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Introduction  
 

 

 

 

 

  

ά! ǎƳŀƭƭ ƎǊƻǳǇ ƻŦ ǘƘƻǳƎƘǘŦǳƭ ǇŜƻǇƭŜ ŎƻǳƭŘ ŎƘŀƴƎŜ ǘƘŜ ǿƻǊƭŘΦ  

LƴŘŜŜŘΣ ƛǘ ƛǎ ǘƘŜ ƻƴƭȅ ǘƘƛƴƎ ǘƘŀǘ ŜǾŜǊ ƘŀǎΦέ 

-Margaret Mead 
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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 of a 

Program Manager, it is to link the strategic management team with the Project Managers through an 

intentional set of activities and objectives.   

PM4bDhΩǎ DǳƛŘŜ ǘƻ tǊƻƎǊŀƳ aŀƴŀƎŜƳŜƴǘ in 

Development (Program DPro Guide) was created 

to provide Program Managers with advice, tools, 

and guidance to assist Program Managers in 

more effectively fulfilling their role, whether that 

is at a local, regional, or international level.  

Successful programs are delivered by groups of 

people, inside and outside an organization, 

working together toward achieving the same 

goal.  This Guide is not limited in who can benefit 

from it and it is our intention to reach a wide 

range of individuals and organizations in the 

development, humanitarian, or environmental 

sectors. The objective of this Guide is to outline 

responsibilities inherent in the role of the person 

or people responsible for managing programs 

and their project components. The advice and tools in the Guide are not static and can be adapted and 

applied to suit a wide range of programs and organizational structures.  

It is our hope that experienced Program Managers will find the Program DPro a 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 whether or not to pursue 

roles at this level. Country and Regional Directors will find the Guide a useful resource in shaping the 

types of roles needed in their teams. Recruiters will benefit from insight into the skills and competencies 

outlined for these roles; and advisory and support teams will find it a helpful guide to working 

effectively with their Program Manager.  

Managing Complexity 
Development professionals everywhere work to address the most complex global and local problems, 

ranging from extreme poverty and armed conflict, to outbreaks of infectious disease and gender-based 

violence. The root causes of the problems that development and non-governmental organizations 

(NGOs) seek to overcome often require multiple strategies and interventions to address the complex 

causes of poverty, violence, disease, social injustice, environmental degradation, and humanitarian 

disaster.  



 

 

 

Page12 

Working in a dynamic sector requires multi-dimensional solutions to bring about change and an 

approach that equips country and regional teams to be responsive and capable of delivering excellent 

programs in a continuously changing environment. To 

do this successfully, a Program Manager must have a 

good understanding of the external context and make 

sound judgments regarding the implementation of 

programs, projects and activities. 

The Program ManageǊΩǎ ǊƻƭŜ ƛǎ ǘƻ ƪŜŜǇ ŀ close eye on 

local, national and global dynamics, to work closely with 

senior management, and to offer leadership for Project 

Managers and their teams. This can involve providing 

insight into how the outputs of separate interventions 

can be leveraged to achieve a greater impact for 

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 staff focus on the implementation of 

activities that contribute directly to agreed outputs and 

outcomes, the Program Manager must focus on the 

challenge of coordinating, creating synergies and 

finding ways to increase the impact of the overall 

program.   

Even when highly experienced Project Managers are 

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 provides the overview and leadership needed to enable them to deliver efficient and 

effective projects. The intention of Program DPro is to clarify the differences between the roles of the 

Program Manager and Project Manager, and in so doing provide the guidance that organizations need to 

shape the way that they work. 

PMD Pro and Program DPro 
tǊƻƧŜŎǘ aŀƴŀƎŜǊǎ ŀǊƻǳƴŘ ǘƘŜ ǿƻǊƭŘ ǿƛƭƭ ōŜ ŦŀƳƛƭƛŀǊ ǿƛǘƘ taпbDhǎΩ Guide to Project Management in 

Development (PMD Pro Guide). The PMD Pro approach has already achieved widespread success with 

over 17,000 people achieving certification (PMD Pro 1 and PMD Pro 2) by the end of 2017, and 

numerous international NGOs applying PMD Pro standards to organizational systems and structures. 

