Examples include the use of brainstorming, interviews,
focus groups, questionnaires, and surveys as the program management team
actively engages its stakeholders in this process.

Requirements analysis process: This section then describes the approach the
program management team will follow to ensure that the requirements it
has identified are complete. It describes the decomposition process the team
will follow to take the high-level requirements into ones that can be further
detailed by each component.

Requirements review process: This section states how the program manage-
ment team will review the requirements that have been developed to ensure
they are consistent, accurate, and complete. It describes specific approaches
that may be used, such as various reviews, both informal and formal. It notes
how the team will verify that best practices were followed and describes
whether subject matter experts will be used in the reviews. It also states
the level of customer involvement and that of the senior managers in
the organization.

Requirements validation and verification: This section describes methods to
be used to validate and verify the requirements that have been developed
in order to ensure that they support the program’s business case and have
been decomposed to the level required for implementation. It then describes
how the products of the program will be verified against the requirements
and the acceptance process that will be followed both at a detailed and at a
system level. It states the extent of any testing to be used, inspections to be
conducted, or other approaches that will be followed.

Approvals: This section contains the written approval of the requirements doc-
ument by the program sponsor, program manager, program management
office, members of the governance board, and any other key stakeholders
as appropriate.

Program Requirements Document Template

<Insert Program Name>
Requirements Document

Component name:

Program name:

Program manager: PM’s email address here as a hyperlink
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Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the requirements docu-
ment, such as:

The program requirements document describes the high-level requirements
to ensure that the program delivers its expected benefits.

B. REQUIREMENTS MANAGEMENT PROCESS

This section describes the process the program management team will follow to
develop the program requirements in sufficient detail to ensure all program com-
ponents are addressed. It describes team member roles and responsibilities and
states the level of detail to be provided in the program requirements.

C. REQUIREMENTS GATHERING TOOLS

This section describes the specific requirements gathering tools the program man-
agement team will use.

D. REQUIREMENTS ANALYSIS PROCESS

This section describes the approach of the program management team to ensure
the requirements it has identified are complete.
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E. REQUIREMENTS REVIEW PROCESS

This section states how the program management team will review the require-
ments to ensure they are consistent, complete, and accurate. It describes specific
reviews that will be held, and attendees at these reviews and their roles.

F. REQUIREMENTS VALIDATION AND VERIFICATION

This section describes methods to validate and verify the requirements to ensure
they support the program’s business case and have been decomposed to the nec-
essary level. It states how products will be verified against the requirements and
the acceptance process to follow.

G. APPROVALS

This section contains the approval of the program requirements document by the
program sponsor, program manager, program management office, members of
the governance board, and other key stakeholders as required.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N
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Figure 5.10 Program architecture plan—baseline.

Program Architecture Plan—Baseline

The program architecture plan, while in the exposure draft of the Standard for
Program Management—Second Edition (2008), has been removed from the final
edition. We have kept it here as a reminder of the program-level architecture con-
siderations, but we appended the word baseline to its name, indicating that its
nature is indeed a baseline, racher than a plan to produce a baseline. This base-
line (Figure 5.10) is prepared in the develop program architecture process in the
Standard for Program Management—Second Edition (2008).

Program Architecture Plan—Baseline Instructions

The program architecture plan—baseline includes the following:

Purpose: A brief introductory statement defining the purpose of the architec-
ture plan—baseline, such as:

The architecture plan—baseline describes the structure of projects and
other components in the program as it relates to delivery of the capabili-
ties necessary to ensure the program realizes its expected benefits.

The architecture plan—baseline sets the stage for the development of
the program work breakdown structure, as it shows the technical relation-
ships among the various components of the program. It builds on the
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initial program requirements and defines the structure of the program
components and their interactions and dependencies. As the plan is pre-
pared, it may be appropriate to conduct some trade-off analyses of differ-
ent architecture approaches since different approaches will have different
cost implications.

This plan then is used to show where the program is expected to be at a
certain time, how it will get to this point, and how stakeholders will know the
program is successful. Serving to provide direction to manage the relationships
across the various program components, this plan provides a consistent archi-
tecture. It also shows how the projects and nonproject work in the program will
deliver the capabilities needed to achieve the program’s benefits. It also helps in
providing direction as the program’s initial cost estimates are prepared.

Once the plan is approved, an architecture baseline is established. In the
Project Management Institute’s Standard for Program Managemenit—Second
Edition (2008), this baseline is an output of the develop program architecture
process. It is an input to the following processes:

Manage program architecture
Manage component interfaces
Monitor and control program scope
Develop program schedule

Plan program risk management
Analyze program risks

Monitor and control program risks
Estimate program costs

Budget program costs

This plan is an iterative document and should be reviewed periodically by
the program management team, other key stakeholders, and the members of
the governance board, as the work of the program continues throughout the
various phases in its life cycle, especially when there are schedule, financial,
and other program changes. If there are changes, a change request form should
be prepared and processed. These changes may result in a need to update the
architecture plan—baseline and may affect various projects in the program.

Program structure: This section describes the structure of the program in terms
of its various components. The section discusses each component’s charac-
teristics, timing, deliverables, and interfaces and states how the components
relate to one another in terms of dependencies. It shows the order in which
the program’s incremental benefits are planned for delivery. Various compo-
nents will relate to one another in different ways. It is then used to establish a
baseline so changes to it can be actively tracked and monitored to ensure that
risks or threats to the program and its components are minimized.
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Management approach: This section describes the approach the program man-
agement team plans to use to manage the relationships among the program
components, both projects and nonproject work, so the architecture is con-
sistent as deliverables are completed, and benefits are realized, in order that
changes to the baseline are not required. It describes roles and responsibili-
ties of the program management team and the project managers to not only
develop the program architecture but also to keep it up to date. The program
management team may need to perform trade-off analyses since different
architectures will have different schedule and financial considerations.

Change management: Because changes are inevitable in programs, and because
components will be added during the program’s life cycle and other compo-
nents will be completed or terminated at various times, this section describes
the process to follow to update the architecture plan—baseline as required.
Issues that occur during the program also may result in a need to update this
plan. Change requests should be submitted following the program’s change
control process. As the change requests are analyzed and possibly approved,
it may be apparent that changes to the program’s architecture also may affect
the schedule, financial status, product deliverables, and program documents
as appropriate. These changes then may lead to the need to update the pro-
gram management plan.

Approvals: This section contains the written approval of the architecture
plan—by the program sponsor, program manager, program management
office, members of the governance board, and any other key stakeholders
as appropriate.

Program Architecture Plan—Baseline Template

<Insert Program Name>
Architecture Plan

Program name:

Program manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:
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A. PURPOSE

A brief introductory statement defining the purpose of the architecture plan—
baseline such as:

The architecture plan—baseline describes the structure of projects and
other components in the program as it relates to delivery of the capabilities
necessary to ensure the program realizes its expected benefits.

B. PROGRAM STRUCTURE

This section describes the structure of the program in terms of its various com-
ponents. It discusses each component’s characteristics, timing, deliverables,
and interfaces and states how the components relate to one another in terms of
dependences. It shows the order in which the program’s incremental benefits are
planned for delivery.

C. MANAGEMENT APPROACH

This section describes the approach the program management team plans to use
to manage the relationships among the program components and describes the
key roles and responsibilities of the team to develop the architecture and to keep
it up to date.

D. CHANGE MANAGEMENT

This section describes the process to follow to update the architecture plan—
baseline as required.

E. APPROVALS

This section contains the approval of the architecture plan—baseline by the pro-
gram sponsor, program manager, program management office, members of the
governance board, and other key stakeholders as required.
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SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Task Responsibility Matrix

This item is known as a Responsible, Accountable, Consult, Inform (RACI) chart
in the PMBOK®. It performs exactly the same function in program management
but includes only program-level tasks. As a tool and technique used in the develop
program WBS process in the Standard for Program Management—Second Edition
(2008), it is referred to as a task responsibility matrix.

Program WBS

An abundance of references address the topic of work breakdown structure (WBS)
generation, so we do not discuss this topic here. A salient point, however, is that the
program WBS typically includes only one or two levels of each project’s WBS—
only enough to enable project tracking, monitoring, and control at the program
level. The program WBS is prepared in the develop program WBS process in the
Standard for Program Management—Second Edition (2008).

Work Breakdown Structure Matrix

The U.S. Department of Defense publication MIL-HDBK-881A defines a work
breakdown structure matrix to be essentially a “contract WBS.” That is, it is the
WBS that a project within the program would use, omitting program-level items.
Since this is often done by a contractor, the term contract WBS is often used. For
more details, see MIL-HDBK-881A or any treatise on project WBS generation.
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This matrix is prepared in the develop program WBS process in the Standard for
Program Management—Second Edition (2008).

Quality Management Plan

The quality management plan establishes minimum standards for quality planning,
quality control, and quality assurance for the program’s components, as well as
responsibilities for quality assurance and control at the program level. It is prepared
in the plan program quality process in the Standard for Program Management—
Second Edition (2008).

Quality Management Plan Instructions

The quality management plan will include the following:

Purpose: A brief introductory statement defining the purpose of the quality
management plan, such as:

The quality management plan describes the program’s quality require-
ments that cross the various components of the program. Italso provides
requirements to assist the program components as project managers in
the program prepare their quality management plans.

It should be noted that the program’s quality management plan does not
replace the quality management plans to be prepared by each of the project
managers working in the program. Instead, its purpose is to specific quality
standards and policies, as well as oversights, designed to ensure that the pro-
gram realizes the benefits it is to achieve. This plan also serves to ensure that
there is consistent application of specific quality requirements across the vari-
ous components (projects and other work) in the program.

It is prepared in the plan program quality process in the Standard for
Program Management—Second Edition (2008).

Organizational quality standards: This section states the performing organi-
zation’s quality standards and policies. It also should note quality standards
and policies of the program’s customers. If the program is a joint venture, the
program management team will need to set specific standards and policies
to be followed in the program. Note that standards are established norms,
methods, policies, and practices. The quality policy sets forth the intended
direction of the organization with regard to quality.

Overview of the program’s benefits: This section presents an overview of the
benefits the program is designed to achieve. It can show a link to the pro-
gram’s benefits realization plan. With a complete understanding of the scope
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and nature of the benefits from the program, the program manager then can
more effectively design appropriate quality standards and measures.

Quality planning tools and techniques: This section describes the tools and
techniques the program management team will use as they prepare the pro-
gram’s quality management plan. Examples of tools and techniques that may
be used include cost-benefit analysis, benchmarking, checklists, and determi-
nation of the total cost of program quality.

Requirements for quality planning, quality assurance, and quality control
for the program’s components: This section describes the minimal require-
ments each of the program’s components must follow concerning quality
planning, quality assurance, and quality control. It specifies the minimal
quality standards and testing standards for the components. The purpose is
to ensure that the quality management activities of the program components
support the overall quality policy and standards at the program level.

Program-level roles and responsibilities: This section describes roles and
responsibilities at the program level for quality assurance and quality control.
Quality assurance responsibilities may include audits of the program’s overall
commitment to quality management or an audit of a specific component’s
quality management activities to ensure appropriate standards are used, and
there is compliance as required with regulations. These responsibilities also
focus on continuous process improvement for the program. Quality con-
trol responsibilities may include methods to monitor and record results of
executing activities to assess performance and to recommend preventive or
corrective actions. Note that both quality assurance and quality control are
performed throughout the program.

Quality metrics: This section describes quality metrics that will be used in
quality assurance and quality control. These metrics assist in comparing
actual practices to planned practices to ensure program requirements are met
successfully, and rework is not required. These metrics show compliance as
well with the program’s standards and any applicable regulations.

Approvals: This section contains the written approval of the quality man-
agement plan by the program sponsor, program manager, program manage-
ment office, members of the program board or governance board, and other

stakeholders.

Quality Management Plan Template

<Insert Program Name>
Quality Management Plan

Program name:

Program manager: PM’s email address here as a hyperlink
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Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the quality management
plan, such as:

The quality management plan describes the program’s quality requirements
that cross the various components of the program. It also provides require-
ments to assist the program components as project managers in the pro-
gram prepare their quality management plans.

B. ORGANIZATIONAL QUALITY STANDARDS

This section states the performing organization’s quality standards and policies. It
also should note the customer’s quality standards and policies. If the program is
a joint venture, the program management team will need to set these standards
and policies.

C. OVERVIEW OF THE PROGRAM'’S BENEFITS

This section presents an overview of the benefits the program is to achieve in
order to more effectively design program quality standards and metrics. A link to
the program benefits realization plan may be included.

D. QUALITY PLANNING TOOLS AND TECHNIQUES

This section describes the tools and techniques the program management team
will use as they prepare the program’s quality management plan.
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E. REQUIREMENTS FOR QUALITY PLANNING, QUALITY ASSURANCE,
AND QUALITY CONTROL FOR THE PROGRAM’S COMPONENTS

This section describes the minimal requirements each of the program’s compo-
nents must follow concerning quality planning, quality assurance, and quality
control in order that the quality management activities of the program compo-
nents support the overall quality policy and standards at the program level.

