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Changing the World Through Programs

A Program Manager has a vital role in the success of an organization. If we think about the purpose
Program Manager, it is to link the strategic management team with the Project Managers through an
intentional set of activities and objectives.

PMoO DhQa DdzZARS (2 tNRBIAN"YV -~ /L aé&veé.rd
Development (FogramDProGuidg was created
to provide Program Managers with advice, tools,
and guidance tassistProgram Manageris

EE—
more effectively fulfilihg their role, whether that
isat alocal, regional, or iternational level. KE E P
Successful programs are delivered by groups of
people, inside and outside an organization, CALM
working together towardachieving the same AND

goal. This Gide is not limited in who can benefit
from it and t isour intentionto reacha wide C HAN G E
rangeof individuals and organizatioms the THE
development, humanitarian, or environmeait
sectors Theobjectiveof this Guideis to outline WO R L D
responsibilities inherent in the role of the person
or people responsible for managing programs
and their project comonents. The advice and tools in tleide are not staticand canbe adapted and
appliedto suit a wide range gfrograms and organizational structures.

It is our hope that experienckProgram Managers will find tHeérogram DPra valuable source of ideas,
tools, and frameworks for understanding the work they already do. We want aspiring Program
Managers to gain the insight that they need to make informed decisions about whetmert to pursue
roles at this level. Country and&onal Diectors will find the Guide useful resourcén shaping the

types of roles needed in their teamse®uiters will benefit from insight into the skills and competencies
outlined for these roles; and advisory and support teams will find it a hitpfide to working

effectively with their Program Manager.

Managing Complexity

Development professionals everywhere work to address the mosptmaglobal and local problems,
rangingfrom extreme poverty and armed conflict, to outbreaks of infectiosedse andienderbased
violence. The root causes of the problems that development andgov@rnmental organizations
(NGOs) seek to overcome often require multiple strategies and interventions to address the complex
causes of poverty, violence, diseasegiabinjustice, environmental degradatigend humanitarian
disaster.

v
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Working in adynamicsectorrequiresmulti-dimensional solutionso bring about change and an

approach that equips country and regional teams to be responsive and capable of delivering excellent
programs in a @ntinuously changing environmento
do this successfully Program Manageanust have a
good understanding of the external context and make Al RN IEICU RS

sound judgments regarding the implementation of program e Bl manggfement BUE
. . ability to manage uncertainties that are
programs, projects and activities. _ , :
inherent in the life of programs. Program

The Program Managell & N2 f S closekye ore frequently take plac®ver aperiod of
local, national and global dynamics, to work closely wiSSEEVETEIREETEN =1 R RSN o
senior management, and to offer leadership for ProjeElgi{el={=l=TaRe o ofo gib gl [ [SEER=Tplo Mool t=lpl o]
Managers and their teams. This can involve providingEER RV (ool SRR ETplo SR R0l =1 F
insight into how the outputs of separate interventions political, economigcor geographic events
can be leveraged to achieve a greater impact for impactprogram deliverables
communities, or ensuring that a group of projects are
integrated into a single program to achieve economies
of scale and secure funds from an institutional donor.
While project staffocuson the implementaion of
activities that contribute directly to agreed outputs and
outcomes, the Program Managstust focuson the
challenge of coordinating, creating synergies and
finding ways to increase the impact of the overall
program.

Changes in funding priorities,
commitments, policies, lanand
beneficiary needs can all affect program
resources, tactics and objectives. The
Program Manager must identify, assess,
manage and control risks created by
these uncertainties and harness newly
available opportunities, while also taking
into account péential impacts (positive
Even when highly experiencedoict Managers are and negative) for beneficiaries.
accountable for large, complex projects, it is important
that their work aligns with the goals and overarching
strategy of their organization. They need the support and guidance of their manager (often the Program
Manager) who providedhe overview and leadership needed to enable them to deliver efficient and
effective projects. The intention &frogram DPras to clarify the differences between the roles of the
Program Manager and Project Manager, and in so doing provide the guidaricadhaizations need to
shape the way that they work.

PMD Pro anérogram DPro

t N2E2SOG alyl3ISNRE | NRBdzyR (KS GuRld\b RRojest Manbigerdesit T YA A |
Developmen{PMDProGuidg. The PMD Prapproach has already achieved widespread success with

over 17,000 people achieving certification (PMD Pro 1 and PMD Pro 2) by the end/pB20il
numerousinternational NGOs applying PMD Pro standards to organizational systems and structures.