This new guide for Program Managers (Program DPro Guide) complements the 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 environmental programs.  

The PMD Pro introduces the six-phase lifecycle of a project and provides a framework for project 

managers to create a formal, structured approach to their work. It outlines key principles and 

disciplines, and provides tools, techniques and terminology for them to develop the skills necessary to 

An important difference between 

program and project management is the 

ability to manage uncertainties that are 

inherent in the life of programs. Programs 

frequently take place over a period of 

several years. There will always be 

unforeseen opportunities and potential 

risks to overcome as changes in social, 

political, economic, or geographic events 

impact program deliverables.  

Changes in funding priorities, 

commitments, policies, laws and 

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 potential impacts (positive 

and negative) for beneficiaries. 

 

https://www.google.co.uk/search?client=safari&rls=en&q=Guide+to+Project+Management+for+development+Professionals&ie=UTF-8&oe=UTF-8&gfe_rd=cr&ei=EZYwVrTCH8nH8geB16WgCA
https://www.google.co.uk/search?client=safari&rls=en&q=Guide+to+Project+Management+for+development+Professionals&ie=UTF-8&oe=UTF-8&gfe_rd=cr&ei=EZYwVrTCH8nH8geB16WgCA
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complete a project on time, on budget and within scope.  Within five years, it has also resulted in 

standardized ways of working that are helping to raise standards across the development sector.  

Building on the PMD Pro approach, Program DPro integrates the concepts and tools recommended for 

Program Managers into a framework to improve the management of multiple interrelated projects as 

part of a coordinated program 

This Guide describes the key distinctions between program management and project management, and 

provides guidance on the application of program management tools to support the work of leaders and 

managers in the development sector. It also includes focus on vision and strategy, the integration of 

ƭŜŀŘŜǊǎƘƛǇ ǎƪƛƭƭǎΣ ƳŀƛƴǘŀƛƴƛƴƎ ŀ ΨōƛƎ ǇƛŎǘǳǊŜΩ ŀǇǇǊƻŀŎƘΣ ǘƘŜ ƛƳǇortance of integrating learning and change 

throughout the life of a program, and understanding of the increased complexity of managing multiple 

outcomes.  

Program DPro fits logically alongside PMD Pro as many of the principles, disciplines, and tools remain 

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 higher-level requirements of 

a more strategic role. While familiarity with PMD Pro is not a prerequisite for learning from Program 

DPro, it is assumed that anyone using this guide already has a good understanding of project 

management practices. Therefore, Program DPro does not cover (in detail) the principles and tools 

outlined in PMD Pro, although they are often reiterated in summary to help explain how they are 

specifically relevant to the program environment. 

Projects, Programs, and Portfolio Management 
Lƴ ǘƘŜ ŘŜǾŜƭƻǇƳŜƴǘ ǎŜŎǘƻǊ ǘƘŜ ǘŜǊƳǎ ΨǇǊƻƧŜŎǘΩΣ ΨǇǊƻƎǊŀƳΩ, ŀƴŘ ΨǇƻǊǘŦƻƭƛƻΩ ŀǊŜ ǳǎŜŘ ŦǊŜǉǳŜƴǘƭȅ ōǳǘ ƴƻǘ 

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 

as they 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. 

 

 

 

 

 

 

 

 

Figure 1: Projects, Programs, and Portfolios 

https://www.google.co.uk/search?client=safari&rls=en&q=Guide+to+Project+Management+for+development+Professionals&ie=UTF-8&oe=UTF-8&gfe_rd=cr&ei=EZYwVrTCH8nH8geB16WgCA
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Project Management 

According the Project Management Institute (PMI) and PMD ProΣ ŀ ǇǊƻƧŜŎǘ ƛǎ ŘŜŦƛƴŜŘ ŀǎ άa temporary 

endeavor undertaken to create a unique product, service, or result.έ Projects deliver integrated outputs 

(deliverables), which then result in better outcomes (results) for communities and other stakeholders 

(such as donors). Projects are time-bound and focus on a requirement to deliver specific benefits for 

communities in ways that are cost-effective 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 

management is to achieve each of these, while managing project 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 managing sizeable budgets. 

