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Introduction

1.1 Purpose of this guide

Today’s organisations exist in a climate of constant and increasing change. The many, dynamic and contradictory drivers for change include innovations in technology, working practices (including outsourcing and partnerships), mergers, increased demands from regulation and, for the public sector, delivery of policy driven by changing political parties and or ministers. Whatever the organisation, wherever it is located, however it is structured, the rate of change is increasing.

Organisations that have learned how to transform themselves through effective leadership and strategic control are more likely to survive and prosper. Programme management is increasingly being recognised as a key tool to enable organisations to manage that transformation.

Managing Successful Programmes (MSP) represents proven programme management good practice in successfully delivering transformational change, drawn from the experiences of both public and private sector organisations. 

This guide provides:

· An adaptable route map for programme management, bringing together key principles, Governance Themes and a set of interrelated processes to facilitate the flow of business transformation

· Advice on how these programme management principles, themes and flow can be embedded, reviewed and applied, to gain measurable benefits from business change.

The MSP framework is based on three core concepts as shown in Figure 1.1.

Figure 1.1 MSP Framework and concepts
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MSP Principles. Derived from lessons learned in programmes that had both positive and negative results. They represent common factors that underpin the likelihood of success of any programme of transformational change. 

· MSP Governance Themes. An organisation’s approach to programme management needs to be defined, measured and controlled. The Governance Themes allow organisations to put in place the right leadership, delivery team, robust organisation structures, controls and control information (e.g. Blueprint, Business Case, Quality Management Strategy), giving the best chance of delivering the planned outcomes and realising the desired benefits.

· MSP Transformational Flow. The Flow provides a route through the lifecycle of a programme from its conception through delivering the new capability, outcomes and benefits, on through the transition to the realised future state, and finally on to the close of the programme.

This guide is intended primarily for those who are involved in the direction, management, support and delivery of programmes. It is presented as a reference manual for Programme Managers, change managers and Programme Office staff. It also provides guidance for owners and sponsors of programmes of change.

1.2 What is a programme?

In MSP, a programme is defined as a temporary, flexible organisation created to coordinate, direct and oversee the implementation of a set of related projects and activities in order to deliver outcomes and benefits related to the organisation’s strategic objectives. A programme is likely to have a life that spans several years.

A project is also a temporary organisation, usually existing for a much shorter duration, which will deliver one or more outputs in accordance with a specific business case. A particular project may or may not be part of a programme.

Programmes deal with outcomes; projects deal with outputs. Programme management and project management are complementary approaches. During a programme lifecycle, projects are initiated, executed, and closed. Programmes provide an umbrella under which these projects can be coordinated. The programme integrates the projects so that it can deliver an outcome greater than the sum of its parts. 

Programme management does not replace the need for competent project direction and management. Programmes must be underpinned by a controlled project environment of effective direction, management, delivery and reporting disciplines that are common to all projects within a programme.

1.3 What is programme management?

MSP defines programme management as the action of carrying out the coordinated organisation, direction and implementation of a dossier of projects and transformation activities (i.e. the programme) to achieve outcomes and realise benefits of strategic importance to the business.

Programme management aligns three critical organisational elements: 

· Corporate strategy 

· Delivery mechanisms for change, and 

· Business-as-usual environment. 

It manages the natural tension that exists between these elements to deliver transformational change that meets the needs of the organisation and its stakeholders. 

It manages the transition of the solutions developed and delivered by projects into the business operations, whilst maintaining performance and effectiveness. It does this by breaking things into manageable chunks (tranches) with review points for monitoring progress and assessing performance. 

Programme management provides a framework that integrates and reconciles competing demands for resources, providing a context and control framework for the projects of the programme.

Programme management often involves changes to the culture, style and character of organisations. The people aspects of change must be recognised and accommodated if the programme is to succeed.