F. PROGRAM-LEVEL ROLES AND RESPONSIBILITIES

This section describes roles and responsibilities at the program level for quality
assurance and quality control. These roles and responsibilities are performed
throughout the program.

G. QUALITY METRICS

This section describes quality metrics that will be used in quality assurance and
quality control at the program level to ensure program requirements are met
successfully, rework is not required, and there is compliance with the program’s
standards and any applicable regulations.

H. APPROVALS

This section contains the approval of the quality management plan by the pro-
gram sponsor, program manager, program management office, members of the
governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor
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Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N

Stakeholder 1
Stakeholder 2
Stakeholder N

Risk Management Planning Meeting Agenda

Documents such as the risk management plan and more are generated at risk
management planning meetings. This agenda should be of significant help in
assuring success in this critical endeavor. This agenda is used in the plan program
risk management process in the Standard for Program Management—Second
Edition (2008).

Risk Management Planning Meeting Agenda Instructions

All programs will have risks, and risk management planning is an important com-
ponent to continually assess the program for risks that are opportunities to pursue
as well as possible threats to the program. A key tool and technique in the process
is a risk management planning meeting with a variety of program stakeholders to
determine the program’s risk management activities and to prepare the risk man-
agement plan.

Typical participants include the program manager, members of the program
management team, a risk management specialist in the organization, the director of
the program management office, and the portfolio manager. The program manager
should review the stakeholder identification template and the stakeholder manage-
ment plan and decide whether or not to invite other stakeholders to the meeting.

Prior to the meeting, participants should receive copies of the program brief,
business case, stakeholder management plan, program charter, program road map,
architecture plan, scope statement, program work breakdown structure, gover-
nance plan, and resource management plan. The program manager should con-
sult the organization’s knowledge management repository for any lessons learned
from previous or ongoing projects or programs that may be helpful to this program
concerning risk management. If component projects have been under way before
inclusion in the program and have prepared a risk management plan, the project
manager should provide them to attendees. If there are existing templates in the
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organization for use in risk management, participants should receive them prior to
the planning meeting.
An agenda for these meetings is as follows:

PARTICIPANTS (NAMES/ORGANIZATION)
Date:

Time:

Place:

Program overview: The program manager presents a brief high-level overview
of the program as to why the program was undertaken and where it stands in
the program management life cycle. After the first meeting in which the risk
management plan is prepared, he or she should provide a short summary of
the last meeting held and should provide participants with the latest program
risk register.

Program risk management activities: The risk management planning meeting
defines the risk management activities to be followed in the program. During
this meeting, participants determine the following:

m Specific risk categories that are expected to affect the program

m A risk breakdown structure

m Standard definitions for risk levels, probability, and impact to be followed
throughout the program

® A probability/impact matrix

m Risk identification checklists

B A method to follow to assess component-level risks for their effect on the
program and to see if there are any interdependencies

B The use of modeling techniques

B The need for the use of independent experts to periodically review risk
management activities

B Items to be included in the risk management plan

® Items to be included in the risk register

Risk management responsibilities: There are a number of responsibilities associ-
ated with risk management, which include:

m  Authority level for decisions regarding risks that affect the program

B Maintenance of the risk register

m Updates to the risk management plan

® Preparation of agendas and minutes from risk reviews

®  Use of risk management software

B Including risk items on the program’s schedule and updating them as
needed

® Including risk as part of the program’s budget and updating requirements
as needed

Program risk management plan: This plan defines the program’s approach to risk
management, and its contents are described in a separate template.
Decisions: This section documents the decisions made during this meeting.
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SIGNATURES OF PARTICIPANTS

Program manager

Participant 1

Participant 2

Participant N

Lessons Learned Review Agenda

Agendas assure orderly and complete coverage of essential matters. We have included
a suggested agenda for your lessons learned reviews, assisting in the population of
the lessons learned database, and used in the plan program risk management pro-
cess in Standard for Program Managemenr—Second Edition (2008).

Lessons Learned Review Agenda Instructions

Lessons learned are collected throughout the program for use on future program
activities and in other programs and projects under way in the organization. They
are documented in the lessons learned register and should be accessible to members
of the program management team and others given appropriate access rights. Ideally,
they should be part of a knowledge management system in the organization.

To complement the lessons learned register, and to support the plan program
risk management, identify program risks, and monitor and control program risks
processes, where these reviews are tools and techniques in the Project Management
Institute’s Standard for Program Management—Second Edition (2008), reviews
should be conducted periodically.

Typical participants in a lessons learned review include the program manager,
members of the program management team, a knowledge management specialist
in the organization, the director of the program management office, and the port-
folio manager. The program manager should review the stakeholder identification
inventory and the stakeholder management plan and decide whether or not to
invite other stakeholders to the meeting.

Prior to the meeting, participants should receive copies of the lessons
learned register.

An agenda for these meetings is as follows:

PARTICIPANTS (NAMES/ORGANIZATION)
Date:

Time:

Place:
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Program overview: The program manager presents a brief high-level overview
of the program as to why the program was undertaken and where it stands in
the program management life cycle. After the first meeting, he or she should
provide a short summary of the last meeting held and should ensure each par-
ticipant has the latest lessons learned register.

Discussion of the types of lessons learned: The program manager should lead a
discussion concerning the types of lessons learned during the meeting using
the classification system in the lessons learned register. The purpose is to
see whether the classification system is helpful or whether categories should
be added or deleted.

Use of lessons learned: The program manager next leads a discussion as to the
usefulness of lessons learned in terms of exploiting possible opportunities. The
discussion also concentrates on responses to any negative items so preventive
action can be taken so they do not occur in the future.

Risk management processes: The program manager also asks the group about the
usefulness of these reviews in terms of the various risk management processes
where lesson learned reviews are a recommended tool and technique.

Suggestions and recommendations: The program manager asks the group for any
suggestions or recommendations concerning the lessons learned process so it
is more useful to the program and other initiatives in the organization. These
suggestions are documented in the program’s decision log.

Decisions: This section documents the decisions made during this meeting.

SIGNATURES OF PARTICIPANTS AND DATE

Program manager

Director of the program management office

Portfolio manager

Knowledge management specialist

Participant 1

Participant 2

Participant N

Lessons Learned Database
Many items in the Standard for Program Management—Second Edition (2008)

are referred to as registers and may, of course, be stored in databases. The lessons
learned records are referred to as a database. Here is a suggested format, no matter
the storage medium.
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Lessons Learned Database Instructions

Purpose: Lessons learned are collected throughout the program. This register is
used to document lessons learned in the program and may be used to support
a best practices library, knowledge repository, or lessons learned database.

Lessons learned include both weaknesses to correct and be aware of for
future programs and projects, and opportunities to be pursued in this pro-
gram and in other programs and projects in the organization. The program
management team should review them regularly, and the program manager
should discuss lessons learned with the governance board at program review
meetings for applicability to other programs and projects under way in the
organization. At the end of the program, the lessons learned register should
be part of the program’s archives. It should also become part of the organiza-
tion’s knowledge management repository, as these lessons learned are part of
the organization’s assets and are a compilation of knowledge gained for use
on future programs and projects.

In the Project Management Institute’s Standard for Program Managemenr—
Second Edition (2008), lessons learned are an output of the approve compo-
nent transition process, and a lessons learned database is a tool and technique
used in the distribute information process.

Lessons learned updates are outputs of the following processes:

B Distribute information
B Monitor and control program risks

Lessons learned reviews are tools and techniques used in the following
processes:

B DPlan program risk management
B Identify program risks
B Monitor and control program risks

The lessons learned register is designed as a table, and a description of its
contents follows.

1. Lesson learned number: Assign an identification number to the les-
son learned.

2. PWBS number: Link the lesson learned to the corresponding program
package in the program work breakdown structure.

3. Description: Provide a description of the lesson learned. Set up a clas-
sification system such as:
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a. Technical
b. Managerial
c. Policy

d. Procedure
e.

Process
i. Program management
ii. Stakeholder management
iii. Governance board
iv. Audits
v. Reviews
vi. Project management
f. Cause of variance from a plan
g. Corrective action used and its impact
h. Effectiveness of selected risk response
i. Lack of a need to implement a fallback plan
ii. Lack of subsidiary risks as a result of implementing the response
iii. Contingency plan implemented and its impact
Issue resolution
Benefit realized
Best practice
Business skills
Unforeseen risk
Product improvement
Service improvement
Evaluation criteria
Qualified seller
Contract terms and conditions
. Reason for contract termination
Supporting details: List supporting details as appropriate.
Key words: Provide some key words for use as metadata tags for future
searching for information that may be contained as part of this lesson

» 0w 0B B~

learned, especially when it becomes part of the organization’s knowledge
management repository and the program’s archives.

Submitted by: List the person who submitted the lesson learned and pro-
vide contact information. Note that the lesson learned could be submit-
ted as part of a review by the governance board or as a recommendation
in a program audit.

Date: State the date the lesson learned was added to the register.
Program life cycle phase: List the phase in the program life cycle that
involves the lesson learned.

Affected program processes: List the program management processes
affected by the lesson learned. For example, a lesson learned may be an
output of one program management process and an input to another.
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Program documents affected: State the program documents affected
by the lesson learned and whether any require updates. If updates are
needed, state the program management team member who is responsible
and the date the documents are to be updated.

Use in the program: State whether the lesson learned was used later in
the program if applicable.

Date submitted to the knowledge management repository or archives:
If the organization has a knowledge management repository, state the
date this lesson learned was submitted to it so it can be used by other
programs and projects in the organization. Once submitted, the lesson
learned becomes a source of historical information for use by other pro-
grams and projects.

Date submitted to archives: State the date the lessons learned register
was submitted to the program’s archives.

Notes: Use this field for any additional notes about the lesson learned.

Program Risk Management Plan

Programs must have a disciplined way to deal with risks. This plan, while a living
document throughout the program, would normally remain somewhat static, defin-
ing the processes that populate and manage the risk register, generate risk response
plans, contingency plans, etc. It is prepared in the plan program risk management
process in the Standard for Program Management—Second Edition (2008).

Program Risk Management Plan Instructions

The program risk management plan includes the following:

Purpose: A brief introductory statement defining the purpose of the risk man-
agement plan, such as:

The risk management plan describes the process of determining how to
approach, plan, and execute the program risk activities.

This plan recognizes that risks are a series of events that, if they occur, may

have a positive or a negative impact on the program. At the program level,
risks tend to occur from external factors or from individual components. If
they are due to risks at the component level, the program management team
must assess them for impact to other components or to the entire program.
The program management team must ensure that the level, type, and visibil-
ity of risks are appropriate to the specific program since some programs may
require greater attention to risk management than others, especially programs



128 m Implementing Program Management: Templates for Success

that are new in numerous aspects to the organization, are considered com-
plex, and involve new technologies and systems.

In the Standard for Program Management—Second Edition (2008), it is
an output of the plan program risk management process. It is an input to the
following processes:

Identify program risks

Analyze program risks

Plan program risk responses
Monitor and control program risks

Updates to the plan may result from the monitor and control program
risks process.

Risk management approach: This section describes how the program manage-
ment team will handle risk management in the program. It states the meth-
odology to be followed, tools and techniques to be used, and any other data
sources, such as a knowledge repository or lessons learned database, that may
be helpful. It also describes whether a risk management planning meeting
will be held, and if so, who will attend, and specific roles and responsibili-
ties. If an organization-wide risk management approach is in place, it notes
whether or not it will be followed or whether changes to it are warranted. It
also describes how proposed changes will be identified and managed in order
that they do not pose additional risks to the program. It notes the process for
the program manager to learn of changes at the project level that may affect
other projects in the program or the overall program in order that the program
management team can then review these changes for possible new risks.

Program risk categories: This section describes specific categories of risks that
may affect the program. Typically these categories may include external
environmental risks, such as new regulations or standards or strategic issues;
program-level risks, such as ones involving program stakeholders, the gover-
nance board, and how the program components are organized; project-level
risks, while managed by the project manager, that may affect other compo-
nents in the program; operational-level risks, such as ones that involve transi-
tion of the program benefits into the overall operations of the organization or
to the customer or possible new systems in the organization that may affect
program benefits; portfolio-related risks, since the portfolio level defines the
organization’s strategic intent, which then may affect the overall priority of
the program in terms of resources; and benefit-related risks, which involve the
impact of risks from the component level to the overall delivery of program
benefits. If a risk breakdown structure is prepared, it should be attached to
this plan.

Roles and responsibilities: This section describes the roles and responsibili-
ties of the program management team regarding risk management planning,



The Program Setup Phase m 129

identification, analysis, response planning, monitoring, and control. It may
be appropriate on certain projects to designate a member of the core team to
focus on risk management at the program level and to work with the various
project managers to review risks at the project level and to conduct project
risk audits. This section describes how risks will be escalated from component
managers to the program manager, and from the program manager, as appro-
priate, to the governance board, to describe specific roles and responsibilities
at each level. It also addresses roles and responsibilities for risk management
of intercomponent risks and for analysis of root causes of these risks in order
that an appropriate risk response can be provided.