Program Management 

tǊƻƎǊŀƳǎ ŀǊŜ ƎǊƻǳǇǎ ƻŦ ǊŜƭŀǘŜŘ ǇǊƻƧŜŎǘǎ ŀƴŘ ŀŎǘƛǾƛǘƛŜǎ όǎƻƳŜǘƛƳŜǎ ǊŜŦŜǊǊŜŘ ǘƻ ŀǎ ΨŎƻƳǇƻƴŜƴǘ ǇŀǊǘǎ ƻŦ ŀ 

ǇǊƻƎǊŀƳΩύ ǘƘŀǘ ŀǊŜ ƳŀƴŀƎŜŘ ƛƴ ŀ ŎƻƻǊŘƛƴŀǘŜŘ ǿŀȅ ǘƻ ŀŎƘƛŜǾŜ ŀƴ ƛƳǇŀŎǘ ǘƘŀǘ ƛǎ ƎǊŜŀǘŜǊ ǘƘŀƴ ƛŦ ǘƘŜȅ ǿŜǊŜ 

managed individually. 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 range of needs and achieve exponential benefits for 

the communities in 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 Program Owner). 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 shared responsibilities, in which case program management responsibilities are defined 

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 a proƎǊŀƳΩǎ ƻǾŜǊŀƭƭ ǎǘǊŀǘŜƎƛŎ ƻōƧŜŎǘƛǾŜǎ ŀƴŘ 

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 separately.  



 

 

 

Page15 

 

Portfolio Management 

In most organizations, there 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 goals. 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 by a Country Director, or at a regional 

or global level by a high level executive team. 

While not the responsibility of Program Managers, it is still important to be aware of issues related to 

portfolio management. Given competition for limited resources, Program Managers and their teams 

should be able to articulate how their programs and projects: 

¶ /ƻƴǘǊƛōǳǘŜ ǘƻ ǘƘŜ ŀŎƘƛŜǾŜƳŜƴǘ ƻŦ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ Ǿƛǎƛƻƴ 

¶ Support the strategy of their organization 

¶ /ƻƴǘǊƛōǳǘŜ ǾŀƭǳŜ ǘƻ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǇǊƻƎǊŀƳǎ ŀƴŘκƻǊ portfolio 

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

with day-to-day project tasks but focuses instead on selecting, initiating and managing an overview of all 

efforts in a way that addresses the strategic objectives of an organization. Portfolio management 

involves making high-level decisions about whether to stop or re-direct a project or program so as to 

optimize the strategic fit of the efforts being undertaken to fulfill an ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ Ƴƛǎǎƛƻn. 

 

 

 

ProgramManagement Example 1

¶An 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.

Program Management Example 2

¶An 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. 
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Table 1: Projects, Programs, and Portfolios 

Portfolio Program Project 

The Portfolio Manager is a high-

level leader who is accountable 

for the totality (or part) of an 

ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ƛƴǾŜǎǘƳŜƴǘ ƛƴ 

the changes required to 

achieve its strategic aims and 

objectives.  

Characteristics: 

¶ Establishes long-term 

vision for entire 

organization 

¶ Provides overview and 

organizational insight  

¶ Sets policies, standards, 

priorities and plans 

¶ Understands cross-

organizational issues 

¶ Manages high-level 

strategic risk 

¶ Takes tough decisions 

¶ Well-rounded 

knowledge of context 

(internal and external) 

¶ Ability to oversee a mix 

of programs, projects 

and other activities 

 

The Program Manager coordinates, 

directs and oversees the 

implementation of a set of related 

projects and activities (usually over 

several years) in order to deliver 

outcomes related to an 

ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ƻōƧŜŎǘƛǾŜǎΦ  

Characteristics:  

¶ Establishes and clarifies 

strategy and vision within 

program boundaries 

¶ Engages with stakeholders 

at all levels (internal and 

external)  

¶ Directs and oversees the 

implementation of project 

activities 

¶ Manages strategic and 

operational risk  

¶ Understands and resolves 

inter-project issues  

¶ Focuses on quality and 

outcomes 

¶ Ensures the delivery of 

measurable benefit and 

impact 

The Project Manager is 

responsible for coordinating 

temporary structures that have 

been created for the purpose of 

delivering one or more outputs.  