1.4 Why use programme management?

Where there is major change there will be complexity, risk, many interdependencies to manage, conflicting priorities to resolve. Experience shows that organisations are likely to fail to deliver change successfully where:

· There is insufficient board-level support

· Leadership is weak

· There are unrealistic expectations of the organisational capacity and capability

· There is insufficient focus on benefits

· There is no real picture (blueprint) of the future capability

· There is a poorly defined or poorly communicated vision 

· The organisation fails to change its culture

· There is insufficient engagement of stakeholders.

Adopting a programme management approach such as MSP provides a structured framework that can help organisations avoid these pitfalls and achieve their goals.

Organisations make choices in how they will manage their activities and need to decide on the most appropriate approach to successfully deliver their business goals:

· Is this is a portfolio of change programmes and projects that needs to be coordinated corporately?

· Is this a single programme of business change implemented through the coordination of several projects and business activities?

Understanding the nature and scale of the proposed change activities and also the context of the organisation(s) owning the benefits will be essential for making this decision. 

For example, building a new school may be a simple project for the construction company carrying out the work, with the output being the completed building. However, for the education authority, the building is merely one of several different interdependent deliverables, which together will ensure that the longer-term benefits of providing an additional school in a particular community are realised. 

In this example, the corporate portfolio would be held by the government department responsible for education, and would be aimed at delivering a strategic objective to raise standards of education nationally.

Appendix B looks at the key differences between corporate portfolios, programmes and projects in more detail.

1.5 The programme management environment

A programme is a major undertaking for most organisations, meaning significant funding and substantial change for the organisations and individuals involved. Figure 1.2 shows a typical environment for programme management. 

Figure 1.2 Programme management environment
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The organisation’s corporate strategies, initiatives and policies are influenced and shaped from both the internal and the external environment. Programmes are then defined, scoped and prioritised to implement and deliver the outcomes required. Programmes in turn initiate, monitor and align the projects and related activities that are needed to create new products or service capabilities or to effect changes in business operations. The projects will deliver and implement the required outputs into operations, until finally, the full benefits of the programme can be realised. 

Even as programmes are in the process of implementing changes and improvements to the target operations, they may need to respond to changes in corporate strategies or accommodate new initiatives or policies. A continual process of realignment is required to ensure that the programme remains linked to strategic objectives.

Figure 1.3 shows some of the drivers for change and the areas that may be affected by change, and Appendix B looks in more detail at the drivers for change that are likely to contribute to the initiation of a transformational change programme.

Figure 1.3 Drivers for change
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1.6 Types of programme 

The need for a programme-driven approach to manage change can arise in a number of ways:

1.6.1 Vision-led programme

Has come into existence to deliver a clearly defined vision that has been created and is owned by the top of the organisation 

· Tends to be top down in approach, with cross-functional implications for the organisation’s operations

· Likely to focus on innovation or strategic opportunity offered by the business environment

· In the public sector, this could be the translation of political priorities into a programme which will refine and deliver the desired changes.

1.6.2 Emergent programme

· Evolves from concurrent, uncoordinated projects that have grown within an organisation. There is now recognition that coordination of the projects is necessary to deliver the changes and the desired benefits

· Is transitory, as it becomes a planned programme when its vision, context and direction have been defined and established.

1.6.3 Compliance programme

· May also be referred to as a ‘must do’ programme

· The organisation has no choice but to change as a result of an external event, such as legislative change 

· Outcomes may be expressed in terms of compliance, achievement and avoidance of negative implications rather than measurable improvements in performance.

1.7 When to use MSP

Programmes may be set up to deliver change in parts of an organisation, across the entire organisation, across more than one organisation, or in the environment in which the organisation operates. In deciding on the best approach to managing a programme it is useful to assess its likely impact on the organisation, and this can be done by looking at the nature of the change a programme is expected to deliver.

A programme may be used to deliver a range of different types of change. The impact matrix in Figure 1.4 shows how different types of change give a different focus for the programme, together with some of the tools and techniques applicable in each case. 

Fig 1.4 Sample programme impact matrix
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Some programmes will be highly complex in nature, but have a reasonably well-defined expectation, i.e. there will be high levels of predictability in terms of outcome even though the journey may be costly and complex. On the other hand, change to societal behaviours over a long period, driven by policy and legislation, will have low levels of predictability due to the long timescales, and the cause and effects may not be fully anticipated as other societal trends develop. The programme impact matrix can be used to decide whether an MSP approach is required and if not, which programme management techniques could be useful in those circumstances. 