This new gue for Program Manager®fogram DPr&uide complementsghe PMD Pro approach,

bringing fresh ideas and comprehensive tools and advice for Program Managers to achieve the

standards necessary to deliver high quality development, humanitarian and enviroahpeograms.

ThePMD Pradntroduces the siphase lifecycle of a project and provides a framewforkproject
managers to create a formal, structured approach to their work. It outlines key principles and
disciplines, and provides tools, techniques anari@ology for them to develop the skills necessary to

Pagé. 2
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complete a project on time, on budget and within scop#ithin five years, it has also resulted in
standardized ways of working that are helping to raise standacdsss the development sector.

Buildng on thePMD Praapproach Program DPrintegrates the concepts angols recommended for
Program Managermto a framework to improve the management of multiple interrelated projects as
part of a coordinated program

ThisGuide describes the key distinctions between program management and project management, and
provides giidance on the application of program management tools to support the work of leaders and
managers in the development sectoralsoincludes focus on vision and strategy, the integration of

f SFRSNEKALI a1Affasz YI Aydl braicydintegratihg Raming dhdchamdes Q | LJ
throughout the life of a program, and understanding of the increased complexity of managing multiple
outcomes.

Program DPrfits logically alongsidBMD Praas many of the principles, disciplinesd tools remai

relevant in the context of managing programs. The difference lies in how the Program Manager makes
use of these tools, and the extent to which they are adapted to reflect the hilgivet requirements of

a more strategic role. While familiarity wiPMDProis not a prerequisite for learning froProgram

DPrq it is assumed that anyone using this guide already has a good understanding of project
management practices. Therefof@rogram DPraoes not cover (in detail) the principles and tools
outlined inPMD Prq although they are often reiterated in summary to help explain how they are
specifically relevant to the program environment.

Projects, Programs, and Portfolio Management

Ly GKS RS@St2LISyid aSOi 2N R KIS I2INTIND23 AY2LANRI NSO (idgisS RY LY
always with rigor or precision. Sometimes the terms are even used interchangeably. In the absence of a
consistent and precise definition for these terms, the roles and responsibilities of the Program Manager

asthey relate to each of these levels of management can be unclear and subject to misinterpretation.

Here, we outline the definitions of the terms project, program and portfolio as they are largely agreed

across the management literature.

Figurel: Projects, Programs, and Portfolios

=
[ ]

[ rroowes | [ moses | [ rroauwes

=

= [ rores | [ woxes |

PROJECTS I
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Project Management

According the Project Management Institute (PMI) @D Pr& | LINER 2 SO édtemiparanRS T A Yy SR
endeavor undertaken to create a unigue product, service, or réButijects delivemtegratedoutputs
(deliverables), which then result in better outcomes (results) for communities and other stakeholders

(such as donors). Projects are titheund and focus on a requirement to deliver specific benefits for
communities invays that are coseffective and measurable.

Project Management is the discipline of planning, organizing and managing resources to bring about the
successful delivery of specific project goals, outcomes and outputs. The primary challenge of project
managenent is to achieve each of these, whitenagingproject constraints related to scope, budget,
schedule and quality. Projects may operate with varying levels of control and governance, with high
level Project Managers often having responsibility for mamggizeable budgets.

Program Management

t NEANI Ya FNB INRdzLJa 2F NBfFGSR LINRP2SOGa +FyR OUAD.
LINEINF YQO GKFdG FNB YIyFr3aSR Ay | O22NRAYFGSR gl &
managed idividually. In other words, the whole (the benefit of the program) is greater than the sum of

its parts (the projects, activities and tasks). Development organizations often organize projects into

programs to deliver outcomes that address a broad rangeeefls and achieve exponential benefits for

the communitiesn which they work.

Most programs are managed at a country level under the supervision of a Program Manager and the
leadership of a Country Director, Head of Programs or similar role (aka Pr@yvaer).Some programs
are devised to deliver global goals and these are more likely to managed at a regional or headquarter
level. Not all development organizations have clearly defined hierarchies, opting instead for a flatter
structure with sharedesponsibilities, in which case program management responsibilitiededieed

and shared as a team.

Programs, unlike projects, are generally implemented through a centralized management system in

which groups of projects are coordinated to achieve aphal YQa 2@SNI tf &aiGNI G6§S3IA0 2
benefits. This approach is particularly important in the development sector because it enables NGOs to
achieve economies of scale and realize incremental change that would not be possible if projects were
managed segrately.