 

 

Characteristics: 

¶ Manages and 

coordinates 

¶ Delivers outputs 

¶ Time, cost, and scope 

¶ Focuses on fit-for-

purpose outputs that 

meet requirements and 

enable benefits 

realization 

¶ Business case is budget 

based 

¶ Focuses on project risks 

¶ Manages issues related 

to deliverables  

¶ Plans for the successful 

execution of 

deliverables and 

activities 

 

 

How the Guide is Organized   

The Program DPro Guide is organized into two clear sections. The first identifies four critical phases of 

program management throughout its lifecycle: 1) Identification, 2) Design, 3) Planning and 

Implementation, and 4) Closure. These are explained below. The second identifies five essential 

principles that are common to all phases of the program lifecycle: Well-governed, Participatory, 

Comprehensive, Integrated, and Adaptive.  

These two elements ς the phases and principles ς are visually represented in the Program Lifecycle 

Model below. It is a helpful tool to understand the essential content covered in this Guide.  
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Figure 2: Program Management Cycle 

 

Let us take a closer look.  The Identification and Closure phases are shown as clear starting and ending 

phases that are connected to, but sit outside, the central square.  Located within the square are the two 

critical program phases of Design and Planning and Implementation 

that are represented as a continuous and iterative process. 

On the left-hand side of the diagram you will see the five essential 

principles.  These are represented on the left-hand side because the 

principles form a firm foundation for the management of the 

program enabling high quality management and decision-making 

throughout its entire lifecycle. 

You also may notice the small triangles that are present between 

each of the phases.  These are Decision Gates, which represent the 

iterative nature of the program lifecycle and are built into 

management plans so that a program, and its component projects, 

can be adapted and changed to suit a dynamic environment. These 

Decision Gates are essential for learning and proactive change as they serve to enable the control and 

performancŜ ŀǎǎŜǎǎƳŜƴǘ ƻŦ ƛƴŘƛǾƛŘǳŀƭ ǇǊƻƧŜŎǘǎ ŀǘ ŜŀŎƘ ǎǘŀƎŜ ƛƴ ŀ ǇǊƻƎǊŀƳΩǎ ƭƛŦŜŎȅŎƭŜΣ ŀƴŘ ǘƘŜ ƳŜŀƴǎ ōȅ 

which corrective actions to projects and the overall program can be taken. 

The component projects related to the program are represented within the square. You may notice that 

each project is set at a different level in the diagram.  This illustrates that there may be a number of 

diverse projects that could be included within a program. Each project outcome, deliverable and 

timeline sits within the overall program square ς representing the dynamic nature of these two critical 

program phases.  

Note: This model 

departs from the six-

phase approach to 

project management in 

the PMD Pro. This is 

because it more 

accurately represents 

the strategic 

responsibilities of the 

Program Manager. 
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Because the Program Manager is bound by a timeline, she or he must modify, adjust, adapt, and make 

important decisions to ensure that all of the program components ς projects and activities ς are aligned 

with the overall program vision and plan and orientated towards achieving successful Closure. The 

process of modification and adjustment in the Design and Planning and Implementation phases reflects 

a wider organization requirement to embed high quality monitoring and evaluation processes. 

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

process of Accountability), this approach also impacts on all phases of the program lifecycle. It is the 

tǊƻƎǊŀƳ aŀƴŀƎŜǊΩǎ Ƨƻō ǘƻ ŜƴǎǳǊŜ ǘƘŀǘ ƛǘŜǊŀǘƛǾŜ ǊŜǾƛŜǿ ǇǊƻŎŜǎǎŜǎ ŀǊŜ ōǳƛƭǘ ƛƴ ǘƻ ŀƭƭ ǇǊƻƧŜŎǘǎ ŀƴŘ 

programs so that teams can monitor output standards and gather feedback about performance.  