Probability and impact matrix: This section describes definitions of probabil-
ity and impact for use on the program. These definitions can be related to the
program’s objectives or to the program’s expected benefits. Numeric and non-
numeric approaches can be used. This matrix then serves as a table in which
to show specific combinations of risk probability and risk impact that are then
considered to be high, medium, or low in terms of importance to help plan
appropriate risk responses. This matrix serves to help prioritize those risks
that require the greatest attention from the program management team.

Risk management budget: This section describes the budget or contingency
that will be set aside to focus on risk management throughout the program
life cycle. It therefore provides a cost estimate for risk management at the pro-
gram level to be used to determine the funding and resources required. It also
describes the process to follow when it is necessary to allocate contingency
reserve in order to respond to program-level risks.

Risk management schedule: Although risk management is a continual activity
throughout the program, this section describes the specific risk management
activities that should be included in the program’s schedule. Items such as
when a program risk management planning meeting, program risk reviews or
audits, and analysis of lessons learned from risk management initiatives in the
program are planned are examples of activities to be part of the schedule.

Stakeholder tolerances for risk: This section describes the tolerance level of the
key program stakeholders in terms of risk. The stakeholder analysis and stake-
holder register can be used as this section is prepared, and interviews can be
conducted with key stakeholders. The purpose is to show those stakeholders
in terms of their influence on the program in generating and responding to
program risk based on their tolerance for risk. It considers the culture of the
organization in terms of its approach to risk management.

Risk reporting: This section describes the content and format for the program’s
risk register, which will be used throughout the program for risk reporting
and to assist in risk identification, analysis, response planning, and risk moni-
toring and control. It also describes communication approaches to be used
in the program with the various stakeholders and the governance board con-
cerning risks.
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Risk tracking: This section describes the process to track identified risks and
to recognize any new risks that may affect the program. It also describes how
the program’s risk management process will be audited and the frequency of
the audits to be conducted. It describes the process for documenting lessons
learned based on the program’s risk management activities.

Approvals: This section contains the written approval of the risk management
plan by the program sponsor, program manager, program management office,
members of the program board or governance board, and other stakeholders.

Program Risk Management Plan Template

<Insert Program Name>
Risk Management Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the risk management plan,
such as:

The risk management plan describes the process of determining how to
approach, plan, and execute the program risk activities.

B. RISK MANAGEMENT APPROACH

This section describes how the program management team will handle risk man-
agement in the program. It states the methodology to be followed, tools and tech-
niques to be used, and any other data sources that may be helpful. It also notes
whether a risk management planning meeting will be held. It further describes
how proposed changes will be identified and managed in order that they do not
pose additional risks to the program.
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C. PROGRAM RISK CATEGORIES

This section describes specific categories of risks that may affect the program. If
a risk breakdown structure is prepared, it should be attached to this section.

D. ROLES AND RESPONSIBILITIES

This section describes the roles and responsibilities of the program management
team regarding risk management planning, identification, analysis, response plan-
ning, monitoring, and control. It also describes how risks will be escalated from
component managers to the program manager, and from the program manager,
as appropriate, to the governance board, to describe roles and responsibilities

at each level. It shows roles and responsibilities for intercomponent risks and for
analysis of root causes of these risks.

E. RISK MANAGEMENT BUDGET

This section describes the process to be followed to prepare a risk management

cost estimate that then will be used for a risk management budget or contingency
throughout the program life cycle. It describes the process to follow when it is nec-
essary to allocate contingency reserve in order to respond to program-level risks.

F. RISK MANAGEMENT SCHEDULE

This section describes the specific risk management activities that should be
included in the program’s schedule.
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G. STAKEHOLDER TOLERANCES FOR RISK

This section describes the tolerance level of the program stakeholders in terms of
risk to show those stakeholders based on their level of influence on the program

in generating and responding to program risk. It also considers the organization’s
culture regarding risk management.

H. RISK REPORTING

This section describes the content and format for the program’s risk register. It
also describes communication approaches to be used in the program with the
various stakeholders and the governance board concerning risks.

I. RISK TRACKING

This section describes the process to follow to track identified risks and to rec-
ognize any new risks that may affect the program. It also describes how the pro-
gram’s risk management process will be audited and the frequency of the audits,
as well as the process to document lessons learned based on the program’s risk
management activities.

J. APPROVALS

This section contains the approval of the risk management plan by the program
sponsor, program manager, program management office, members of the pro-
gram board or governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1
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Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Program Risk Register

The risk register (Figure 5.11) is a critical program decision-making tool. It com-
bines in one place the needed decision criteria such as the likelihood, status, and
impact of program risks. It is first prepared in the identify program risks process in
the Standard for Program Management—Second Edition (2008).

Program Risk Register Instructions

Purpose: The risk register is used throughout the program. Its use begins when
a risk is identified and continues until all risks have been closed or are no
longer considered a threat or opportunity to the program. It complements the
program risk management plan but does not replace it.

Develop I Manage Program
Program Issues
Schedule Identify Program Risks Develop Program
Schedule
Monitor and Contro.
U dC 1
Analyze P Program Schedule
Program Risks D Report Program
A . . Performance
— . Program Risk Register Analyze Program Risks
Plan Program E Plan Program Risk
Risk S Responses
Responses Monitor and Control
Program Risks
Estimate Program
Monitor and Costs
Control‘ — Provide Governance
Program Risks Oversight

Program Management Life Cycle: Program Setup and
Delivery of Program Benefits

Figure 5.11 Program risk register.
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With continuous use of the risk register throughout the program, and
monitoring the impact and probability of occurrence of a program risk, the
program management team can monitor possible risks and use proactive
actions to prevent their occurrence. Such an approach can be effective in
ensuring the risk responses have the desired effect.

Resolution of certain risks may be handled by the risk owner; others may
need to be escalated to the program manager or to the governance board. The
decision as to which risk response to use and when to close a risk may require
involvement from other stakeholders. Change requests to various items in the
program may lead to a need to revise the risk register or to add newly identi-
fied risks to it. Even though the program has an issue register, it does not
replace the need for a risk register.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the risk register is an input to the following processes:

Manage program issues

Develop program schedule

Monitor and control program schedule
Report program performance

Analyze program risks

Plan program risk responses

Monitor and control program risks
Estimate program costs

Provide governance oversight

It is an output from the identify program risks process.
Updates to the risk register are outputs from the following processes:

Develop program schedule
Analyze program risks

Plan program risk responses
Monitor and control program risks

The risk register is designed as a table, and a description of its contents
follows:

[a—y

Risk identification number: Assign an identification number to the risk.
2. PWBS number: Link the risk to the corresponding program package in
the program work breakdown structure.

3. Risk description: Describe the risk and why it is significant to the program.

4. Identified by: List the person who identified the risk and provide con-
tact information.

5. Date: State the date the risk was identified and added to the register.

6. Risk type: Describe the type of risk. Follow the categories established in
the risk management plan.
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Root cause: Describe the program-level root cause of the risk in order to
determine potential responses. Doing so can also help group risks into
causes for analysis and review and avoid potential future program risks.
Probability/impact: State the probability/impact of the risk to the pro-
gram. Use a probability/impact matrix.
Risk owner: Identify a member of the program management team to
be responsible for the risk and to track it until it is resolved and closed.
Provide contact information for the owner.
Symptoms/warning signs: Identify various triggers or warning symp-
toms to alert the program management team that the risk might occur.
For example, poor morale on the program management team might
indicate that the program’s resources may be affected as people may
choose to leave the program for other opportunities.
Proposed response: State the proposed risk response. Examples include:
B Negative risks or threats:

- Avoid

- Transfer

- Mitigate

- Accept
B Dositive risks or opportunities:

- Enhance

- Exploit

- Share

- Accept
Note that if a risk is accepted, a contingency plan will be required. Follow
the process outlined in the risk management plan in the risk management
budget section in allocating contingency reserve to respond to program-
level risks. Describe the budget and schedule activities needed to imple-
ment the response. Follow the template for the contingency plan.
Actual response: If the risk does in fact occur, indicate which response
strategy was selected. If it was not the planned response, describe why for
purposes of lessons learned.
Approved by: State who approved the risk response. Examples include:
a. Risk owner
b. Program manager
c. Governance board
Date: State the date the risk response was approved.
Subsequent impacts: State any subsequent impacts as a result of the risk
response. Examples include the need to use a fallback plan if the response
was not effective, residual risks that remain and may affect the program
at a later time after the response was implemented, and the identification
of subsidiary risks as a result of implementing the response. Use the risk
register to state any residual or secondary risks as appropriate.
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16. Date closed: State the date the risk was closed.
17. Notes: Use this field for any additional notes about the risk.

Probability/Impact Matrix

The probability/impact matrix is used to determine the overall priority of each risk

Implementing Program Management: Templates for Success

in the risk register to the program. It also serves as way to communicate the impor-
tance of the risk to program stakeholders, as a red, yellow, green approach may be

helpful as part of this matrix.

Risk probability describes the degree of uncertainty, while risk impact states the
magnitude of the effect the risk will have on program objectives. The example in
the table presents one approach to consider. It also relates to the variances based on
stakeholder tolerances for risks as described in the risk management plan.

Probability/Impact Matrix

Probability
Impact Very High High Medium Low Very Low
Catastrophic | Very High [ High Moderate | Moderate | Low
Critical High High Moderate | Low Very Low
Marginal Moderate | Moderate | Low Very Low | None
Negligible Moderate | Low Very Low | None None
Risk Impact to +Cost, +Schedule,

Probability + Resources, —Performance/Benefits
Very High 90-100% Catastrophic >10% Variance
High 60-89% Critical <10% Variance
Medium 30-59% Marginal < 5% Variance
Low 10-29% Negligible Marginal Impact
Very Low 0-9% Little to None Little to None

In preparing the matrix, consider items such as:

B The time the risk is expected to occur

B Whether the risk is expected to occur at a certain phase in the program’s

life cycle
B Whether the probability or the impact is expected to change over time
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Whether there is a date after which the risk is expected not to affect the program
The ease of managing and controlling the risk

The completeness of the description of the risk in the risk register

The level of vulnerability to the project should the risk occur

Whether the cause of the risk is due to the program or to other events

Update and review the probability/impact matrix as risk responses are imple-

mented, risks are closed, and new risks are added to the register. Note the results of
the probability/impact matrix in the risk register.

Contingency Plan

The most serious program risks need at least a preliminary plan that can be imple-
mented should they occur. Not having a contingency plan for an occurring risk is
serious and possibly a threat to overall program success. The contingency plan is
prepared in the plan program risk responses process in the Standard for Program
Management—Second Edition (2008).

Contingency Plan Instructions

The contingency plan will include the following:

Purpose: A brief introductory statement defining the purpose of the contin-

gency plan, such as:

The contingency plan describes the impact on the program for those
risks in the risk register that require such a plan.

This plan complements the program risk management plan and the risk
register. It is prepared only for those risks in which a contingency plan is
warranted and is part of risk monitoring and control. It is used for unknown
risks that cannot be managed proactively and also for those identified risks
in which the response strategy is to actively accept the risk. Time, money,
and resources then will be required if this is the case, regardless if the risk is
a threat to the program or an opportunity. The program management team
uses these contingency plans to assess impacts across the program and to see
if any of them are interrelated to mitigate risk activities that could affect the
program components.

When a contingency plan is implemented, it will require a change request and
should be handled as part of the program’s integrated change control system.

Trigger conditions: Each risk should have certain triggers or warning signs

associated with it. This section lists these triggers, which then will result in
executing the contingency plan, such as missing a key milestone.
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Cost impact: Each contingency plan requires a cost estimate. This section states
the needed budget to implement the contingency plan and considers the
associated impacts on the schedule, resources, and deliverables as the esti-
mate is prepared.

Schedule impact: If there is a need to implement a contingency plan, it will
affect the program’s schedule. This section describes this impact and shows
the need to update or change duration estimates of key activities or to change
or add milestones as appropriate.

Required resources: If a contingency plan is executed, resources will be
required. This section states these necessary resources.

Responsibilities: This section describes the responsibilities associated with
implementing the contingency plan. It describes the various stakeholders and
their level of involvement. It states the primary point of contact on the pro-
gram management team.

Approvals: This section contains the written approval of the contingency plan
by the program manager and other stakeholders as required.

Contingency Plan Template

<Insert Program Name>
Contingency Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Last updated:

Unit:

A. PURPOSE

A brief introductory statement defining the purpose of the contingency plan,
such as:

The contingency plan describes the impact on the program for those risks in
the risk register that require such a plan.
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B. TRIGGER CONDITIONS

The risk register lists those risks for which a contingency plan will be needed. This
section describes the triggers or warning symptoms associated with these risks.

