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' Introduction

Strategic planning is extremely important to many organizations. The
process involves creating an understanding of how the organization defines
itself and is typically handled by identifying and authoring an organizational
mission statement. In addition, the process develops an organizational
vision statement, which identifies the high level where the executive
management wants the organization to be in the future.
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There are many published definitions of strategic planning. One definition
that both captures the importance of strategic planning and speaks to some
of the work of implementing the plan is from BusinessDictionary.com:
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' What is strategic planning?

Systematic process of envisioning a desired future, and translating this
vision into broadly defined goals or objectives and a sequence of steps to
achieve them. In contrast to long-term planning (which begins with the
current status and lays down a path to meet estimated future needs);
strategic planning begins with the desired-end and works backward to the
current status. (Strategic Planning)
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In large companies, the strategic plan is often created by high-level
corporate executives. In many cases, the company will hire an outside
management consulting firm to determine the future vision and create the
strategic plan. After agreement and publication of the plan, the execution is
often left to mid-level managers and directors who were not included in
developing the plan and may not have a clear and complete understanding

of the end state that the authors had in mind.
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[T] Program life cycle and program benefits

management

While many organizations implement a strategic project management
process, that usually means that projects are qualified and assessed for
funding based on their support and alignment with the strategy of the
company or organization. While that is indeed a worthwhile process to
determine project investment, it does not directly speak to implementing the
strategic plan.
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} Program life cycle and program benefits -

management
Consider instead the discipline of delivering a strategic vision using the
program management framework as outlined in the Project Management

Institute’s (PMI®) The Standard for Program Management—Second Edition
(2008).
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The first benefits management process Is benefits identification.
Traditionally, program management benefits identification assumes that the
organization has completed and published a strategic plan. Why can we not
use the same processes to develop the actual strategic plan? Benefits
identification then begins with a clean slate. In reality, the process of
developing a strategic plan starts by developing the vision of what the
organization is going to look like at the end of the strategic planning horizon.
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' Pre-program preparations

Often, the strategy development team will assess where they are currently
by looking at the organization’s strengths and weaknesses and by
determining the external environment’'s strengths, weaknesses,
opportunities and threats (SWOT analysis). Those end points become the
gap that will need to be bridged by implementing the strategic plan.
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The organization then develops, evolves, or confirms its mission statement
and creates its vision statement. The vision statement is that high-level
description of what the organization will be at the end of the planning
horizon. From that ending point, the strategic planning group formulates the
three to five strategic goals that, once realized, will create the vision.
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In the vernacular of program benefits management, benefits identification
will identify and qualify business benefits. If done at the strategic planning
level, this identification and qualification creates the strategic goals. In the
program life cycle, PMI® identifies this phase as Pre-Program Preparations.
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' Program initiation

Once the strategic vision and strategic goals are finalized, the executive In
charge of executing the plan would be wise to enlist the skills of an
experienced program manager with the authority to implement the
governance needed to realize the identified benefits (goals). At this point,
the program manager will oversee benefits analysis and planning as the
program is initiated.
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' Program initiation

Furthering the implementation of the strategic vision, an organization would
create strategic initiatives for each of the strategic goals. Using the program
management discipline, the organization would initiate the strategic plan by
creating a specific justification for creating the vision.
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Further clarification of the benefits of the vision and the objectives can help
to determine if the vision is feasible in order that the outcomes will justify the
effort. Also, often in implementing a strategic plan, an organization does not
define the critical success factors for the strategic goals, which in turn drive
the success factors for the individual initiatives.
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While many organizations seek to work on too many Initiatives at one time,
within the program initiation phase, the program manager and executive
sponsor develop a high-level roadmap. This roadmap serves to create a
more realistic expectation of what benefits will be delivered and in what time
frame.
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While, at this point, the detailed planning process has not occurred, the
expectations can, nevertheless, be communicated, and the groundwork for
expectations iIs laid. In keeping with effective program management
governance, a program charter document is created. This document will
authorize the program manager to apply organizational resources to, In the
case of the strategic plan, create the organization’s strategic vision.
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' Program setup

With the approval of the organization’s executives, the strategic plan
program moves past this phase gate and to program setup. “The purpose of
program setup phase is to progressively elaborate the program charter and
develop the foundation for the program by establishing an infrastructure and

building a detailed ‘roadmap’ that provides direction on how the program will
be managed and defines its key deliverables.
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The term “progressively elaborate” means that we are moving from the
higher-level strategic goals toward individual Initiatives with verifiable
deliverables. The roadmap created is meant to deliver all the results desired
for each of the strategic goals considering both logical dependencies and
Initiative prioritization. Here is one of the areas where a program
management discipline can add enormous value in implementing strategy.
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An effective program management discipline develops a detailed program
roadmap representing the initiatives and the timing of the deliverables from
those Initiatives. Previously, a high-level roadmap was developed, and now
that Is further elaborated. The major factors that determine the logical