Pagel4

WWW.pm4ngos.org Program DPro Guide



v

PM4NGOs

ProgramManagement Example 1

TAn organization constructs a health facility as one project within a broader program of
complimentary activities. This includes training for health workers, outreach work with local
communities, and improving the water and sanitation infrastructure around the new building. By
bringing these projects together under the umbrella of one comprehensive program, the
organization can achieve the individual benefits of each project, as well as the collective benefit
of a more functional and efficient local health service for the entire community.

fAn NGO has managed food security projects in rural areas for several years. These projects are
delivering tangible benefits for communities but they do not go far enough in addressing the
root causes of rural poverty, and especially the issue of cheap food imports being dumped on
local markets by Europe and the USA. As a result, the NGO decides to develop a program. It will
continue to implement food security projects (after all, these are helping) but they will also use
this work as a focus for research on the impact of food dumping. The next stage could be to
develop an advocacy project to lobby the government to modify its policies on food imports, as
well as a project designed to enhance the advocacy and campaigning potential of local partners
who can then take up a leadership role in this regard.

Portfolio Management

In most organizationghere will always be competition for limited resources. The portfolio management
process helps to harmonize programs and projects so that they are aligned and can best meet overall
strategies and goal This involves prioritizing and balancing opportunities and risks against the supply
and demand of resources in order to meet the overall objectives of an organization. Because of their

complexity and strategic focus, portfolios are typically managed 8puntry Directqror at a regional

or global level by a high level executive team.

While not the responsibility drogramManagers, it is still important to be aware of issues related to
portfolio management. Given competition for limited resourc@sgramManagers and their teams
should be able to articulate how their programs and projects:

T /2yiNAROGdzGS G2 GKS I OKASGSYSyld 2F GKS 2NEFYAT I G
1 Support the strategy of their organization
T /2y 0iNAROGdzGS O tdzS G2 GKSpod |l yAT I A2y Q& LINRINI Y

Portfolio management oversees the performance of multiple projects and programs. It is not concerned

with dayto-day project tasks but focuses instead on selecting, initiating and managing an overview of all
efforts in a way that addresses theategic objectives of an organization. Portfolio management

involves making higlevel decisions about whether to stop or-dérect a project or program so as to

optimize the strategic fit of the efforts being undertaken to fuliiti2 NB I y AT | nA 2y Q& YA &daaAz
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Tablel: Projects, Programand Portfolios

Portfolio Program

The Portfolio Manager is a higl The Program Manager coordinates
level leader who is accountabl¢ directs and oversees the

for the totality (or part) of an  implementation of a seof related
2NBFYAT I GA 2y Qa projects and activities (usually over
the changes required to several years) in order to deliver
achieve its strategic aims and outcomes related to an

objectives.
Characteristics:

1 Establishes longerm
vision for entire
organization

9 Provides overview and
organizational insight

i Sets policies, standard:
priorities and plans

1 Understands cross
organizational issues

I Managesighlevel
strategic risk

i Takes tough decisions

1 Wellrounded
knowledge of context
(internal and external)

9 Ability to oversee a mix
of programs, projects
and other activities

2NBFYATFGA2y Q& &

Characteristics:

1 Establishes and clarifies
strategy and vision within
program boundaries

1 Engages with stakelders
at all levels (internal and
external)

91 Directs and oversees the
implementation of project
activities

I Manages strategic and
operational risk

1 Understands and resolves
inter-project issues

i Focuses on quality and
outcomes

1 Ensures the delivery of
measuable benefit and
impact

How the Guide is Organized

TheProgramDProGuide is organized into two clear sections. The first identifies four critical phases of
program management throughout its lifecycl: Identification, 2) Design, 3) Planning and
Implementation, and 4) Closre. These arexplained belowThe second identifies five essential
principles that are common to all phases of the program lifecybleli-governed, Participatory,
Comprehensive, Integratecdnd Adaptive.