C. COST IMPACT

This section describes the cost estimate if the contingency plan is to be
implemented.

D. SCHEDULE IMPACT

This section describes the effect on the schedule if the contingency plan is
implemented, as duration estimates may require change, and milestones may
need to be added or deleted.

E. REQUIRED RESOURCES

This section states the necessary resources to implement the contingency plan.

F. RESPONSIBILITIES

This section describes the responsibilities associated with implementing the con-
tingency plan and states the primary point of contact on the program manage-
ment team.

G. APPROVALS

This section contains the written approval of the contingency plan by the pro-
gram manager and other stakeholders as required.



140 ®m /mplementing Program Management: Templates for Success

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager
Stakeholder 1
Stakeholder 2
Stakeholder N

Change Request Form

Change requests (Figure 5.12) are inevitable, and there are more change forms than
there are organizations. The key here is that this form should be focused at the pro-
gram level. This document is prepared in the plan program risk responses process in
the Standard for Program Management—Second Edition (2008). It also is prepared
in the approve component intiation and manage program benefits processes.

Change Request Form Instructions

Purpose: The change request form is used throughout the program. It is inevi-
table that programs will have changes throughout the program life cycle. The

Direct and Manage
Program Execution

Develop Program

/ Requirements
Plan Program Risk A Manage Program
Responses —— Architecture
Change Requests \
Manage
Approve g
Corlslgonent — Component
Initiation Interfaces
Manage and
Manage Program Control Program
Benefits Financials
Manage and
Control Program
Changes

Program Management Life Cycle: Program Initiation,
Program Setup, and Delivery of Program Benefits

Figure 5.12 Change requests.
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component projects also will have changes. Each project should manage its
changes and use a change request form as well once a change is identified.

This change request form complements the program’s change manage-

ment plan and change request log.

The change request form is designed as a table, and a description of its

contents follows:

7.

Change identification number: Assign a change number to the
change request.

PWBS number: Link the change to the corresponding program package
in the program work breakdown structure.

Change description: Describe the change and why it is significant to
the program.

Requested by: List the person who requested the change and provide
contact information.

Date: State the date the change was requested.

Change type: Describe the type of change. Use the types in the change
management plan, such as one involving technical aspects or the pro-
gram’s scope, schedule, cost, or contracts.

Notes: Use this field for any additional notes about the change.

Change Request Form

Change
Identification | PWBS Change Requested Change
Number Number | Description by Date Type Notes

Schedule Management Plan

The program must have discipline and control in maintenance of its official sched-
ule. The schedule management plan describes how this discipline will be achieved
and is prepared in the develop program schedule process in the Standard for Program
Management—Second Edition (2008).
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Schedule Management Plan Instructions

The schedule management plan will include the following:

Purpose: A brief introductory statement defining the purpose of the schedule
management plan, such as:

The schedule management plan identifies an agreed-upon sequence of
component deliveries (projects and nonproject work) to enable them
to be planned and managed. It sets forth a scheduling methodology,
states the scheduling tool to be used, and sets the format and criteria for
monitoring and controlling the program schedule.

This plan provides the program management team and stakeholders
with an approach to how the schedule will be managed throughout the
program. It enables the program manager to identify any risks associated
with the schedule and any component issues that may need to be escalated
for resolution. A common understanding among program stakeholders is
required as to how to clearly define the program’s schedule status. Although
the plan is drafted eatly in the program, it is an iterative document that
should be further refined in each phase of your program.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the schedule management plan is an output of the
develop program schedule process.

Program schedule constraints: This section describes constraints, both inter-
nal and external, that may affect the program schedule. Examples include
funding, resource availability, technical considerations, contracts, predeter-
mined milestones, environmental issues, other external dependencies, and
other factors in the program environment.

Delivery of incremental benefits: Since the purpose of a program is to deliver
benefits that might not be realized if the projects in the program were man-
aged individually, this section of the plan provides a description of the order
in which the incremental benefits should be delivered. It also contains compo-
nent milestones to show when program benefits are expected to be realized.

Schedule management software: This section states the schedule management
software to be used in the program, as it helps to manage and control the
schedule throughout the program life cycle. The software tool to be used
should be appropriate to the scope and complexity of the program.

Program funding schedule: This section describes the funding schedule for the
program’s revenue and expenses. Money payable to contractors or for other pro-
gram expenses, for example, cannot be paid unless it is available to the program.
Schedule activities may need to occur at the latest possible start in order to defer
expenses until as close as possible to when the funding will be available.
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Schedule tracking and monitoring methods: This section describes the meth-
ods to use to track and monitor schedule performance according to the master
program schedule. Methods to track and monitor all high-level component
and program activities and milestones against planned timelines should be
stated. If earned value is to be used, it should be stated in this section, includ-
ing the method to use to report progress.

Schedule metrics: This section describes how schedule progress is to be mea-
sured in the program. For example, if the schedule is behind by 10%, does this
mean the overall schedule is red, yellow, or green? This section describes what
will be measured and how status will be reported against these metrics.

Approvals: This section contains the written approval of the schedule manage-
ment plan by the program sponsor, program manager, program management
office, members of the governance board, and other stakeholders.

Schedule Management Plan Template

<Insert Program Name>
Schedule Management Plan

Program name:

Program manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the schedule management
plan, such as:

The schedule management plan identifies an agreed-upon sequence of
component deliveries (projects and nonproject work) to enable them to be
planned and managed. It sets forth a scheduling methodology, states the
scheduling tool to be used, and sets the format and criteria for monitoring
and controlling the program schedule.
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B. PROGRAM SCHEDULE CONSTRAINTS

This section describes constraints, both internal and external, that may affect the
program schedule.

C. DELIVERY OF INCREMENTAL BENEFITS

This section describes the order in which the incremental benefits of the pro-
gram are to be delivered. It also contains component milestones to show when
program benefits are expected to be realized.

D. SCHEDULE MANAGEMENT SOFTWARE

This section states the schedule management software to be used in the pro-
gram, as it helps to manage and control the schedule throughout the program
life cycle.

E. PROGRAM FUNDING SCHEDULE

This section describes the funding schedule for the program’s revenue and
expenses.

F. SCHEDULE TRACKING AND MONITORING METHODS

This section describes the methods to use to track and monitor schedule perfor-
mance according to the master program schedule. If earned value is to be used,
it is stated in this section along with the method to use to report progress.
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G. SCHEDULE METRICS

This section describes how schedule performance is to be measured in the
program. It states what will be measured and how status will be reported against
these metrics.

H. APPROVALS

This section contains the approval of the schedule management plan by the
program sponsor, program manager, program management office, members of
the governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Program Financial Plan

The program financial plan is part of the program financial management knowl-
edge area. It helps deal with the myriad challenges that arise in the financial
management arena, some of which can be fatal if not properly managed. It is pre-
pared in the develop program financial plan process in the Standard for Program
Management—Second Edition (2008).

Program Financial Plan Instructions

The program financial plan will include the following:

Purpose: A brief introductory statement defining the purpose of the financial
plan for the program, such as:
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The financial plan documents all the program’s financial aspects, as it
describes the funding schedules and milestones, baseline budget, con-
tact payments and schedules, financial reporting processes and mecha-
nisms, and financial metrics.

This plan takes into account items such as risk reserves, potential cash
flow problems, international currency rate fluctuations, future interest rate
increases or decreases, local laws as appropriate, trends in the cost of materi-
als and supplies, and contract incentives and penalty clauses. It also describes
any funds to be retained in contracts as invoices are submitted for payment in
those situations in which the contract terms and conditions contain a clause
that specifies that a certain percent of the price will be retained and paid
once the contract has been completed. It is necessary to recognize that pro-
grams may have multiple sources of funding, tend to be long in duration,
may have multiple contractors, and may involve international work. Many of
the environmental factors that affect this plan may be outside of the program
manager’s direct control. Further, although the plan is drafted early in the
program, it is an iterative document that should be further refined as the pro-
gram progresses through the life cycle.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the program financial plan is an output of the develop
program financial plan process. It is an input to the monitor and control pro-
gram financials process.

Financial framework and goals: This section identifies the overall financial envi-

ronment for the program, as it pinpoints funds to be expended at key milestones
and helps to ensure that money is spent efficiently with the least waste possible.

Funding constraints: This section describes methods to receive program fund-

ing since it is rare that 100% of the required funding is provided when the
program is initiated. It describes release of funds at specific milestones or on
an annual or fiscal year basis. Other examples of constraints are if it is a global
project, whether payment is to be made in local currencies; future changes in
material prices; or, for contracts, the percent of payment that is to be retained
until the contractor’s work is complete.

Program operational costs: This section describes the specific costs associated

with the operation of the program. It includes infrastructure costs, such as
required facilities and systems, or the costs associated with the program man-
agement office, including human resources.

Format and criteria for cost estimating: This section describes the various

tools and techniques to be used to estimate the costs associated with the
program in order that an overall cost estimate for the program can be pre-
pared. Typically, the cost estimate will be prepared in stages given the dura-
tion and complexity of the program. Once the cost estimate is approved, it
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then becomes the basis for the program budget, as the budget baseline is the
target for measuring overall financial progress.

Program payment schedule: This section identifies the schedule and milestones
where funding for the program is received from the funding organization.
This section is needed because program funds typically are spent in advance
of receipt of revenues or benefits realization.

Program financial metrics: This section describes the specific financial met-
rics for the program by which the program’s benefits are measured. These
metrics are necessary because as changes to schedules and costs occur to the
program, these metrics are used against those set at the time the program was
approved to help determine whether or not it should be continued. Examples
of metrics for consideration are funds expended against total funds avail-
able, earned value measurements, the use of contingency and management
reserves, return on investment versus that stated in the business case, and the
payback period versus that stated in the business case.

Methods for financial monitoring and control: This section describes the
approach to be used to identify factors that may create changes to the finan-
cial baseline, methods to monitor the environment for changes that may
affect the financial plan, ways to monitor the disbursement of funds to con-
tractors, methods to identify impacts to program components from overruns
or underruns, methods to manage the program’s infrastructure, and methods
to communicate the financial situation to the program stakeholders.

Remaining budget allocations: This section describes the process to return
any remaining budget allocations to the overall program budget. It is a con-
sideration during the close program procurement process when all approved
payment requests have been processed.

Approvals: This section contains the written approval of the financial plan by
the program sponsor, program manager, program management office, mem-
bers of the governance board, and other stakeholders.

Program Financial Plan Template

<Insert Program Name>
Financial Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:
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Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE
A brief introductory statement defining the purpose of the financial plan, such as:

The financial plan documents all the program’s financial aspects as it
describes the funding schedules and milestones, baseline budget, contact
payments and schedules, financial reporting processes and mechanisms,
and financial metrics.

B. FINANCIAL FRAMEWORK AND GOALS

This section identifies the overall financial environment for the program as it pin-
points funds to be expended at key milestones and helps ensure money is spent
efficiently with the least waste possible.

C. FUNDING CONSTRAINTS

This section describes the methods by which program funding will be received
since it is rare that 100% of the required funding will be available at the time the
program is initiated. Other financial constraints also are included in this section.

D. PROGRAM OPERATIONAL COSTS

This section describes the specific costs associated with the operation of the pro-
gram, such as infrastructure costs—facilities and systems—and costs associated
with the program management office, including human resources.
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E. FORMAT AND CRITERIA FOR COST ESTIMATING

This section describes the various tools and techniques to be used to estimate
the costs associated with the program in order that an overall cost estimate for
the program can be prepared.

F. PROGRAM PAYMENT SCHEDULE

This section identifies the schedule and milestones where funding for the pro-
gram is received from the funding organization.

G. PROGRAM FINANCIAL METRICS

This section describes the specific financial metrics for the program by which the
program'’s benefits are measured.

H. METHODS FOR FINANCIAL MONITORING AND CONTROL

This section describes the approach to use to identify factors that may create
changes to the financial baseline, methods to monitor the environment for changes
that may affect the financial plan, ways to monitor the disbursement of funds to
contractors, methods to identify impacts to the program components from over-
runs and underruns, methods to manage the program’s infrastructure costs, and
methods to communicate the financial situation to program stakeholders.
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I. REMAINING BUDGET ALLOCATIONS

This section describes the process to return any remaining budget allocations
to the overall program budget, which may occur during the close procure-
ment process.

J. APPROVALS

This section contains the approval of the financial plan by the program sponsor,
program manager, program management office, members of the governance
board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Financial Metrics

Program benefits are often based on financial results. Regardless, program financial

performance is always important. Metrics facilitate critical “early warning” systems

and are developed in the develop program financial plan process in the Standard for

Program Management—Second Edition (2008) for use throughout the program.
This topic is covered as part of the program financial plan.

Procurement Management Plan

The procurement management plan (Figure 5.13), an output of plan program pro-
curements in the Standard for Program Management—Second Edition (2008),
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Figure 5.13 Procurement management plan.

describes the procurement process, including what is to be procured and the means
of arriving at a contract. It defers to the contracts management plan for the purpose
of contracts administration and execution.