Working in this way is essential for highlighting potential problems 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 best approach is to work through the Guide chapter-by-chapter ς firstly exploring the advice, tools, 

and guidance in the Phases, and then moving onto the overarching Principles that set standards and 

important competencies required in a high performing Program Manager. Once you have done this, you 

can put what you have learned into practice by trying new approaches and making use of some of the 

valuable tools-whether you are at the start or mid-way through a program.  

¢ƘŜ ƎǳƛŘŜ ŎƻƴŎƭǳŘŜǎ ǿƛǘƘ ŀ {ǳƳƳŀǊȅ ǘƘŀǘ ǇǊƻǾƛŘŜǎ ŀ ΨƳƛƴƛƳǳƳ ǎǘŀƴŘŀǊŘǎΩ ŎƘŜŎƪƭƛǎǘ ŦƻǊ Ŝŀǎȅ reference 

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 

 

Identification

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 high-level goals and outcomes that 
can be turned into tangible concepts. Obtaining funding and "buy in" from 
stakeholders will be sought for the concepts developed in this phase.

Design

!ŦǘŜǊ ǘƘŜ ǇǊƻƎǊŀƳ ŎƻƴŎŜǇǘ ƛǎ ƛŘŜƴǘƛŦƛŜŘΣ ƛǘΩǎ ǘƛƳŜ ǘƻ ǎŜǘ ǘƘŜ ŦƻǳƴŘŀǘƛƻƴǎ ƻŦ ǘƘŜ 
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). 

Planning and 
Implementation

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 
program. Program Managers invest time in managing and leading different 
teams, engaging key stakeholders, responding to the challenges and risks 
(known and unknown) of multiple projects, and overseeing internal controls.

Closure

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. 
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As you work through each of the next four modules, keep in mind that each phase follows the same 

structure. 

Table 2: Program Module Contents 

Introduction An overview of what each phase means and how it relates to the 

program lifecycle (Fig 2).  

 

Key Output This the primary deliverable ς written paper, summary, or proposal ς that is 
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 in 
turn, will often help answer the question posed at each Decision Gate. For 
example: the output of the Program Identification phase is a Concept 
Document (or proposal) for a potential program. This is shared with key 
stakeholders, with their feedback informing a decision on whether to develop 
the design further or to stop.   

Decision Gate These are essential checkpoints in the program cycle in which team members 
pause, reflect, learn, and modify the course of a program if needed.  The 
Guide presents Decision Gates in the form of a question that can be asked 
formally or informally.  For example: at the end of the Program Identification 
ǇƘŀǎŜΣ ǘƘŜ tǊƻƎǊŀƳ aŀƴŀƎŜǊ ǎƘƻǳƭŘ ŀǎƪ άAre we ready to design?έ ¢Ƙƛǎ 
prompts the team to check that all of the activities in this phase have been 
completed in order to move onto the next phase: Design.  
 

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

What it means in 

practice 

At the start of each phase, the Program Manager will have a range of inputs 
that provide insight into discussions and decisions that need to be taken as 
their program progresses. This section recommends inputs, tools, and 
processes that enable the program team to gather the information needed to 
complete each phase. This information is then used to inform future phases. 
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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 

described individually, they are inter-related and the Program Manager and program team should aim 

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

 

 

Program Essentials  

Along with the phases and disciplines, we have incorporated several Program Essentials that will be 

fundamental to the tǊƻƎǊŀƳΩǎ ǎǳŎŎŜǎǎΦ   ¢ƘŜǎŜ ŜǎǎŜƴǘƛŀƭǎ ƛƴŎƭǳŘŜΥ 

Plan, Do, Review: This process is a way of working that enables the Program Manager and the team to 

be flexible and adaptive in the approach. 