These two elementsg the phases angrinciplesg are visually represented in ¢hProgram Lifecycle
Model below.It is a helpful tool to understand the essential content covered inGaisle.
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Figure2: Program Management Cycle

Project

ubisaq

Implementation

A\ DECISION GATE

Let us take a closer look. Thientification and Closurephases a& shown as clear starting and ending
phases thafire connected to, but sit outside, the central squatscated withn the squarearethe two

critical program phasesf Designand Planningand Implementation
that are represented as a continuoaaditerative process. Note: This model

departs from the six-
phase approach to
project management in
the PMD Pro. This is
because it more

accurately represents
You also may notice the small triangles that are present between EERIRSEER]T

each of the phases. Theaee Decision Gateswhichrepresentthe responsibilities of the
iterative natureof the program lifecycle andre built into Program Manager.
management plans so that a program, and its component projects,
can be adapted and changed to suit a dynamic environment. These

DecisionGates are essentidbr learning and proactive change as they servertable the control and

performanS | 3aSaavYSyid 2F AYyRAGARdzZ f LINR2SOGa& |G SIFOK :
which corrective actions to projects and the overall program can be taken

On the lefthand side of the diagram you will see tiiee essential
principles These are represented on the Kffand sidebecause the
principles forma firm foundationfor the management of the
program enablindnigh quality management andiecisionmaking
throughoutits entire lifecycle.

Thecomponentprojects related to the program are represented within the squafeu maynotice that
each projecis set at a different level in the diagram. This illustrates that there may be a nwhber
diverse projects that could be included within a program. Each project outcome, deliverable and
timeline sits within the overall progranggare¢ representing the dynamic nature of these two critical
program phases.
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Because the Program Manager is bound by a timeline, she musé modify, adjust, adapand make

important decisions to ensure that all of the program componenpsojects aml activitiesg are aligned

with the overallprogram vision and plan and orientated towawshieving successful Closufde

process of modification and adjustment in tBesign and Planningnd Implementation phases reflects

a wider organizatiomequirement to embed high quality monitoring and evaluation processes.

Commonly referred to as MEL (Monitoring, Evaluation and Learning), or MEAL (including the crucial

process ofAccountability, this approach also impabn all phases of the progralifecycle.lt is the

t NEANI Y alyl3ISNDRa 2206 (G2 SyadaNB ((KFG AGSNI GAGBS NB
programs so that teams can monitor output standards and gather feedback about performance.

Working in this way igssentiafor highlighting potentibproblems and making course corrections. If

done regularly throughout the lifecycle of a program, this approach will provide the insight needed to
deliver high quality evaluations that inform future programs and meet the requirements of donors. This
is why the tools and disciplines of monitoring and evaluation have been included as an essential part of
each of the principals of program management, rather than as a separate annex or additional phase.

The bestapproach is to workhrough the Guide chaptéby-chapterc firstly exploring the advice, tools
and guidance in th@hasesand then moving onto the overarchifyinciplesthat set standards and
important competencies required in a high performing Program Mandgece you have done thigou
can putwhat you have learned into practice by trying new approachesmaking us of some of the
valuable toolswhether you are at the start or midiay through a program.

¢KS 3IdzARS O2yOf dzRSa 4AGK | {dzYYlF NBE O KI réferedtéP OA RSa
as well as advice on how to build an action plan, and further reading and resources. A Glossary and
Appendices can be found at the back of the Guide containing information to supplement its core

content.
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Program Phases

~

This phase is crucial in developing ideas and identifying the needs, gaps, and
opportunities for targeted communities. This process is done collaboratively
with key stakeholders in order to identify hig¢vel goals and outcomes that
orx - can be turned into tangible concepts. Obtaining funding and "buy in" from
|dentification stakeholders will be sought for the concepts developed in this phase j

' FTGSNI GKS LINRPINIY O2yOSLIi A& ARSYGATAS
program by showing how each of its diverse elements will fit together. This is
sometimes called a roadmap or a blueprint. It is the framework through which
Program Managers can control, monitor, and execute all of the components
associated with implementation. Once the program is underway, its design is
regularly reviewed and adapted as part of the learning and improvement
process (see Fig, 3).

Assuming that the program is funded and the Identification and Design phases
are complete, it is now time to start developing plans and scheduling activities.
These will continue to be modified and adjusted throughout the life of the
Plannina and program. Program Managers invest time in managing and leading different
g : teams, engaging key stakeholders, responding to the challenges and risks
Implementatlor (known and unknown) of multiple projects, and overseeing internal controls.

Programs should always come to a natural end, closing when each of
their constituent projects are completed, with their benefits realized
and accepted by all stakeholders. This should also involve a transition
period through which an NGO transfers responsibility and
accountability for sustaining the program outcomes and benefits to
another agency or means.