Procurement Management Plan Instructions

The procurement management plan includes the following:

Purpose: A brief introductory statement defining the purpose of the procure-
ment management plan, such as:

The procurement management plan describes the process used to deter-
mine what to acquire, such as facilities, goods, materials, and external
resources, based on product requirements and describes the contractual
methods that will be used.

This plan should be prepared early in the planning process, as the procure-
ment process is critical to program success and benefits realization. Careful
planning and analysis are required and cannot be understated in order that
funding is used in the most effective way. Although the plan is drafted early in
the program, it is an iterative document that should be further refined as the
program moves through the phases of the life cycle, as it may require updates,
especially during monitoring and controlling. It also may require updates
because of changes in organizational strategy or because of risk responses,
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which may lead to make-or-buy decisions. This plan also does not replace the
procurement management plans to be prepared by the project managers in
the program for their specific projects.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the procurement management plan is an output of
the plan program procurements process. It is in an input to the conduct pro-
gram procurements and administer program procurements processes. It may
be updated as a result of the administer program procurements process.

Procurement planning approach: This section describes how the program
management team will determine which items—facilities, goods, materials,
and external resources—should be handled through the procurement pro-
cess. It describes the make-or-buy process to follow and the various items
that should be considered. These include external factors, market conditions,
regulations, budget, and available suppliers. It also states the organization’s
capability to evaluate, procure, and then manage all items that are handled
through procurements.

Required and available resources and sourcing decisions: This section
describes the specific resources required for the program and whether or not
they are available within the organization or need to be procured from exter-
nal sources.

Required procurements: This section identifies the required procurements for
the program. In preparing this section, planning is needed to ensure that
there is an emphasis on shared resources across the program so that additional
costs are not required later in the program life cycle.

Statements of work for each item to be procured: This section describes state-
ments of work for each item to be procured. It is based on review of the
program scope statement and the program work breakdown structure. It is
noted that the statements of work are for items at the program level. It may
be possible, and desirable, to group items to be procured as one procurement
item in a single statement of work. These statements of work then guide the
procurement process, as it may be different for the various items that will be
procured. They serve to describe in specific detail the procurement item in
order that prospective sellers can determine whether or not they can provide
the required items. Information in the statement of work may include speci-
fications, quantities required, quality levels, performance requirements, the
period of performance, and other requirements as appropriate. This section
also states how work will be managed for each item that is procured and
whether the work will be done internally or externally.

Procurement documents: This section states the specific procurement docu-
ments that will be used for each item to be procured, such as request for pro-
posal, request for quotation, or invitation to bid. The purpose is to structure
these documents in a way that prospective sellers can prepare an accurate and
complete response, and the program management team can then evaluate the
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responses easily. The documents should be ones that enable the prospective
supplier to propose an alternative means of meeting the requirement if pos-
sible to provide greater flexibility.

Contract types: This section defines and documents the specific contract types
that will be used. They will vary based on the nature of the procurement. While
fixed-price, cost-plus, and time and materials contracts are typical, other vehi-
cles such as basic ordering agreements, other umbrella-type contracts, leasing,
and integrated volume discounts should be considered as appropriate.

Qualified seller lists: In order to expedite the procurement process, qualified
seller lists may be appropriate. This section describes how these lists will be
developed—Dby others in the organization, such as members of the procure-
ment department, or by the program management team. It also states how
information about qualified sellers will be obtained. A variety of tools and
techniques can be used, such as requests for information, the Internet, adver-
tising, directories, associations, and catalogs. This section also states whether
on-site visits will be made as part of the process to develop these lists. It may
be useful as well for the program management team to contact seller refer-
ences to obtain information on past performance.

Proposals: This section describes the processes, procedures, and evaluation cri-
teria that will be used to review proposals from potential sellers. It states
who will be involved in evaluating the proposals that are received so that
there is no bias in the process. The evaluation criteria may be limited to price
for certain items or may be more complex for other items. If the latter, it is
appropriate to consider whether prospective sellers understand the require-
ments, the management approach to be followed, the overall cost, the techni-
cal approach to be used, the people who will support the procurement, the
schedule for deliverable items, the risk involved, past performance and refer-
ences, intellectual property and proprietary rights, financial considerations,
and warranties.

Approvals: This section contains the written approval of the procurement man-
agement plan by the program sponsor, program manager, program manage-
ment office, members of the program board or governance board, and other

stakeholders.

Procurement Management Plan Template

<Insert Program Name>
Program Procurement Management Plan

Program name:

Program manager: PM’s email address here as a hyperlink
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Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the procurement manage-
ment plan, such as:

The procurement management plan describes the process used to determine
what to acquire, such as facilities, goods, materials, and external resources,
based on product requirements and describes the contractual methods that
will be used.

B. PROCUREMENT PLANNING APPROACH

This section describes how the program management team will determine which
items are to be handled as procurements. It describes the make-or-buy process
to follow and the various items that should be considered. It also states the orga-
nization’s capability to evaluate, procure, and then manage all the items that are
procured externally.

C. REQUIRED AND AVAILABLE RESOURCES AND SOURCING DECISIONS

This section describes the specific resources required for the program and
whether or not they are available within the organization or need to be procured
from external sources.
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D. REQUIRED PROCUREMENTS

This section identifies the required procurements for the program.

E. STATEMENTS OF WORK FOR EACH ITEM TO BE PROCURED

This section describes statements of work for each item to be procured. These
statements of work guide the procurement process and describe in detail the
specific procurement item. This section also states how work will be managed
for each item that is procured and whether the work will be done internally
or externally.

F. PROCUREMENT DOCUMENTS

This section states the specific procurement documents that will be used for
each item to be procured.

G. CONTRACT TYPES

This section defines and documents the specific contract types that will be used
based on the nature of the procurement item.

H. QUALIFIED SELLER LISTS

This section describes whether qualified seller lists will be used and how they
will be developed. It describes the process that will be followed to obtain infor-
mation on each of the possible sellers to be on the list.
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I. PROPOSALS

This section describes the processes, procedures, and evaluation criteria that will
be used to review proposals from potential sellers. It states who will be involved
in the evaluation process so there is no bias in the process.

J. APPROVALS

This section contains the approval of the procurement management plan by the
program sponsor, program manager, program management office, members of
the governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Contracts Management Plan

The contracts management plan (Figure 5.14) builds on the procurement man-
agement plan, elaborating on contracts administration to ensure appropriate cost,
quality, and schedule. It also is prepared during the plan program procurements
process in the Standard for Program Management—Second Edition (2008).

Contracts Management Plan Instructions
The contracts management plan will include the following:

Purpose: A brief introductory statement defining the purpose of the contracts
management plan, such as:
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Figure 5.14 Contracts management plan.

The contracts management plan describes the process that will be fol-
lowed to administer each of the program-level contracts to ensure that
deliverables meet requirements concerning cost, schedule, and quality.

This plan builds on the procurement management plan, which is devel-
oped eatlier in the program. In fact, once the contracts management plan is
approved, it can become an appendix to the procurement management plan.
It is an iterative document and should be reviewed periodically by the pro-
gram management team, especially as contracts are closed, and new contracts
are awarded to see if changes are warranted. This plan covers the contract
administration activities throughout the life of the contract.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the contracts management plan is prepared as an out-
put of the plan program procurements process. It is an input to the conduct
program procurements process. Updates to this plan may result from the
conduct program procurements process. Aspects of this plan are tools and
techniques in many processes, including direct and manage program execu-
tion, close program, conduct program procurements, administer program
procurements, develop program financial plan, and monitor and control pro-
gram financials processes. Other items of this plan are inputs to the follow-
ing processes: develop program schedule, monitor and control program risks,
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administer procurements, close program procurements, budget program costs,
monitor and control program financials, and identify program stakeholders.

Roles and responsibilities: This section describes the roles and responsibilities of
the program management team, the component managers, the procurement
department, the legal department, and others in the organization concern-
ing contract administration. It states the actions the program management
team can take on its own without involvement from the procurement or legal
departments. It also describes how the program management team will inter-
face with the people on various projects in the program responsible for contract
administration. Experts may also be needed, especially for global programs in
which specific knowledge about contract laws in other countries will apply
where the procurement will be awarded. Actions to be taken by whom if con-
ditions outlined in the contract are not met are stated in this section.

Buyer-seller performance requirements: For overall program success, a part-
nership is needed between the buyer and the sellers. This section states the
specific performance requirements each party should meet. For example,
it describes the process to review each deliverable. While the deliverable
due date is specified in the contract, the buyer should review it according
to a predetermined schedule. The seller then should have a certain schedule
in order to respond to needed changes if rework is required. Nontechnical
factors, such as establishment of trust and excellent working relationships
between the parties, also are critical to program success. The buyer enables the
seller to complete the contract, pays the agreed-upon price, formally accepts
the deliverable, and closes the contract. The seller completes the deliverable
according to the contractual terms and conditions.

Monitoring and control: This section describes specific monitoring and control-
ling processes to be followed. It identifies the circumstances to consider if the
contractual agreement is violated, to ensure that the deliverables meet require-
ments, to determine that the relationship between the buyer and seller ends
as stipulated, and to ensure that any postprogram communications occur as
specified.

Subcontract selection process criteria: Since many prime contractors in a
program issue subcontracts, this section states the selection criteria for these
subcontracts to ensure consistency in meeting overall program objectives and
benefit expectations. If the subcontract involves an initiative in another coun-
try, consideration of local laws is necessary. Contractual terms and conditions
should be specified for the subcontractors as appropriate.

Schedules: This section describes the process the program management team
will use to coordinate the various schedules prepared by the program con-
tractors and to ensure that these schedules are part of the program’s master
schedule. This section is required because the lack of delivery or performance
of one contractor may affect the overall performance of the program and
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the delivery of the expected program benefits. It states how often revised
schedules will be provided by the contractors, and the process to learn of any
problems so corrective action can be taken as quickly as possible. It describes
the tools and techniques to be used, as it may be beneficial for all the program
contractors to use the same scheduling software for technical compatibility.

Meetings to be held with contractors: In many large programs, much of the
work may be done by contractors. If this is the case in the program, this sec-
tion would describe whether any meetings are planned to be held with the
various contractors to better coordinate the work to be done and to resolve
any conflicts that could occur during the process. The program management
team then can use these meetings to coordinate and resolve any scheduling
or other constraints.

Status reporting: This section describes the status reports to be provided by the
various program contractors to describe progress in terms of achieving con-
tractual objectives, and how the individual reports then will be merged into
an overall program status report. It states the frequency in which the reports
will be prepared and the format to be used. Ideally, each contractor should fol-
low a standard format, which should include as a minimum schedule, budget,
scope, risk, and quality metrics and approval status of program deliverables.

Contract performance review meetings: The section describes the items to be
covered in contractor performance reviews and how often these meetings will be
held. These meetings are useful not only to assess performance to date but also to
determine if product pricing has changed significantly and requires revisions.

Change control: Change requests may be needed because of numerous factors,
such as a change in overall strategy, a change in requirements, performance
issues, etc. This section describes the process to follow when a change is
needed to a contract in the program. It describes the contract change control
system, as it states when change requests are required, the format to use to
submit a change request, who must analyze requests for their impact on other
aspects of the program, documentation requirements, and who is authorized
to approve change requests. It also describes the process to use to notify the
contractors when a change request has been approved or rejected.

Payment control: This section describes the payment control system that will
be used to ensure that all invoices are processed in a timely fashion, that
contract terms are followed, and that duplicate payments are not made. It
describes the necessary approvals before a payment can be made.

Contract closure: This section describes the specific process the program team
will use to close contracts and to determine that all contractual obligations
have been met. It describes the specific documents to be reviewed, documents
that will be archived, how lessons learned will be conducted, any performance
reviews that may be held, contract closure audits that may be conducted, stake-
holders to be notified, and any required follow-up work or warranties. This
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section also describes the process to follow if contracts are terminated early,
such as documenting why the contract was terminated, determining the extent
of the actual work that was performed, and updating contractual records.
Approvals: This section contains the written approval of the contracts man-
agement plan by the program sponsor, program manager, program manage-
ment office, members of the program board or governance board, and other

stakeholders.

Contracts Management Plan Template

<Insert Program Name>
Contracts Management Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the contracts management
plan, such as:

The contracts management plan describes the process that will be followed
to administer each of the program-level contracts to ensure that deliverables
meet requirements concerning cost, schedule, and quality.

B. ROLES AND RESPONSIBILITIES

This section describes the roles and responsibilities of the program management
team, the component managers, the procurement department, the legal depart-
ment, and others in the organization concerning contract administration. It states
the actions the program management team can take on its own without involve-
ment from other groups and describes how the program management team will
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interface with the various people administering contracts at the project level. It
describes whether the use of experts will be required.