Monitoring, Evaluation, and Learning: Achieving goals and being accountable are essential program 

management concepts. The MEAL process enables Program Managers to refine approaches and be 

accountable to multiple stakeholders in achieving their program goals. 

Well-Governed

ωGood governance is essential to the program's success and should be 
emphasized at all times in its lifecycle.  This principle provides the 
management framework in which program decisions are made.  It also 
defines the roles, responsibility, authority, and accountability for each 
component project.

Participatory

ωPrograms should be as inclusive as possible with the Program Manager 
seeking the perspectives of stakeholders throughout each phase.  Using 
this principle in program management ensures that program 
implementation reflects the current context and capacities of all those 
involved.  

Comprehensive

ωA good program plan needs to demonstrate a thorough understanding 
of how each component part (project) fits together to create a greater 
whole.  Incorporating this principle provides an opportunity to show 
how each of the elements combine to provide the leverage and added 
value of working in a comprehensive way.

Integrated

ωIt is essential that processes be aligned and coordinated throughout all 
phases of a program lifecycle.  This principle ensures that all component 
parts of a project combine effectively in order to operate smoothly as a 
whole.

Adaptive

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



 

 

 

Page22 

Theory of Change (ToC): This concept is increasingly being used in the NGO sector and is a tool that 

outlines the strategic intent of an organization by illustrating how ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŘŜǎƛǊŜŘ change will 

take place (or flow) from projects and activities, all the way up to the portfolio level of the organization.  

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

Six Disciplines: These disciplines are central to the role of the Program Manager. Together, they 

provide a framework for, and understanding of, the higher-level skills and competencies that a Program 

Manager will need to be successful. 

Plan, Do, Review 

When a program is underwŀȅ ŀƴŘ ǘŜŀƳǎ ŀǊŜ ŦƻŎǳǎŜŘ ƻƴ ǘƘŜ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ƻŦ ŀŎǘƛǾƛǘƛŜǎΣ ƛǘΩǎ Ŝŀǎȅ ǘƻ 

lose track of the big picture. The Program Manager needs to set aside time with their team(s) to step 

back and view progress objectively. This process involves checking operational activities against project 

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

overall vision and plan.  

¢Ƙƛǎ ƛǘŜǊŀǘƛǾŜ ŀǇǇǊƻŀŎƘ ƛǎ ƻŦǘŜƴ ǊŜŦŜǊǊŜŘ ǘƻ ŀǎ ΨtƭŀƴΣ 5ƻΣ wŜǾƛŜǿΩ ƻǊ ΨǊƻƭƭƛƴƎ ǿŀǾŜΩ ǇƭŀƴƴƛƴƎ ς and enables 

program teams to tailor and deliver work that is responsive to a dynamic environment. Plans should 

ŀƭǿŀȅǎ ōŜ ŎƻƴǎƛŘŜǊŜŘ ŀǎ ΨƭƛǾŜΩ ŘƻŎǳƳŜƴǘǎ ǘƘŀǘ ŀǊŜ ǘŀƛƭƻǊŜŘ ŀƴŘ ŀŘŀǇǘŜŘ ǘƻ ƳŀȄƛƳƛȊŜ Ŏƻǎǘ-effectiveness 

and impact.  

This way of working is invaluable for identifying potential problems. If done regularly throughout the 

lifecycle of a program, it enables teams to make course corrections, avoid hazards, and minimize the risk 

of a program not achieving its overall objectives. It also provides the documentation and analysis 

ƴŜŜŘŜŘ ŦƻǊ ǘƘŜ ǘŜŀƳǎ ǘƻ ƳŀƪŜ ŎƻƴŦƛŘŜƴǘ ŘŜŎƛǎƛƻƴǎ ŀǘ ŜŀŎƘ ƛƳǇƻǊǘŀƴǘ ƳƛƭŜǎǘƻƴŜ ƻǊ Ψ5ŜŎƛǎƛƻƴ DŀǘŜΩΦ 

 

 

 

 

 

 

 

 

 

 

Monitoring, Evaluation, Accountability, and Learning 

Taking time to regularly monitor, evaluate, be accountable, and 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 programs 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.  