Pagelg
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As you work through edcof the nextfour modules keep in mind thaeach phase follows the same

structure.

Table2: Program Module Contents

Introduction An overview of what each phase means and how it relates to the
program lifecycle (Fig 3.
Key Output This the primary deliverablewritten paper, summaryor proposalk that is

Decision Gate

Who to involve

What it means in
practice

required to complete each phase. All of the tools and processes that are
worked through during each phase will contribute to the final output that ir
turn, will often help answer the question posatleach Decision Gate. For
example:ithe output of the Program Identification phase is a Concept
Document (or proposal) for a potential program. This is shared with key
stakeholders, wittitheir feedback informinga decision on whether to develop
the design further or to stop.

These are essentiaheckpoints in the program cydie whichteam members
pause, reflect, learrand modify the course of a program if needed. The
Guide presentDecisionGates in the form of a question that can be asked
formally orinformally. For examplet the end of the Program Identification
LIKFaSs (KS t NP 3INI Xre welready HSldsige? K@ KA &
prompts the team to check that all of the activities in this phase have beer
completed in order to move onto the next pe: Design.

Different stakeholders are involved at different points in the lifecycle of a
program This section promptthe Program Manageto think about which
stakeholder to involve and wheto ensure that the process is consultative a
participatory.

At the start of each phase, the Program Manager will have a range of inpt
that provide insight intadiscussiasand decisions that need to be takes
their program progressed his section recommends inputs, toasd
processes that enable the program team to gather the information needec
complete each phase. This information is then used to inform futueesphb.
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Program Principles

There are five essential principles that cut across the program phases. The purpose of these principles is
to provide guidelines, or standards, on the way in which programs are managed. Though the phases are
describedndividually, they are interelated and the Program Manager and program team should aim

to apply these principles consistently throughout the entire lifecycle of the program.

~ w500d governance is essential to the program's success and should
emphasized at all times in its lifecycle. This principle provides the
WeILGoverned< management framework in which program decisions are made. It g
defines the roles, responsibility, authority, and accountability for eac
component project.

N\

wPrograms should be as inclusive as possible with the Program Ma

seeking the perspectives of stakeholders throughout each phase.
Participatory< this principle in program management ensures that program
implementation reflects the current context and capacities of all tho
involved.

Y4

A good program plan needs to demonstrate a thorough understand

of how each component part (project) fits together to create a great
Comprehensive< whole. Incorporating this principle provides an opportunity to show
how each of the elements combine to provide the leverage and add
value of working in a comprehensive way.

g

wit is essential that processes be aligned and coordinated througho
phases of a program lifecycle. This principle ensures that all compt
parts of a project combine effectively in order to operate smoothly g
whole.

Integrated

wrhis principle highlights the importance of ensuring that manageme
processes are revisited and repeated throughout the lifecycle of a
program. The reason this is so important is to ensure that designs
plans remain relevant and that ongoing learning is captured and ac
upon to improve efficiency and allow for adjustments to be made to
keep a program on track.

Adaptive

Program Essentials
Along with the phases and disciplines, we have incorporated several Program Essentials that will be
fundamentaltothe NP ANJ YQ& &dz00Saad ¢tKSasS SaaSyuairarta AyoO

Plan, Do, ReviewThis process is a way of working that enables the Program Manager eeitim to
be flexible and adaptive in the approach.

Monitoring, Evaluation, and Learning\chieving goals and being accountable @seential program
management concepts. The ME process enables Program Managers to refine approaches and be
accountable tanultiple stakeholders in achieving their program goals

PagQ 1
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Theory of Changé€ToQ: This concept i;icreasinglypeing used in the NGO sectandis a tool that

outlines the strategic intent adin organizatiorby illustrating how y 2 NB | Y A | lchalgewilQd RS & AT
take place (or flow) from projects and activitjedl the way up to the portfolio level of the organization.

In essence, a ToC describes tavorganization will realize the change it would like to see in the world.

SixDisciplines Thesedisciplines are central to the role of the Program Manager. Together, they
provide a framework fgrand understanding othe higherlevel skills and competencidéisat a Program
Manager will need to be successful.

Plan, Do, Review

When a programisundetw® | YR GSIFYa NS F20dzaSR 2y G(KS AYLX SY
lose track of the big picture. The Program Manageeds to sefiside time with their team(s) to step

back and view progress objectiveRhis process involvehiecking operationactivities against project

and program plans, reporting on progress, and making sure that all outputs continue to align with the

overall vision and plan.