1.7.1 Specification-led programmes

Where the change being delivered is based on the making and delivering of new facilities, the programme will tend to be led by the specification of the outputs required, for example a major capital construction programme. There will be relatively low levels of ambiguity about what the programme is to deliver but there may be high levels of complexity and risk in the delivery. The scope will be reasonably well defined and adjusted according to circumstances. MSP’s approach can be used in this type of programme but may need to be scaled down as some of its elements may not be required.

1.7.2 Business transformation programmes

Where the change is more focused on transforming the way the business functions, for example, implementing a new service partnership or moving into a new market, the programme will tend to be vision led with desired outcomes and associated benefits. There is likely to be ambiguity about the overall implication of the changes; for instance it may not be known how some parts of the organisation will react. The greater the impact on customers and the markets, then the greater the levels of ambiguity and risk. MSP is designed to provide structure for such programmes.

1.7.3 Political and societal change programmes

Where the change is focused on improvements in society the level of predictability will be reduced, as there will be many uncontrollable external factors also at play. For example a change that aims to improve the early education of pre-school-age children in order to increase their likelihood of achieving a more meaningful contribution to society when they leave full-time education will not only take time to design and introduce but the implications for the students and the economy will not necessarily be controllable or predictable in the long term. The scope may need to be adjusted as ambiguities are clarified and the changes are delivered in steps (tranches) over a number of years. 

MSP is highly suitable for the latter two types of programme, being an approach designed to accommodate high levels of complexity, ambiguity and risk. Adopting a programme approach is not necessary where something new is delivered within the existing business model. Improvements to an existing product or service would not normally warrant a programme approach. Nor is a programme relevant in organising all the projects within an enterprise solely for prioritising and allocating resources. Organisations have successfully used MSP, or elements of it, in such situations, however the programme management framework of MSP is primarily designed to cater for leading and managing transformational change.

Programme management principles may be applied to any change whatever the level of its focus or the nature of its outcomes, and can provide structure and process to support all types of change. However, it is important to remember that using programme management requires significant resourcing (including the provision of appropriately skilled and experienced individuals) with relatively high levels of funding. Therefore it is less likely such an approach will be needed in full for the specification-led programmes.

A programme is always planned and managed with an end in mind. Programmes are designed as temporary management environments that are expected to end. Changes to the drivers of the programme may mean the programme having to change its boundaries (e.g. re-plan an end date farther into the future). This could happen several times during the life of a programme but it will always be managed as if it will end one day.

However, if a programme drifts into becoming never-ending, then it is no longer a true programme but becomes another expression of operational management, part of business-as-usual. In this case, although elements of programme management may be employed, much of this programme management framework in MSP becomes less appropriate.

1.8 OGC best practice guidance

Managing Successful Programmes is part of a suite of guidance developed by the Office of Government Commerce (OGC), aimed at helping organisations and individuals manage their projects, programmes and services. Where appropriate, this guidance is supported by a qualification scheme and accredited training and consultancy services. 

1.8.1 Management of Risk: Guidance for Practitioners 

Programmes exist in a fundamentally uncertain world and as such effective management of risk is crucial to managing the delivery of the outcomes and benefits identified by the programme. Risk management is a key Governance Theme of MSP, and Management of Risk (M_o_R) puts the management of programme risk into the context of the wider business environment.

Managing Successful Projects with PRINCE2™
PRINCE2™ is a structured method to help effective project management. Adopting a structured project approach is necessary in successfully implementing MSP. Using PRINCE2 to manage the projects within a programme can greatly assist in ensuring the project outputs are delivered as required throughout the programme.