The Plan, Do, Review cycle is a 

means by which the Program 

Manager and team ensure that 

decision-making is based on 

evidence and continuous 

program learning.  This 

iterative process is supported 

by ongoing monitoring and 

evaluation within the program. 

Plan

Do 

Review

Figure 3: Plan, Do, Review Cycle 
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¶ Program Monitoring: The purpose of program monitoring is to check the progress of a 

program and its component projects against changes in the context and circumstances of their 

implementation. This approach is set in a context of ŀ ǇǊƻƎǊŀƳΩǎ overall goals and timelines.   It 

provides the Program Manager with a snapshot of progress against time, quality, financial, and 

other considerations and serves as a barometer of whether a carefully constructed plan is 

unfolding as anticipated. 

¶ Program Evaluation: Evaluation is concerned primarily with measuring outcomes and impact. 

Program evaluations explore the extent to which a program has achieved its outcomes and 

objectives. Evaluations at a program level tend to be large and complex, often requiring input 

from technical specialists or outside consultants. A mid­term evaluation can be extremely 

helpful to validate the program approach and to establish priorities for the second half of a 

program. 

 

 

 

 

Monitoring, Evaluation, Accountability and Learning (MEAL) 

Monitoring ï 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 ï Evaluations can take place mid-way through a program, after it has closed, or 

at a specific point after the program has completed. The óPlan, Do, Reviewô cycle (Fig 3) 

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 ï There should be policies and mechanisms in place that provide a 

ñcultureò of accountability between stakeholders.  Think about it as upward and downward 

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 ï 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 

The Guide will make frequent reference to Theory of Change (ToC). This term describes the overall 

strategic intent of an organization and defines the building blocks that are needed to bring about its 

desire for planned social change. ToC defines 

the big picture and long-term goals under 

ǿƘƛŎƘ ŀƭƭ ƻŦ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩs programs and 

projects are aligned. Each organization should 

have its own ToC, describing its unique 

process for planned social change, from 

assumptions that guide ŀ ǇǊƻƎǊŀƳΩǎ design to 

the long-term goals it seeks to achieve.  

A growing number of organizations are 

defining their aims and objeŎǘƛǾŜǎ ƛƴ ǘƘƛǎ ǿŀȅΣ ŜǾŜƴ ƛŦ ǘƘŜȅ ŘƻƴΩǘ ǎǇŜŎƛŦƛŎŀƭƭȅ ǊŜŦŜǊ ǘƻ ƛǘ ŀǎ a ToC. The 

building blocks needed to deliver a ToC are interchangeably referred to as outcomes, results, 

accomplishments, or pre-conditions, and depicǘŜŘ ƻƴ ŀ ŘƛŀƎǊŀƳ ƪƴƻǿƴ ŀǎ ŀ ΨǇŀǘƘǿŀȅ ƻŦ ŎƘŀƴƎŜΩ ƻǊ 

ΨŎƘŀƴƎŜ ŦǊŀƳŜǿƻǊƪΩΣ ǿƘƛŎƘ ƛǎ ŀ ƎǊŀǇƘƛŎ ǊŜǇǊŜǎŜƴǘŀǘƛƻƴ ƻŦ ǘƘŜ ŎƘŀƴƎŜ ǇǊƻŎŜǎǎΦ  

A Program Manager needs to look upwards, outwards, and across an organization to develop programs 

that add the value and benefit needed to bring about strategic ambitions. This requires developing 

pathways (or objectives) that flow from an organizaǘƛƻƴΩǎ ¢oC, integrating projects to achieve greater 

results and scale-up of work in a particular area. These pathways demonstrate what needs to happen in 

a program in order for organizational goals to be achieved.  

If an organization has a ToC, 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 the goals of the program. If no ToC 

exists, it is advisable to develop one for a ǇǊƻƎǊŀƳ ǘƘŀǘ ŎƭŜŀǊƭȅ ŘŜƳƻƴǎǘǊŀǘŜǎ ǘƘŜ ƭƛƴƪ ǘƻ ƛǘǎ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ 

strategic intent. It should also include the logical and causal relationships between multiple program 

components, also indicating how these contribute to achieving the program goal.  