CKAA AGSNYGAGS FLIINRZIFOK Aa 2F0GSy NBTSqmhmbles 2 | & W
program teams to tailor and deliver work that is responsive to a dynamic environment. Plans should
Ffoglead 0S O2YaARSNBR a4 WYWEADBSQ R2 Odzy &ffedtidenessk I & | NB
and impact.
This way of working is invaluabler identifying potential problems. If done regularly throughout the
lifecycle of a program, it enables teams to make course corrections, avoid haaadd®inimize the risk
of a program not achieving its overall objectives. It also provides the docuni@mtmtd analysis

GStrya G2 YI1S O2yFARSYydl RSOAaAiAzya |

ThePlan, Do, Reviewycle is a
means by which the Program
Manager and team ensure that
decisiormaking is based on

evidence and continuous
program learning. This
iterative process is supported
by ongoing monitoring and
evaluation within the program.

Monitoring, Egluation,Accountabilityand Learning

Taking time to regularly monitpevaluate,be accountableand learn is an approach that needs to be
applied across all phases of program management. It is a skill that Program Managers must develop to
refine their pograms and ensure that all components are integrated and orientated towards achieving
their goal. Without robust MEAL processes, an organization will not be able to account to multiple
stakeholders for the overall impact of their program.

PagQ 2
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1 Program Mbnitoring: The purpose of program monitoring is to chebk progresof a
program and its component projectagainstchanges in the context and circumstances of their
implementation. Thigpproachis set in a context df LINE avihlljeas and timedes. It
provides the Program Manager with a snapshot of progress against time, quality, finandial
other considerations and serves as a barometer of whether a carefully constructed plan is
unfolding as anticipated.

1 Program EvaluationEvaluationis concerned primarily with measuring outcomes and impact.
Program evaluations explore the extent to whigprogram has achieved its outcomes and
objectives.Evaluatios at a program level tend to be large and complex, often requiring input
from technical specialists or outside consultants. A mid-term evaluation can be extremely
helpful to validate the program approach and to establish priorities for the second half of a
program.

Monitorin

Monitoring i These processes should be ongoing with systems put in place to enable
teams to assess progress, learn from mistakes, and adapt approaches as necessary.

Evaluation i Evaluations can take place mid-way through a program, after it has closed, or
at a specific point after the program has completed. T h é® | @ n , Do cyclR(Eig3) e w
provides documentation and valuable insight for program evaluations. They are often
delivered by an external party, or commissioned by a donor. Being able to gather ongoing
information about progress against objectives allows for professional and timely
communication with donors, especially if plans need to change and additional resources

are sought.

Accountability i There should be policies and mechanisms in place that provide a

Afcul tureo of accountability between stakel
accountability. You need to be upwardly accountable to program governance, HQ, donors,
etc. You also need to ensure that there is downward accountability to beneficiaries and
project staff.

Learning i No one has all the answers and the best solutions are often found in
breakthrough discussions with others. The ability to seek advice, listen, learn, and adapt is
a critical program management skill. Documenting learning identified during regularly
scheduled Decision Gates, team meetings, and informal discussions in a Learning Log is
the best way to capture insight and actions as programs are implemented. And once a
program has closed, lessons should be shared with others to influence future programing.
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Theory of Change
TheGuide will make frequent reference to Theory of ChangeC()T This term describes the overall
strategic intent of an organization and defines the building blocks that are needed to bring about its
desirefor planned social change. Td€fines
the big picture and longerm goals under
gKAOK | ff 2 TsprogtamaNd |
projects are aligned. Each organization shou
have its own ®C describing itsunigue
process for planned social change nfro
assumptions that guide LINE gedignYoQ
the longterm goals it seeks to achieve.

A growingnumber of organiations are

defining theiraimsandobf@i A Sa Ay (GKA& gl &3x S@GSy aNdTheKSe R2y Qi
building blocks needed to deliverTaCare interchangeably referred to as outcomes, results,

accomplishmentsor pre-conditions, and depit SR 2y | RAF3INI Y (y26y lFa | WLI
WOKFY3AS FTNIYSE2N] QX gKAOK Aa | ANFLKAO NBLINBaSydlal

A Program Manager needs to look upwards, outwaath&l across an organization gievelopprograms
that add the value and ben¢ineeded tobring aboutstrategic ambitions. Thiequiresdeveloping
pathways (or objectives) that flow from an organiza 2 yQlktegrétingprojects to achieve greater
results and scaleip of work in a particular area. These pathways demonstrate whatls to happen in
a program in order for organizational goals to be achieved.