C. BUYER-SELLER PERFORMANCE REQUIREMENTS

This section states the specific performance requirements of the buyer and the
seller. It describes the process to follow in reviewing deliverables and the need
for attention to nontechnical factors.

D. MONITORING AND CONTROL

This section describes specific monitoring and controlling processes to be fol-
lowed. It identifies the circumstances to consider if agreements are violated, to
ensure deliverables meet requirements, to see that the relationship between the
buyer and seller ends as stipulated, and to see if postprogram communications
occur as specified.

E. SUBCONTRACT SELECTION PROCESS CRITERIA

This section describes the selection criteria for any subcontracts by prime con-
tractors to ensure consistency in meeting overall program objectives and benefit
expectations. It specifies contractual terms and conditions to be included in the
subcontracts as appropriate.

F. SCHEDULES

This section describes the process the program management team will use to coor-
dinate the various schedules prepared by the program contractors and to ensure
that these schedules are part of the program’s master schedule. It states how
often revised schedules will be provided by the contractors, and the process to
learn of any problems so corrective action can be taken. It describes tools and
techniques to be used for technical compatibility.
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G. MEETINGS TO BE HELD WITH CONTRACTORS

This section describes whether any meetings are planned to be held with the
various contractors to better coordinate the work to be done and to resolve any
conflicts that could occur in the process.

H. STATUS REPORTING

This section describes status reports to be provided by the program contractors
to describe progress in terms of achieving contractual objectives and how the
individual reports will be merged into an overall program status report. It states
the reporting frequency and the format to be used for the reports.

I. CONTRACT PERFORMANCE REVIEW MEETINGS

This section describes how often contractor performance will be reviewed by
the program team and the items to be covered in a typical review.

J. CHANGE CONTROL

This section describes the contract change control system to be followed in the
program, including notification to the contractors when a change request has
been approved or rejected.

K. PAYMENT CONTROL

This section describes the payment control system to be used to ensure that
invoices are processed in a timely way, that contract terms and conditions are
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followed, and that duplicate payments are not made. It describes the needed
approvals before a payment is made.

L. CONTRACT CLOSURE

This section describes the process the program team will use to close contracts
and to determine that all contractual obligations have been met. It also describes
the process to follow if contracts are terminated early.

M. APPROVALS

This section contains the approval of the contracts management plan by the
program sponsor, program manager, program management office, members of
the program board or governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Interface Management Plan

The interface management plan was included in the second edition exposure draft
but has been removed in the final edition. We chose to keep it here for those pro-
grams that have complex interfaces and as a stimulus for consideration of the mat-
ters it addresses on smaller programs.

If multiple individuals are taking care of relations with a given external orga-
nization on the same matters, conflicts could result. Neglected interfaces with
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known stakeholders are almost always problematic. The interface management plan
addresses these issues and more.

Interface Management Plan Instructions

The interface management plan includes the following:

Purpose: A brief introductory statement defining the purpose of the interface
management plan, such as:

The interface management plan identifies and maps interrelation-
ships within the program, with other programs in the portfolio, and
with factors outside of the program. It identifies interfaces in terms
of ones that are organizational, technical, interpersonal, logistical,
and political.

It addresses internal and external interfaces as well as interdependencies
and interrelationships. It then assists in identifying risks with these inter-
relationships throughout the management of the program. It describes roles
and responsibilities for program interface management. Although the plan is
drafted eatly in the program, it is an iterative document that should be fur-
ther refined as the program moves through the life cycle.

Identification of organizational interfaces: This section defines each organi-
zational interface in the program, such as the various departments or units
within the organization to be involved in the program, the current relation-
ships among them, and the informal and formal relationships among them.
It also describes the relationship with the portfolio manager and the program
management office.

Identification of technical interfaces: This section states the different disci-
plines and specialties that are needed to complete the program. It includes
items such as software, subsystems, testing, and equipment that may need
to be coordinated. It also should describe whether there are any transitions
within the program management life cycle that may present challenges.

Identification of interpersonal interfaces: This section describes the formal
and informal reporting relationships among members of the program team.
It includes any cultural or language differences that may affect these working
relationships and describes whether any levels of trust and respect already
exist among team members. It also states customer-supplier relationships.

Identification of logistical interfaces: This section describes logistical inter-
faces, such as the use of virtual teams in the program and whether stakehold-
ers are in different locations, time zones, or countries.

Identification of political interfaces: This section describes the individual
goals and objectives of program stakeholders, to especially note whether
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people have informal power in areas of importance to the program. It lists
any informal alliances that may exist.

Management approach for component interfaces: This section describes
how interfaces between the various program components will be managed.
Changes often can occur because of interfaces with various program compo-
nents (projects and nonproject work), and a change to one component may
affect another component in the program.

Managementapproach for interfaces with the program’s governance board: This
section describes the approach to follow to manage interfaces with other enter-
prises, such as customers, suppliers, and other parts of the organization, which are
typically handled through work with the program’s governance board.

Management approach for interfaces with other aspects of the program:
This section describes how interface planning will be coordinated with other
aspects of the program, such as with schedule development, human resource
planning, communications planning, the program work breakdown struc-
ture, and risk management planning and analysis.

Roles and responsibilities for interface management: This section states the
various roles and responsibilities for interface management in the program.

Approvals: This section contains the written approval of the interface manage-
ment plan by the program sponsor, program manager, program management
office, members of the governance board, and other stakeholders.

Interface Management Plan Template

<Insert Program Name>
Program Interface Management Plan

Program name:

Program manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the interface management
plan, such as:
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The interface management plan identifies and maps interrelationships within
the program, with other programs in the portfolio, and with factors outside
of the program. It identifies interfaces in terms of ones that are organiza-
tional, technical, interpersonal, logistical, and political.

B. IDENTIFICATION OF ORGANIZATIONAL INTERFACES

This section defines each organizational interface in the program, such as the vari-
ous departments or units within the organization to be involved in the program,
the current relationships among them, and the informal and formal relationships
among them.

C. IDENTIFICATION OF TECHNICAL INTERFACES

This section states the different disciplines and specialties that are needed to
complete the program. It includes items such as software, subsystems, testing,
and equipment that may need to be coordinated. It also should describe whether
there are any transitions within the program management life cycle that may
present challenges.

D. IDENTIFICATION OF INTERPERSONAL INTERFACES

This section describes the formal and informal reporting relationships among
members of the program team, including any cultural or language differences
that may affect these working relationships and any levels of trust and respect
that already exist among team members. It also states customer-supplier
relationships.

E. IDENTIFICATION OF LOGISTICAL INTERFACES

This section describes logistical interfaces, such as the use of virtual teams in
the program and whether stakeholders are in different locations, time zones,
or countries.
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F. IDENTIFICATION OF POLITICAL INTERFACES

This section describes the individual goals and objectives of program stakehold-
ers, to especially note whether people have informal power in areas of impor-
tance to the program. It lists any informal alliances that may exist.

G. MANAGEMENT APPROACH FOR COMPONENT INTERFACES

This section describes how interfaces between the various program components
(projects and nonproject work) will be managed.

H. MANAGEMENT APPROACH FOR INTERFACES WITH
THE PROGRAM GOVERNANCE BOARD

This section describes the approach to follow to manage interfaces with other
enterprises, such as customers, suppliers, and other parts of the organization,
which are typically handled through work with the program’s governance board.

I. MANAGEMENT APPROACH FOR INTERFACES WITH OTHER
ASPECTS OF THE PROGRAM

This section describes how interface planning will be coordinated with other
aspects of the program, such as with schedule development, human resource
planning, communications planning, the program work breakdown structure,
and risk management planning and analysis.
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J. ROLES AND RESPONSIBILITIES FOR INTERFACE MANAGEMENT

This section states the various roles and responsibilities for interface management
in the program.

K. APPROVALS

This section contains the approval of the interface management plan by the pro-
gram sponsor, program manager, program management office, members of the
governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Staffing Management Plan

Although this plan is not part of the Standard for Program Management—Second
Edition (2008), we believe it is an essential document for program management
given the importance of acquiring, retaining, and releasing staff from the program.

Staffing Management Plan Instructions
The staffing management plan includes the following:
Purpose: A brief introductory statement defining the purpose of the staffing
management plan, such as:

The staffing management plan describes the timetable for staff acquisi-
tion and release from the program. It also includes identification of
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roles and responsibilities, plans for recognition and rewards, compli-
ance considerations, and safety issues.

It addresses availability of and competition for scarce human resources
needed for the program. It designates roles and responsibilities required for
program success. Although the plan is drafted early in the program, it is an
iterative document that should be further refined, especially since the pre-
liminary requirements regarding the people and competencies needed for the
program are progressively elaborated as the program progresses.

Internal and external required resources: This section describes specific inter-
nal and external, when appropriate, human resources required for program
success. Specific competencies are listed in this section. Competency refers to
the skills and abilities required to complete program activities. The section
lists the individuals and groups that may be part of the program organization
and whether they are internal to the organization or external to it.

Organizational influences: This section defines various organizational influ-
ences that can impact the program team. It describes key personnel administra-
tion policies and procedures, standardized position descriptions, standardized
performance plans, and the ability to acquire resources from groups external
to the organization. It also specifically describes the assistance available to the
program manager from the human resource department.

Program team roles and responsibilities: This section documents program
team member roles and responsibilities so there is clarity of who is responsible
for each program package in the program work breakdown structure. The
objective is to ensure that the program team is aware of who is responsible for
each of these program packages to ensure each one has an assigned owner,
and duplicative work does not result. A role is defined as the portion of the
program for which an individual is held accountable. Responsibility refers
to the work the person is expected to perform in the program. A program
organizational chart should be prepared and attached to the plan as a separate
document. A resource assignment matrix also should be prepared.

Methods to meet human resource requirements: This section describes
when and how human resource requirements will be met in the program. It
describes how staff members will be acquired and whether or not the team
will be virtual or collocated.

Resource calendars: This section describes the necessary time frames for mem-
bers of the program team to join the program and begin their work, as well
as when recruiting or acquisition activities will begin. A histogram of human
resource requirements may be attached to this plan.

Stafling release: This section describes the method and timing of releasing staff
members from the program team. Its purpose is to provide a smooth transi-
tion as staff members are released. Methods for identifying lessons learned
for future program improvements can be part of this section of the plan as
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individuals move on to other assignments. Such a smooth transition can
improve overall team morale.

Rewards and recognition: This section presents clear criteria for rewards and
a planned system for their use on the program. Various types of available
rewards are included in this section. The purpose of this section is to ensure
there is a set timetable so recognition is not forgotten as program activities
are completed.

Compliance requirements: This section describes strategies for compliance with
various regulations, organizational policies, and human resource policies to be
followed in the program. It also includes any safety policies and procedures.

Approvals: This section contains the written approval of the staffing manage-
ment plan by the program sponsor, program manager, program management
office, members of the governance board, and other stakeholders.

Staffing Management Plan Template

<Insert Program Name>
Staffing Management Plan

Program name:

Program manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the staffing management
plan, such as:

The staffing management plan describes the timetable for staff acquisition
and release from the program. It also includes identification of roles and
responsibilities, plans for recognition and rewards, compliance consider-
ations, and safety issues.




The Program Setup Phase ® 171

B. INTERNAL AND EXTERNAL REQUIRED RESOURCES

This section defines specific internal and external, when appropriate, human
resources required for program success. It lists specific competencies that are
needed.

C. ORGANIZATIONAL INFLUENCES

This section defines various organizational influences that can impact the pro-
gram team, such as personnel administration policies and procedures, standard
position descriptions, standard performance plans, and the ability to acquire
resources from external units.

D. PROGRAM TEAM ROLES AND RESPONSIBILITIES

This section documents program team member roles and responsibilities for
each program package in the program work breakdown structure. A program
organization chart should be attached to this plan as a separate document. A
resource assignment matrix also may be included.

E. METHODS TO MEET HUMAN RESOURCE REQUIREMENTS

This section describes when and how human resource requirements will be met
in the program. It states how staff members will be acquired and whether the
team will be virtual or collocated.

F. RESOURCE CALENDARS

This section describes the necessary time frames for members of the program
team to join the program and begin their work. It also states when recruiting or
acquisition activities will begin. A histogram may be attached to this plan.
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G. STAFFING RELEASE

This section describes the method and timing of releasing staff members from
the program team so there is a smooth transition. It also includes methods to
identify lessons learned as staff members move on to other assignments.

H. REWARDS AND RECOGNITION

This section presents the criteria for rewards and a planned system for their use
in the program. It helps to ensure there is a set timetable so recognition is not
forgotten as program activities are completed.

I. COMPLIANCE REQUIREMENTS

This section describes strategies for compliance with various regulations, organi-
zational policies, human resource policies, and safety policies and approvals.

J. APPROVALS

This section contains the approval of the staffing management plan by the pro-
gram sponsor, program manager, program management office, members of the
governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N

Stakeholder 1
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Stakeholder 2
Stakeholder N

Program Transition Plan

Without transition, program benefits are, in most cases, simply forgotten or termi-
nated. Without proper transition management for both the components and the
program, the program is worthless.