progression within the roadmap are the logical dependencies and the
prioritization of benefits to be realized.
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One way an implementation of a strategic plan may be different from a more
traditional program is that there will be times when the prioritization of
benefits far outweighs any logical sequencing of initiatives. In other words, If
there is significant value from a strategic initiative, the organization could do
double work in order to realize the benefits sooner.
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There is a greater likelihood of duplicate work when implementing strategy.
Why would this be the case? An organization may want to take advantage of
the timing of the realized benefit instead of waiting for the benefit to be
realized in a logical sequence. Often, waiting on timing based on a logical
sequence will make the organization miss out on temporary market
conditions. While an effective program management discipline will seek to
minimize duplication of efforts, there must be the realization that when the
benefits realized exceed the costs of that duplication, it iIs an acceptable
additional cost.
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As the program team adds detail to the program roadmap, it also seeks to
expand on the high-level cost and schedules from the program charter. Of
course, the program manager must be mindful of the expectation to begin
work on the strategic Initiatives early in the process. As with any
organizational change requiring continuous support, the program team

should identify initiatives that are short term in effort and that will create a
measurable benefit.
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A program architecture should be developed to show how and when the
benefits will be delivered from the strategic initiatives. As for delivering the
strategic vision, the program team must be mindful that the benefits realized
by the individual strategic initiatives may not line up with the completion of
the activities within those initiatives. The importance of communicating
expectations and results is paramount within a strategic plan program.
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The program team does not want a gap in understanding as there could
very well be a delay between the completion of the actions on an initiative
and the realization of the benefits. When communicating to executive
overseers, the emphasis must be on benefits realization, not on Initiative-
scheduled end dates.
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One tool that is extremely valuable in any program, and especially so in a
program executing strategy, Is the Program Work Breakdown Structure
(PWBS) shown in Figure 2.1. below In executing strategy, the first two levels
of the PWBS come directly out of the initial strategic planning process. The
top level is the strategic plan followed in the second level with those top

four-to-six strategic goals.
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The most likely next level of detail is the strategic initiatives. Those become
the program components, which typically will be assigned to mid-level
managers and directors within the organization. “The program work
breakdown structure (PWBS) provides deliverable-oriented hierarchical
decomposition of the work to be executed and accomplished by each project
(component) of the program.
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Strategic Plan

Strategic
Goal #1

FIGURE 2.1
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Example of a strategic plan PWBS.
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Most program managers will find the creation of the PWBS for an
organization’s strategic plan to be an enormous challenge. Why? The
reason is that the decomposition process will require the participation of the
executive team. As far as the strategic plan is concerned, the executives are
the subject matter experts. Program managers may find an enormous
challenge in organizing the thoughts of the executive team in a deliverable-
based structure.
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' Delivery of program benefits

The actual work of delivering the benefits of the strategic plan begins:

At this point in the program’s life cycle, the program has passed another
phase-gate review (G3) and the core work of the program-through its
components-begins. The phase ends only when the planned benefits of the

program have been achieved, delivered and accepted or a decision is made
to terminate the program.
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Now benefits realization within the program benefits management process
begins. The work on the strategic initiatives begins, which means that the
program components are initiated. Many of the components will be
managed as projects, and formal project management processes should be
followed.
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A project manager should be assigned to each component, even if the
organization has a different name for that role. Initiative Leader and Point of
Contact are common titles. The role of initiative leader is a project manager
role. That individual will need to manage Initiating, planning, executing,

monitoring and controlling, and closing the components for which he or she
IS responsible.
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In addition, the leader will need to follow the governance process for
reporting benefits realization, managing change requests, and
communicating status. Change management, risk management, and control
of Issues become extremely Iimportant because of potential
Interdependencies with other components and the benefits realization

expectations at the program level.
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The program manager, or some experienced project manager within the
program team, may spend a great deal of time mentoring Initiative leaders
who lack project management knowledge and skills.
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' Program closure

In the area of strategic planning, program closure should only happen if the
strategic vision changes and if the level strategic goals are replaced. This
often will happen when companies merge or where there is a dramatic shift
In the type of business the company undertakes. The program closure
should happen much like any other program. More than likely, the executive
team that creates the new strategy will have little interest in any part of the

completed program.

www.midocean.ae



MIDOCEAN

|
|~

Their main concern along those lines will be to make sure that all work stops
on the previous plan’s initiatives. The program manager should work though
the discipline of making sure all components go through a closing process.
In addition, any benefits that are realized or partially realized should be
documented, and a determination should be made as to the transition to
operations based on the revised strategy (we do not want to transition
anything that has no perceived value in light of the new organizational
vision).
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Certainly, lessons learned should be accumulated. The program manager
and team should attempt to get a final review of overall progress with the
executive oversight committee. Finally, the determination should be made
regarding the program team and any role they will have in implementing the
new strategic vision.
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The focus needs to be on how well the program was executed based on the
vision and plan that was true at the time. A change In strategic direction
should be viewed as a changed end-state vision and not be a negative
reflection on the progress toward the old vision.
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To the organization: it allows a value-added process to manage the strategic
plan and the individual projects or initiatives within the plan. Having a best
practices approach to communications significantly increases the chances
that more people within the organization will know about where the
organization is headed and may allow more individuals to become involved
In achieving the desired results.
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The strategic planning process now comes under the discipline umbrella of
program management. Status reporting will increase the visibility of the
progress and potential pitfalls along the way. A systematic process of
reviewing the strategic plan can assist in determining if the plan is still valid
for the organization.
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