Delivering Program
Management Excellence

Projects deliver outputs. Programs deliver outcomes.
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The Playbook for Strategic Leaders
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The Paradigm Shift: From Delivery to Value

'un Primary focus e Deliverables fﬁ“ﬁ}? Outcomes and benefits
c Time horizon =—m=) Short to medium term ====) Medium to long term
e Success measure % F’" time, on budget, | @ Stra‘tegic objectives

In scope > ach|eved_ )
Ez Scope Defined and contained | E;:E ﬁ:ﬂgﬁeﬁggm
m Governance ;i; E{géfﬁgsgpfﬂnus;r or | @ g);irélrj;i;;leevel program
/E’}' Value tracking :;@ Often ends at delivery : @ ii?igg'tli{e; through benefits

N =
Implementing a CRM platform is a project. Transforming the global customer experience

across sales, service, adoption, and revenue is a program.




The Modern Program Manager: The Strategic Conductor

L1 (] L]
Strategy Translator Benefits Owner

Turns business goals into a practical | Proves value; tracks promised

roadmap; sequences outcomes and benefits against actual results.
clarifies dependencies.

The Program Manager
(] translates executive ambition {}

Into delivery architecture.

Governance Leader Risk Forecaster

Defines who decides, funds, g Identifies systemic patterns across
escalates, and is accountable. | projects, vendors, and regulations.

Stakeholder Orchestrator

Creates alignment before
misalignment becomes resistance.
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Building the Foundation: Clarity Before Execution

The SMART Objective

Weak Objective

Improve the e-commerce experience.

Strong Objective

| Increase global e-commerce revenue by 18% and reduce
i cart abandonment by 12% within 18 months through

‘ platform modernization, checkout redesign, payment

|j expansion, and customer journey optimization.

The Program Charter

| Purpose/Rationale | Executive Sponsor
Can the executive sponsor | Outcomes/Success Criteria .| Governance Forums
explain the program in two - : Program Charter I,
sentences? If not, the | Scope Boundaries Elamente | High-level Roadmap
charter needs work. | Benefits & KPIs '_| Budget Envelope
| Major Workstreams | Key Risks/Assumptions
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A Light But Tight Governance Framework

Executive Steering Committee

Strategic direction, funding decisions, major scope
trade-offs, priority conflicts, and benefit protection

| The RASCI Engine

» Clarifies who is Responsible, ‘
Accountable, Supporting,
Consulted, and Informed to

| prevent decision bottlenecks |

Program Management | Change Control

Office (PgMO) e T Board (CCB)
Maintains standards, reporting cadence, risk Reviews material changes to scope, cost,
governance, dependency tracking, and decision logs timeline, risk, and benefits (Requires Finance)
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scope Prioritization and the Integrated Master Schedule

Must Have

Essential for business
value, compliance, or
viability.

Should Have

Important but not
mandatory for the first
value drop.

Could Have

Useful enhancements.

Will Not Have

Explicitly excluded for
NOW.

Tie every deliverable to a benefit. If a feature does
not support a defined outcome, challenge it.

The Integrated Master Schedule provides a connected
view. Leaders do not need a 900-line Gantt chart; they
need to know what is on track, what is at risk, and what
decision is needed.
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- . Remove politics from reporting: if
Risk Management at Scale: LR el an e
threshold, escalation should happen

Seeing Around Corners automatically

EV Earned Value = % complete
X Budget at Completion

CPI Cost Performance Index =
Earned Value / Actual Cost

SPI Schedule Performance Index =
Earned Value / Planned Value

Monitor
(weekly review)
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Treat
(avoid, transfer, reduce,
accept, escalate)

Assess
(probability/impact)

(scanning) /A




Stakeholder Orchestration: Creating Alignment Before Resistance

High
Keep satisfied with Treat -
concise updates. reat as co-designers.
} =
Q
=
o
o
Monitor with periodic Keep informed through
communication. demos and forums.
Low

Low Interest High
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Communication Cadence: Designing for Decisions

Audience

Channel

1

If a metric does not change a decision, it does not belong on the executive slide.