If an organization has aT the Program Manager or whoever is assigned to lead the Design phase,

should adapt it to make it specific and relevant for the outcomes and thisgddhe programif noToC

exists, it is advisable to develop one 8tJNR A NI ¥ G KIF G Of SFNI & RSY2yaidN) 4GS
strategic intent. It should also include the logical and causal relationships between multiple program
components, ao indicating how these contribute to achieving the program goal.

Optimally, his is best achieved during the Design phase becisat thispoint that the design team

builds a picture of LINEZ mtNdded Quétcomes andlentifies themeasures that will be put in place

G2 | OKAS@®S SELISOGSR NBadz# Gad ¢KSaS AyOfdRRS GKS LIN
evaluation processes, required resources, assessment criteria, and governance structure.

It is important b differentiate between an organizat2 yrdZand itsLogic Modelas the two terms are

often used interchangeable but serve very different purposes.

1 A Theory of Changdakes ahighlevel and widesiew of a desired change, carefully probing the
assumptiams behind each stefin what may be a long and complex process. Articulatifig@
often entails thinking through afif the stepsthat need to be takemlonga path toward
achievingdesired change biglentifying the preconditions that will enable (andgmibly inhibit)
each step, listing the activities that will produce those conditions, and explaining why those
activities are likely to work. It is often, but not always, presented as a flow chart.

1 A Logic Modeltakes a more narrow and practical look &etrelationship between inputs and
resultsin a program It is often presented as a table listing the stégsen- from inputs or
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resources througlto the achievement of a desired program goal. Some grant makers use
separate logic models to chart the ingphentationof each of thecomponents ofa ToC

A Theory of Change is both a Framework andradess:

1 Itis a Famework AToCenables organizations to visualize how to focus their energy on
achieving their overall outcomes, gogsd vision.This to allows yoto build a clearer picture
of future program realities based on realistic analysis of the current context, accurbte sel
assessment of capabilitand a critical and explicit review of assumptions.

1 Itis a Pocess It allows organizations to identify milestones and conditions that must occur if a
program is to achieve its pathway to change. It also enables the programttedevelop the
flexible logic needed to analyze and respond to complex social chandéo critically monitor
their individual and collective way of thinking and acting.

A Theory of Change is not:

1 An absolute truth about how change will or must happen

1 A definitive approach intended to eliminate the uncertainty that will always exist in complex and
emerging social processes

1 A substitute for a logical framework as a rigid planning.tool

hNEBFYATFGA2ya R2yQl Ffglrea KFE@S G2 adFNI F ySg LIN
ToC It is sometime more appropriate to focus on developing and improving existing programs so that

GKS@ OFy 06SGGSNI I OKA Sdiéht. The Pragyiid Mayidgér shouddzxplara  a G N> G S 3.
different options with internal and external stakeholders, a process that also reinforces the case for a
developing a new program in its Program Charter.

Disciplines of Program Management

Thedisciplines of Progim Management aressential skills can all be developed and practiced. The most
important element is to be able to combine them in a strategic context. They are not included as a
separate section in the Guide but rather are embedded as essential competanithin each phase

and covered in greater detail within the sections detailing the Comprehensive and Integrated principles
of program management. Theixdisciplines are:

Justification

Scope Financial

Stakeholde

PagQS
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Justification

Throughout each program phase, it is important step back and assess whether approaches are still
relevant and justifiable. There may be contextual changes that require activities to be delayed, delivered
in a different way, or stopped altogether. A fundisigeam may need to be rallocated, resulting in a

delay to your program. The context within which a program operates may change, for example as a
result of a drought or heightened conflict, requiring all program activities to stop immediately.

In additon to ensuring that a program remains relevant, it is the job of the Program Manager to
maintain a high level of support from internal (e.g. senior leaders wihiorganization, support teams
such as finance and logistics) and external (e.g. donorsygmeat officials, local community members)
stakeholders. This requires a wa#signed and executed communication and engagement plan

Time Figured4: Triple Constraint Triangle

A program must be delivered to scope, on timadan budget. If o
each of these is delivered successfully, a program can be regarded
as closedTaken together, the relationship between thetbeee &

ingredientsh & 2 FGSy NBFSNNBR (2 +a Ks§ B0 al yl 38Y¢
WeNALX S / 2y ai lthe getuddlengtw of imé $hat isNE T PH A
needed to produce a deliverable, and from a program perspective, this
often means multiple deliverables related to each of its project
components within its scope. The amount of resources needed to deliver each pfafpeam and
project activities is, of course, the program cost.