Program Transition Plan Instructions

The program transition plan will include the following:

Purpose: A brief introductory statement defining the purpose of the program
transition plan, such as:

The program transition plan describes the process that will be followed
to deliver the final product to the customer or to transition it to another
unit in the performing organization, such as a product support, cus-
tomer support, or service management group, to ensure program ben-
efits are sustained.

This plan serves to provide a smooth transition process. The objective is to
ensure that the benefits from the program continue to be realized as long as
possible. Once the transition activities are complete, program resources then
are reallocated, and all program records are closed. It is an iterative document
that may be refined as various program components are closed and transi-
tioned to ongoing operational status or to the customer.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the transition plan is an output of the develop pro-
gram management plan process. It is an input to the close program process.

Transition process: This section describes the program transition process to be
followed. It states whether a program transition request must be prepared, its
format, and approval requirements. It describes the need to evaluate all the
subsidiary plans of the program management plan to see if requirements were
met, to ensure that expected program benefits were realized, and to ensure
that all program components have been closed. A schedule for the transition
activities should be part of the overall program master schedule.

Component transition requests: Throughout the program, different compo-
nents (projects and nonproject work) will finish before others. Each time
a component is officially closed, a transition request should be prepared to
transition the benefits from the component into ongoing operational status or
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to the customer. This section describes the process to prepare these requests,
the format to be used, and the approval requirements. Typically, these activi-
ties are part of the last gate review for the component.

Documentation requirements: This section describes documentation to be pre-
pared as part of the transition process. It also includes a description of any
training to be provided or materials that may be needed. Often, transitions
are formal contract-type activities; in other situations, a more informal process
may be appropriate. A clear understanding of the specific items to be transi-
tioned is required so there are no misunderstandings later in the process.

Roles and responsibilities: This section describes the roles and responsibilities
of the program management team as well as the receiving organization in the
transition process. The receiving organization ideally should be a participant
in preparing the transition plan so there is a clear understanding of what will
be handed to this unit and the process that will be followed.

Transition critical success factors: This section describes the critical success
factors that are considered essential to ongoing benefits sustainment and
assurance. It may include items such as continuing to meet product demands,
adding value to the ongoing process that will be followed, having a customer
or product support representative available, providing support if changes are
required, and training support staff as needed.

Approvals: This section contains the written approval of the program transi-
tion plan by the program sponsor, program manager, program management
office, members of the governance board, and other stakeholders.

Program Transition Plan Template

<Insert Program Name>
Program Transition Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:
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A. PURPOSE

A brief introductory statement defining the purpose of the program transition plan,
such as:

The program transition plan describes the process that will be followed to
deliver the final product to the customer or to transition it to another unit in
the performing organization, such as a product support, customer support,
or service management group, to ensure program benefits are sustained.

B. TRANSITION PROCESS

This section describes the program transition process to be followed. It states
whether a program transition request must be prepared, its format, and approval
requirements.

C. COMPONENT TRANSITION REQUESTS

This section describes the process to be followed to prepare a transition request
each time a component is officially closed to transition the benefits from the
component into ongoing operational status or to the customer.

D. DOCUMENTATION REQUIREMENTS

This section describes the documentation to be prepared as part of the transition
process. It also includes a description of any training to be provided or materials
that may be needed.

E. ROLES AND RESPONSIBILITIES

This section describes the roles and responsibilities of the program management
team as well as the receiving organization in the transition process.
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F. TRANSITION CRITICAL SUCCESS FACTORS

This section describes the critical success factors that are considered essential to
ongoing benefits sustainment and assurance.

G. APPROVALS

This section contains the approval of the program transition plan by the program
sponsor, program manager, program management office, members of the pro-
gram board or governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
Stakeholder 1
Stakeholder 2
Stakeholder N

Program Management Plan

According to the Standard for Program Management—Second Edition (2008), the
program management plan (Figure 5.15) includes the following subsidiary plans:

B Program road map
B Program schedule
B Program governance plan
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Program Management Life Cycle: Program Setup

Figure 5.15 Program management plan.

Governance metrics
Benefits realization plan
Program stakeholder management plan
Program communications management plan
Program financial plan
Contracts management plan
Scope management plan
Procurement management plan
Quality management plan
Program risk response plan
Program risk management plan
Schedule management plan

These items may be separate documents or some or all of them could be placed
in a single volume, if desired, for smaller programs. In some cases, one of these

plans could simply point to a standard organization plan.
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Program Management Plan Instructions

The program management plan includes the following:

Purpose: A brief introductory statement defining the purpose of the program
management plan, such as:

The program management plan provides direction as to how the pro-
gram will be managed, monitored and controlled, and closed; guides
the allocation and use of program resources; and defines the program’s
deliverables and benefits.

Once the program management plan is approved, program execution
begins. This plan contains the various subsidiary plans, and they can be set
up as attachments to the program management plan, or they can be con-
solidated into a single document. Although this plan is prepared early in the
program’s life cycle, it is an iterative document that is expected to change
throughout the program as the program progresses. It also is a starting point
for project managers working on the program as they develop the plans for
their specific projects, as it provides overall guidance. If the program begins
after several components have been under way, the existing project plans
should be reviewed as this plan is developed.

In the Project Management Institute’s Standard for Program Management—
Second Edition (2008), the program management plan is an output of the develop
program management plan process. It is an input to the following processes:

Develop program infrastructure
Direct and manage program execution
Manage program resources

Monitor and control program performance
Manage program issues

Close program

Manage program architecture
Manage component interfaces
Monitor and control program scope
Plan communications

Report program performance

Plan program risk management
Identify program risks

Analyze program risks

Conduct program procurements
Administer program procurements

Close program procurements
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Develop program financial plan

Estimate program costs

Budget program costs

Monitor and control program financials

Plan and establish program governance structure
Plan program quality

Approve component initiation

Provide governance oversight

Manage program benefits

Monitor and control program changes

Updates to the program management plan are in the following processes:

B Monitor and control program financials
B Approve component transition

Program end result and schedule: This section describes the key program deliv-
erables and their schedule for completion. It also describes the major program
benefits. It provides background information, including why the program was
initiated, and how it aligns with the organization’s mission, vision, and values.

Program budget and cash flow requirements: This section contains infor-
mation on the budget that is needed in order to complete the program. It
describes cash flow requirements, referring to the financial management plan
for details.

Program risks and issues: This section presents an overview of the key program
risks, opportunities, and issues. It notes that details are included in the pro-
gram risk management plan and risk register.

Program dependencies: This section describes the key dependencies between this
program and other programs and projects under way by the organization.
Program assumptions: This section lists the assumptions or factors that the
program management team considers to be true, real, or certain that are part
of this plan. Subsidiary plans will describe some assumptions in greater detail

as appropriate.

Program constraints: This section describes constraints, or restrictions or limits,
that may affect overall program performance. These constraints are described
in greater detail in some of the subsidiary program plans as appropriate.

Program management approach: This section describes the approach the pro-
gram management team plans to follow as it executes the program and the
methodology, tools, and techniques to be used. If the organization has an
existing program management methodology, it states whether or not it will be
used as is or whether it requires tailoring. It also describes how the program
management team will work with component managers on the program,
functional managers in the organization, the program’s governance board,
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other stakeholders, and customers. It describes the metrics that will be used
to help track and monitor the program to ensure deliverables are completed
as planned, and expected benefits are realized. It shows how the various plans
are integrated and coordinated at the program level. It also states how the pro-
gram management team will document and use lessons learned throughout
the program. Any supporting feasibility studies (technical, economic, ethical,
social, environmental, etc.) should be attached to this section.

Program organization: This section states how the program will be organized.
It describes the composition of the program management core team, the use
of a program management office, and the interaction with the program’s gov-
ernance board.

Program management information system: This section describes the
approach the program management team will use to collect and manage all
program-related information. It shows the various tools and processes that
will be used, such as software, documentation management, configuration
management, earned value management, and the use of a program manage-
ment office. It describes roles and responsibilities for use of this system and
access privileges to it. This system is used for overall program performance
monitoring and control, so this section also describes the specific reports that
will be prepared and how they will be distributed, following the program
communications management plan.

Schedule milestones and budget goals for program components: This sec-
tion describes the high-level schedule milestones for each of the program’s
components (projects and nonproject work) and also includes the allocated
budget for each component.

Tolerance ranges and decision making: Each organization has different levels
of tolerance for variances in cost, scope, schedule, and risks and in how they
will be handled. This section describes the level of tolerances for the pro-
gram based on expectations of stakeholders and members of the program’s
governance board. It also states approvals required if the tolerance levels are
exceeded. It discusses the various types of program decisions that are expected
to be made by the program manager based on items in the program charter
and the program manager’s level of authority and accountability, and those
that require escalation to the governance board. It states how the results of
the decisions are communicated and managed, using the program communi-
cations management plan as a framework.

Updates to the program management plan: This section states when updates
to the program management plan are required, such as when there are
changes in the overall strategic direction of the organization, in the pro-
gram’s requirements, in organizational processes and procedures, or to the
program’s scope, schedule, cost, or quality baselines; unplanned circum-
stances; or risks that turn into issues that then require updates to the plan.
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It describes the documentation management process to follow to update
the plan and how key stakeholders will be notified that the plan has been
updated. A formal change request should be prepared and approved before
the plan is updated.

Approvals: This section contains the written approval of the program manage-
ment plan by the program sponsor, program manager, program management
office, members of the governance board, and other stakeholders.

Program Management Plan Template

<Insert Program Name>
Program Management Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the program management
plan, such as:

The program management plan provides direction as to how the program
will be managed, monitored and controlled, and closed; guides the alloca-
tion and use of program resources; and defines the program’s deliverables
and benefits.

B. PROGRAM END RESULT AND SCHEDULE

This section describes the key program deliverables and their schedule for com-
pletion. It also describes key program benefits and presents background informa-
tion as to why the program was initiated.
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C. PROGRAM BUDGET AND CASH FLOW REQUIREMENTS

This section contains information on the budget that is needed to complete the
program and describes cash flow requirements, referring to the financial man-
agement plan for details.

D. PROGRAM RISKS AND ISSUES

This section presents an overview of the key program risks, opportunities, and
issues. It notes that details are contained in the program risk management plan
and risk response plan.

E. PROGRAM DEPENDENCIES

This section describes the key dependencies between this program and other
programs and projects under way in the organization.

F. PROGRAM ASSUMPTIONS

This section lists the assumptions or factors that the project management team
considers to be true, real, or certain that are part of this plan.

G. PROGRAM CONSTRAINTS

This section lists the constraints, or restrictions or limits, that may affect program
performance.
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H. PROGRAM MANAGEMENT APPROACH

This section describes the approach the program management team plans to
follow as it executes the program, and the methodology, tools, and techniques
to be used. It shows how the various plans are integrated and coordinated at
the program level. Supporting feasibility studies, if applicable, are attached to
this section.

I. PROGRAM ORGANIZATION

This section states how the program will be organized. It describes the compo-
sition of the program management core team, the use of a program office, the
involvement of the program management office, and the interaction with the
program’s governance board.

J. PROGRAM MANAGEMENT INFORMATION SYSTEM

This section describes the approach the program management team will use
to collect and manage all program-related information. It describes the various
tools and processes that will be used and the roles and responsibilities for use
of the system and access privileges to it. It states the performance reports to be
prepared and how they will be distributed, following the program communica-
tions management plan.

K. SCHEDULE MILESTONES AND BUDGET GOALS
FOR PROGRAM COMPONENTS

This section describes the high-level schedule milestones for each of the pro-
gram'’s components and includes the allocated budget for each component.
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L. TOLERANCE RANGES AND DECISION MAKING

This section describes the tolerance levels for the program based on stakeholder
expectations and those of the members of the governance board in terms of vari-
ances in cost, scope, schedule, and risk, and how the variances will be handled.
It also states approval levels if the tolerance levels are exceeded. It describes the
various types of program decisions the program manager is expected to make
without the need to escalate them to the governance board. It describes how

the results of these decisions will be communicated and managed, using the
program communications management plan as a framework.

M. UPDATES TO THE PROGRAM MANAGEMENT PLAN

This section states when updates to the program management plan are required,
the documentation process to follow to update the plan, and how key stakehold-
ers will be notified that the plan has been updated.

N. APPROVALS

This section contains the approval of the program management plan by the pro-
gram sponsor, program manager, program management office, members of the
governance board, and other key stakeholders.

SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N
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Stakeholder 1
Stakeholder 2
Stakeholder N

Knowledge Management Plan

One of the most important assets of any organization is its corporate knowledge.
This asset does not happen or grow accidentally. A knowledge management plan is
therefore a key to success.

Knowledge Management Plan Instructions

The knowledge management plan includes the following:

Purpose: A brief introductory statement defining the purpose of the knowledge
management plan, such as:

The knowledge management plan shows how knowledge management
can improve the effectiveness and efficiency of overall program man-
agement, as it describes how people will be connected to one another
in the program and to information generated throughout the course of
the program.