Frequency

Key Metric

Executive Sponsor Steering deck Monthly Benefits realized
Product Owners Kanban and standups Daily LRrOUgRpuL dnd
blockers
Eiilisats Demos and beta Bi-weekly Adoption and
forums satisfaction
Finance Benefits scorecard Quarterly ROI versus plan
Delivery Leads Risk review Weekly Critical path health
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Executive Translation: Reframing the Conversation
Frame program management as business leadership, not administrative reporting.

Tactical Framing

We are organizing the tasks by team.

The project is delayed.

We can’t decide what to build.

The budget looks fine.

We want to add a new feature.

Strategic Leadership Framing

We are sequencing by value drops, not by
_project convenience.

The dependency risk is now on the critical |
| path. B

The issue is not delivery speed; it Is
unresolved ownership.

The program remains within cost tolerance,

This change increases value, but it requires a
formal re-baseline.
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Benefits Realization: The Heart of Program Excellence

A program can complete many milestones and still fail if benefits are unclear, unmeasured, or no longer relevant.

Benefits Register Data Table

ARPU

Revenue uplift

Cost reduction Cloud unit cost

Customer

retention 90-day churn
Sompriance Audit findings
Improvement

Baseline

$42 $48 b
~$46.20
90%
$1.00 $0.75 &= T
~$0.775

50%

7.8% 6.5% !
~715%

80%

12 3 T L R
~4.8

CPO

CRO

Benefits realization = Actual value + Planned value.
Measure during the program, not just at the end.
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The Value Engine: Weaving the Discipline Together

Governance
Funds and protects

\'4
Ay 2
Risk | Benefits Strategy
Management == Realization: | <== Dpjctates and
Protects %\ The “Why" sequences
X, | >
A %
!
Planning

Exposes and triggers

Excellence connects strategy to execution, projects to outcomes, and delivery activity to measurable value.
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Validating Mastery: The PgMP Certification

Designed for professionals who align complex work with strategic objectives.

23% of surveyed PgMP
holders globally report a salary |
increase after certification.

Eligibility Pathways

48 mos project + 84 mos
program experience

|

48 mos project + 48 mos
program experience

|

Path 1
[ Secondary Diploma H
Path 2 l
[ Bachelor's Degree }—)[
Path 3 l
GAC-Accredited
Degree

36 mos project + 36 mos
program experience

—

Benefits
Management
(11%) _

Governance
(14%)
Program
Life Cycle
170 Questions / Management
240 Minutes (44%)

Strategic
Program
Alignment
(15%)
Stakeholder
Engagement
(16%)
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The Career Roadmap: Beyond Certification

PgMP holders must earn 60 PDUs per 3-year cycle. Focus on areas that expand executive impact.

| Next 90 Day_s ‘

‘ Next 6-12 Months ‘ ‘

Next 12+ Months |

(Finance)

(Portfolio Management)

(Strategic Alignment)

(Value Creation)

L

I Build PgMP study plan, I

complete scenario
practice, document
program experience.

—

- (Al-enabled delivery)

(Change leadership)

I Mentor aspiring program I

'

managers, impmve

benefits tracking approach,
present case studies

I inside the organization. I

Flight Path

(Executive Communication)

o : :
3
-
Fa
-

acumen, lead larger
enterprise programs,

contribute to portfolio-

I evel decision-making. I

I Deepen commercial I
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The Excellence Checklist: Where to Start Today

If several items are missing, start with the top four artifacts. They create immediate clarity.

Publish a one-page program charter (links strategy, scope, governance).
Create a benefits register with baselines, targets, and owners.

Map stakeholders using a power-interest grid.

Establish a light but tight governance model with a RASCI matrix.

Define SMART objectives linked to business strategy.
Automate the executive dashboard (EV, CPI, SPI).

Build an integrated roadmap making dependencies visible.
Store lessons learned in a searchable knowledge base.

L]
]
L]
i
L]
L]
L]
B

Whether the goal is certification or stronger delivery, the path is the same:
align the work, protect the value, lead the people, and measure what matters.
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