REALITY CHECK: Triple Constraint Triangle

¢ K $ripl&#Constraint Triangle A & |+ @A &dzrf SELINB&A&AAZY -2F
connect- the relationship between program scope, time and cost determining how a progral
implemented.

If the cost of a program increases, then the scope of activities and/or timelinalsalheed to
adjust in response. It will then be important to justify why program parameters are changing
assess the risk of doing so, and to then make sure all key stakeholders are informed. And |
not least, it is essential to regularly apglyong, monitoring, evaluation and learning processe
to ensure that all of these disciplines are applied and used to maintain program focus.

Scope

It is important to understand and describe all of the work, activjtesl resources needed to achieve
the overall goals and aims of a program. At a project level, this information is captured in Project
Implementation Planghat are regularly update¢anddraw on data gathered through the use of tools
such as the Work Breakdown Structure, Network Diagrath@antt Chart)The Program Manager may
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need to consider a number of Project Implementation Plans in order to develop a comprehensive
Program Implementation Plan, which provides a live overview of all aspects of the program.

Financial

The Program Manag& 2 Say Qi ySSR G2 06S Iy F002dzyilyid odzi R2S
budgets, forecast financial needs, and complete spreadsheets that can be rolled up or down for

different purposes and audiences. Larger international organizations will have dinkpartments to

advise, provide templateand deliver accounting activities, but in smaller organizations more

responsibility may fall to the Program Manager. The difference in the skills level between a Project and a
Program Manager lies in the ability analyze and interpret different data sources that relate to the

complexity and overview of multiple pgram activities, and projects.

Risk

Being able to manage and control risks that could impact program deliverables involves a mix of being
able to intapret complex data arising from a wide range of activities, to identify risks, to put a risk plan
in place, to judge when a risk has become an issue, and to take appropriate action when required.
Program Managers work alongside their teams, regularly assggrogress and ensuring that reporting
mechanisms are in place to capture potential issues, ensuring that staff regularly complete Risk
Registers and Issue Logs, and that these are acted upon solded

Stakeholder

All programs will involve a widemge of stakeholders, including program and project team members;
support staff (in Finance, HR or Communications Departments); internal and external advisors and
specialist teams; partners and civil society organizations; rights holders and beneficiadedlies and
consortiums, especially when delivering programs with global impact.

The program team will identify stakeholders critical to the program during the Identification phase and
determine how they will be involved over the lifecycle of a progr®ACI diagrams are the most
commonly used tool for identifying the roles and responsibilities of different stakehotdgesermining

who are Responsible, Accountable, Consylsed Informed during each of the program phases. In the
context of a dynamienvironment, stakeholders may change over the lifecycle of a program and the
most critical part of stakeholder management is to ensure that expectations are managed and lines of
communication conductedhian open and transparent way.

Your Case Study: The Delta River

As you work through each of thogramPhases and Principles, this case study is will help you to
engage wh and applythe recommended tools and processes both in the context of the Delta River
Municipality and your dayo-day reality.

ThisGuide builds on the fictiond?MD Pracase study of a project to build latrines with communities in
Delta RiverThis project is oglone component of thevider Delta River Municipality program. In
reality, the program igmplementing a number of projects to reduce the impact of waterne disease
in the area.

An analysis of the living standards of the poorest families in the B&lr Municipality revealed
worrying results. The social support systeitmat familiesrely on for the care and education of their
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children had substantially weakenetihelocal health centewas struggling to cope with an increase in
the numberof patients requiring careThe expendable income of families in the municipality fzsb
decreasedsubstantially

All of these factors could be traced backattigh incidence of watdsorne disease among poor families
and children under fivgears old A numberof contributing factors weralsoidentified:

91 Deteriorating river water quality¢ samples showed that it was contaminated by high levels of
fecal wasteandthe dunping of household and business refuse.

1 Thehealth of familiesin the area hadleterioratedbecause their small health clinic was over
stretched.Cther reasondor thisincludeda lack of local education about how to prevent the
spread of watetborne disease anteluctancein communities to go and seek help.

Theprogramwasesta