This plan should be prepared eatly in the program because through a
commitment to knowledge management (KM) by the program management
team, greater efficiencies should result. People on the program team will be
able to access information prepared by others with whom they may not have
direct contact or even know. People also will be able to locate subject matter
expertise that could help with key program issues. The emphasis is on use of
KM to avoid reinvention, promote reuse, use less experienced staff on issues
and problems for which solutions are available and staff members with greater
expertise on areas in which innovative solutions are required, and provide the
opportunity to eliminate redundancy in the program work environment.

The Project Management Institute’s Standard for Program Management—
Second Edition (2008) does not specifically recognize the knowledge man-
agement plan as an input, tool or technique, or output in any processes.
However, the standard does note the importance of lessons learned and how
they are collected and documented throughout the program, and lessons
learned reviews are suggested in the plan program risk management process.
The Standard for Program Management—Second Edition (2008) also notes
the organization’s knowledge bases. The develop program management plan
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and develop program infrastructure processes note a best practices library as
an input. The plan and establish program governance process uses the best
practices library as a tool and technique. Technical knowledge is a tool and
technique in the develop program architecture process.

The lessons learned database is an input to the following processes:

B Plan program risk management
B [dentify program risks
B Analyze program risks

Updates to the lessons learned database are an output of the monitor and
control program risks process.

Knowledge transition is an output of the close program process.

Although the plan is prepared early in the program, it is an iterative docu-
ment that should be reviewed and updated on a periodic basis.

Goals and objectives: This section lists the goals and objectives for KM in
the program and describes how KM can contribute to the objectives of the
program and the benefits to be realized. It may be that the program manager
recognizes a need to quickly share information with his or her team, wishes to
reduce the time required to locate information in documents and files, wants
to reduce the time required to locate people with different areas of expertise
on the team, or wants to avoid redundancy in the work that is done.

Roles and responsibilities: This section describes the key roles and respon-
sibilities for KM in the program. A member of the program management
team should have responsibility for KM activities, which would include
preparing and updating the KM plan, ensuring that KM is a program
package in the program work breakdown structure, determining the type
of metadata tags to include on program artifacts, setting up a process so
people can contribute knowledge assets or content to the program team,
approving knowledge assets or content for publication, publishing the
content, prioritizing the content that is contributed, communicating
the availability of content to stakeholders and members of the program
management team, determining access rights to the content that is pub-
lished, reviewing blogs and discussion forums for examples of content to
share, establishing and using debriefing tools as team members and con-
tractors leave the program, and sharing content within the team and the
organization.

Examples of approaches to consider as metadata tags include: authored by
or prepared by, date, document type (form, presentation, plan, report, reg-
ister, meeting minutes, lessons learned sessions, program reviews, and stage
gate reviews), modified by, description, key topic (if not evident by the type
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of document), component involved, stakeholders involved, benefits affected,
and metrics.

This member of the program management team with principal responsi-
bility for KM may work with someone in the program management office.
He or she also should set up a process to work with at least one other person
on the team to ensure that the content that is contributed is of high quality
and should be published. This KM team member also can determine whether
the content requires updates or should be deleted, and should be responsible
for knowledge transition to the program during the close program process.

Each member of the program management team, as well as customers
and contractors, should identify knowledge assets or content and be able to
contribute them.

Methods to communicate content availability within the program and
within the organization include distribution lists, Web boards, Webinars,
training sessions, discussion forums, blogs, podcasts, newsletters, white
papers, collaboration rooms, document libraries, subscription notifications,
and announcements.

Tools and techniques: This section describes the various tools and techniques

to be used within the program team to share content that has been contrib-
uted. Examples of approaches include a program Web site, a shared drive, a
collaboration room, a document library, and discussion forums.

Training and orientation sessions: This section describes whether any

training and orientation sessions may be needed if people working on
the program are not accustomed to active involvement in KM. Examples
of items to be included in these sessions are ways to share information,
approaches to contribute knowledge assets or content, ownership of con-
tent and intellectual property issues, the need for nondisclosure issues,
and security.

Metrics: This section states how the effectiveness of the KM process in the pro-

gram will be evaluated. Examples of items to consider include the contribu-
tion on a regular basis of useful content, the “hit” rates per knowledge asset
or content, the actual use of contributed content, and the ability to locate key
content quickly or key subject matter experts easily.

Rewards and recognition: If the organization does not actively practice KM,

this section may be required to state how best to recognize and reward those
members of the program team who are active in the KM process. Incentives
may be needed so people regularly contribute knowledge assets and content
and apply them to their work on the program as appropriate.

Approvals: This section contains the written approval of the knowledge

management plan by the program sponsor, program manager, program
management office, members of the governance board, and any other key
stakeholders as appropriate.
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Knowledge Management Plan Template

<Insert Program Name>
Knowledge Management Plan

Program name:

Program manager: PM'’s email address here as a hyperlink

Program sponsor:

Actual start date:

Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE

A brief introductory statement defining the purpose of the knowledge manage-
ment plan, such as:

The knowledge management plan shows how knowledge management can
improve the effectiveness and efficiency of overall program management,
as it describes how people will be connected to one another in the program
and to information generated throughout the course of the program.

B. GOALS AND OBJECTIVES

This section lists the goals and objectives for knowledge management (KM) in the
program and describes how KM can contribute to the program’s objectives and
benefits to be realized.

C. ROLES AND RESPONSIBILITIES

This section describes the key roles and responsibilities for KM in the program.
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D. TOOLS AND TECHNIQUES

This section describes the various tools and techniques to be used by the pro-
gram team to share content that has been contributed.

E. TRAINING AND ORIENTATION SESSIONS

This section describes whether any training and orientation sessions may be
needed if people working on the program are not accustomed to active involve-
ment in KM.

F. METRICS

This section states how the effectiveness of the KM process in the program will
be evaluated.

G. REWARDS AND RECOGNITION

This section describes how members of the program team may be recognized
and rewarded for their KM contributions.

H. APPROVALS

This section contains the approval of the knowledge management plan by the
program sponsor, program manager, program management office, members of
the governance board, and other key stakeholders as required.
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SIGNATURES AND DATE APPROVAL OBTAINED

Program manager

Program sponsor

Program management office director

Governance board chairperson

Governance board member 1

Governance board member 2

Governance board member N

Stakeholder 1

Stakeholder 2

Stakeholder N




Chapter 6

The Delivery of Program
Benefits Phase: Executing

Good fortune is when opportunity meets with planning,

— Thomas Alva Edison

Having said that plans are useless, but also that planning is tremendously impor-
tant, now we talk about them coming together. But then we remember that as liv-
ing documents, our plans and processes are designed to systematically evolve into
desired reality.

It is useful to consider the delivery of program benefits phase, albeit just one
phase, in two pieces—the executing part and the monitoring and controlling part.
The bulk of program work is in the execution, the subject of this chapter.

Team Charter

A successful and motivated team is essential to success. A team can benefit
greatly from a team charter, although it is not included in the Swandard for
Program Management—Second Edition (2008). This is true as it provides an
agreed-upon model and standards for intrateam interactions not covered by
other plans.

191
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Direct and
Benefits Manage Program
Realization Exectution
Plan \
Audit Report
Audit Plan / Manage Program
Issues
Program
Schedule Monitor and Track
Report
Recommendations

Program Management Life Cycle: Benefit Delivery

Figure 6.1 Audit report.

Team Charter Instructions

The team charter formalizes the program team members’ roles and responsibilities.
It provides guidelines for the team’s operations. It describes the processes that the
team will use to complete the program. It states the expectations to be met by
the team members, such as the specific responsibilities regarding the program
schedule. It includes procedures to resolve conflicts and describes how the team
will plan the work, participate in making decisions, and communicate throughout
the program. The team charter includes the following:

Purpose: A brief introductory statement defining the purpose of the team char-
ter, such as:

The team charter states the team members’ roles and responsibilities
and provides guidelines for the team’s operation throughout the life of
the program. It describes actions and decisions the team can take on its
own and escalation processes to follow as required.

The team charter formalizes the program team members’ roles and respon-
sibilities. It provides guidelines for the team’s operations. It describes the
processes that the team will use to complete the program. It states the expec-
tations to be met by the team members, such as the specific expectations
regarding the program schedule. It includes procedures to resolve conflicts
and describes how the team will plan the work, participate in making deci-
sions, and communicate throughout the program.
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Program commitment statement: This section describes the team’s commit-
ment to the program in terms of the team’s desire to achieve the program’s
objectives and to be able to deliver the expected benefits of the program.

Program manager’s role: The charter lists the program manager’s name and
describes how the team will interact with the program manager during the
program. It contains specific roles and responsibilities of the various team
members in terms of interaction with the program manager, recognizing that
some team members will have more interaction than others.

Program sponsor’s role: The charter lists the program sponsor’s name and
describes how the team will interact with the sponsor during the program.
Client’s role: This section names the client and states how the program manage-

ment team will interact with the client during the program.

Other stakeholders involved in the program: As described in the stakeholder
management plan, a variety of stakeholders will be involved in the program
at different times during the program’s life cycle. This section describes the
level of interaction of the program team members with the stakeholders
during the program. A responsibility assignment matrix may be attached to
this section.

Team performance objectives: This section describes specific performance
objectives of the program team members during the program’s life cycle. It
links the performance objectives to the program’s objectives.

Success measures: While there are overall success measures in terms of on time,
within budget, and within specification delivery of the program’s product,
service, and result, this section describes specific success measures in terms of
overall team performance.

Scope/boundaries of the team’s work: This section builds on the scope man-
agement plan to describe any boundaries that may affect the work of the
program team. It lists specific constraints and assumptions to be considered.

Deliverables: This section uses the program work breakdown structure and lists
the various program packages. A responsibility assignment matrix may be
attached to this section to show the roles and responsibilities of the program
team members for the various deliverables.

Conflict management process: Recognizing that programs inevitably will
have conflicts, this section describes a process to resolve conflicts that may
exist among the team members. It notes how the team can resolve conflicts
without the need to involve the program manager and states the process
to follow if involvement from the program manager is required. It also
describes how team members will learn of the conflict resolution. For exam-
ple, if the conflict only involves a few team members, this section states
whether the entire team should be included in the resolution method that
is used.

Decision-making process: This section describes the process the team will fol-
low to make program decisions. It states the types of decisions the team can
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make on its own without the need to involve the program manager and how
these decisions will be communicated throughout the program and to rel-
evant stakeholders according to the communications management plan. It
also states when the program manager needs to be consulted before a decision
is made and the circumstances when the team needs to escalate a decision to
the program manager.

Administrative activities: Each program has a variety of administrative activi-
ties that must be performed for overall program success. This section states
the roles and responsibilities of the team members in terms of these admin-
istrative activities. For example, it describes responsibilities in areas such as
preparing agendas for various meetings, taking minutes, distributing action
items, maintaining various logs and registers, updating plans and other doc-
uments, updating the knowledge management repository, and performing
closeout tasks. A responsibility assignment matrix for these administrative
activities may be attached to this section.

Issue escalation process: Issues are common in programs. In addition to use of
the issue register to identify, track, monitor, and resolve issues, this section of
the charter states the process the team will use to resolve issues on its own. It
also states when issues should be raised to the program manager for consulta-
tion or for actual resolution.

Updates to the charter: This section states how often the charter will be
reviewed to determine whether updates to it are required and who will
be responsible for these updates. For example, if the conflict resolution pro-
cess is not being followed or is not effective, the charter will require updates.
As new members join the team, they may have ideas for changes to the char-
ter, and as members leave the team, they should comment as to whether or
not they feel changes to the charter are warranted.

Approvals: This section lists the approval of the team charter by the program
sponsor, program manager, and each team member. When new team members
join the team, they should sign the charter to indicate their commitment to it.

Team Charter Template

<Insert Program Name>
Team Charter

Program name:

Program manager: PM’s email address here as a hyperlink

Program sponsor:

Actual start date:
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Approved end date:

Program no.:

Revision history:

Business unit:

A. PURPOSE
A brief introductory statement defining the purpose of the team charter, such as:

The team charter states the team members’ roles and responsibilities and
provides guidelines for the team’s operation throughout the life of the pro-
gram. It describes actions and decisions the team can take on its own and
escalation processes to follow as required.

B. PROGRAM COMMITMENT STATEMENT

This section describes the team’s commitment to the program in terms of the
team’s desire to achieve program objectives and deliver the program’s expected
benefits.

C. PROGRAM MANAGER’S ROLE

This section lists the program manager’s name and describes how the team will
interact with the program manager during the program.

D. PROGRAM SPONSOR’S ROLE

This section states the program sponsor’s role and describes how the team will
interact with the sponsor during the program.
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E. CLIENT’S ROLE

This section names the client and states how the team will interact with the
client during the program.

F. OTHER STAKEHOLD