1.8.2 OGC Gateway™ Review Process

OGC Gateway™ is a well established project and programme assurance review process which is mandated for all UK Government high-risk programmes and projects. OGC Gateway delivers a peer review, in which independent practitioners from outside of the individual programme/project use their experience and expertise to examine progress and assess the likelihood of successful delivery of the programme or project. It is used to provide a valuable additional perspective on the issues facing the internal team, and an external challenge to the robustness of plans and processes. This service is based on good practice and there are many similar examples across all business sectors of this type of peer review designed to provide assurance to the owner of the programme or project.

Programme reviews are carried out under the OGC Gateway Review 0: Strategic assessment. A programme will generally undergo three or more OGC Gateway Review 0s: 

1 An early Review

2 One or more reviews at key decision points during the course of the programme and

3 A final Review at the conclusion of the programme.

Any Gateway Review of a project must take into account the programme context within which the project is located and possible interdependencies with other projects in the programme. The Gateway Review will also indicate how far procurement aspects of programmes are in alignment with strategic and policy objectives. Full details of the OGC Gateway Review Process are available from the OGC website. 

1.8.3 IT Infrastructure Library – service management 

A well-managed transition of the outcomes into business-as-usual is a crucial part of MSP’s approach, and where organisations have adopted the IT Infrastructure Library (ITIL) for their IT service management practices, there will be a useful read across both for managing this transition and for the future realisation of the benefits in the long term via ongoing service management.

1.9 Some MSP terminology

The Glossary provides explanations of all the terms commonly used in this guide that have a specific meaning in a programme context. However, throughout MSP, there are three key terms used that have a hierarchical relationship that it is important to understand from the start.

Corporate Strategy defines the organisation’s approach to achieving its corporate objectives in any given area of its business. Corporate strategy or strategies give rise to the formulation of a policy or policies (such as the Risk Management Policy described in M_o_R) which lay out the rules for all parts of the organisation to follow when implementing that particular aspect of management. In MSP, the programme will itself design individual strategies to ensure that the resources being applied are used as effectively as possible for that particular aspect of the programme. These strategies will be aimed at achieving or contributing towards a particular programme goal, and will be delivered by a series of plans. The MSP plans provide the detail of how the relevant programme objective will be achieved – what, where and when action will be taken, and by whom.

1.10 How to use this guide

This manual is not intended to be read from cover to cover. It is a reference guide designed to help those involved in programmes to understand how business transformation should be delivered and their roles in this.

In addition to this introduction it is recommended that all readers familiarise themselves as a minimum with Chapter 2 ‘Programme management principles’, Chapter 3 ‘Governance Themes overview’ and Chapter 13 ‘Transformational Flow’ to gain a good overview of MSP. These chapters provide an insight into the key principles that underpin all successful change programmes, explain how Governance within a programme works, and describe the lifecycle of a programme and how it passes through the various stages of development and delivery to achieve the outcomes and benefits desired.

For people who have a role within a programme or who have responsibility for programme delivery, together with anyone wishing to gain a deeper understanding of programme management, the guide is navigated as follows:

· Part 2 provides useful reading on the Governance Themes (the management controls that keep the programme on track). They are relevant throughout the lifecycle of the programme and should be adhered to throughout to maximise the likelihood of the successful achievement of the programme objectives. 

· Part 3 – The Transformational Flow – describes the iterations through which the programme passes on its journey. There are distinct states that it travels through and may require different skills and approaches depending on its state of evolution.

· Part 4 – The Appendices provide more in depth coverage of topics relevant to MSP that will be of interest to practitioners and people with management responsibilities within a programme environment:

· Appendix A: ‘Programme information’ – to be read by Programme Managers and Programme Office staff

· Appendix B: ‘Adopting MSP’ –to be read by those with responsibility for organisational standards, senior managers and Programme Managers 

· Appendix C: ‘Programme Office’ – to be read by Programme Managers and Programme Office staff 

· Appendix D: ‘Health checks’ – outlines the areas that should be regularly reviewed to ensure that the programme is being well run. To be read in conjunction with Appendix 3: ‘Adopting MSP’ 

· Further information – useful reading references that can supplement the knowledge and provide practitioners further research sources

· Glossary – contains a list and explanation of the terms used in this guide.
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