Optimally, this is best achieved during the Design phase because it is at this point that the design team 

builds a picture of ŀ ǇǊƻƎǊŀƳΩǎ intended outcomes and identifies the measures that will be put in place 

ǘƻ ŀŎƘƛŜǾŜ ŜȄǇŜŎǘŜŘ ǊŜǎǳƭǘǎΦ ¢ƘŜǎŜ ƛƴŎƭǳŘŜ ǘƘŜ ǇǊƻƎǊŀƳΩǎ ƭƻƎƛŎŀƭ ƳƻŘŜƭ ƻǊ ŦǊŀƳŜǿƻǊƪΣ ƳƻƴƛǘƻǊƛƴƎ ŀƴŘ 

evaluation processes, required resources, assessment criteria, and governance structure. 

It is important to differentiate between an organizatƛƻƴΩǎ ToC and its Logic Model, as the two terms are 

often used interchangeable but serve very different purposes.  

¶ A Theory of Change: takes a high-level and wide view of a desired change, carefully probing the 

assumptions behind each step, in what may be a long and complex process. Articulating a ToC 

often entails thinking through all of the steps that need to be taken along a path towards 

achieving desired change by identifying the preconditions that will enable (and possibly 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. 

¶ A Logic Model: takes a more narrow and practical look at the relationship between inputs and 

results in a program. It is often presented as a table listing the steps taken - from inputs or 
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resources through to the achievement of a desired program goal. Some grant makers use 

separate logic models to chart the implementation of each of the components of a ToC. 

A Theory of Change is both a Framework and a Process:  

¶ It is a Framework: A ToC enables organizations to visualize how to focus their energy on 

achieving their overall outcomes, goals, and vision. This to allows you to build a clearer picture 

of future program realities based on realistic analysis of the current context, accurate self-

assessment of capability, and a critical and explicit review of assumptions.  

¶ It is a Process: 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 program team to develop the 

flexible logic needed to analyze and respond to complex social change, and to critically monitor 

their individual and collective way of thinking and acting. 

A Theory of Change is not: 

¶ An absolute truth about how change will or must happen. 

¶ A definitive approach intended to eliminate the uncertainty that will always exist in complex and 

emerging social processes. 

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

hǊƎŀƴƛȊŀǘƛƻƴǎ ŘƻƴΩǘ ŀƭǿŀȅǎ ƘŀǾŜ ǘƻ ǎǘŀǊǘ ŀ ƴŜǿ ǇǊƻƎǊŀƳ ǘƻ ŘŜƭƛǾŜǊ ǘƘŜ ǇǊƻƎǊŀƳ ǇŀǘƘǿŀȅǎ ǊŜǉǳƛǊŜŘ ōȅ ƛǘǎ 

ToC. It is sometime more appropriate to focus on developing and improving existing programs so that 

ǘƘŜȅ Ŏŀƴ ōŜǘǘŜǊ ŀŎƘƛŜǾŜ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊŀǘŜƎƛŎ ƛntent. The Program Manager should explore 

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 
The disciplines of Program Management are essential 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 competencies within each phase 

and covered in greater detail within the sections detailing the Comprehensive and Integrated principles 

of program management.  The six disciplines are:  
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Figure 4: Triple Constraint Triangle 

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 funding stream may need to be re-allocated, 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 addition 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 within an organization, support teams 

such as finance and logistics) and external (e.g. donors, government officials, local community members) 

stakeholders.  This requires a well-designed and executed communication and engagement plan.  

Time 

A program must be delivered to scope, on time, and on budget. If 

each of these is delivered successfully, a program can be regarded 

as closed. Taken together, the relationship between these three 

ingredients ƛǎ ƻŦǘŜƴ ǊŜŦŜǊǊŜŘ ǘƻ ŀǎ ǘƘŜ ΨtǊƻƧŜŎǘ aŀƴŀƎŜƳŜƴǘ ¢ǊƛŀƴƎƭŜΩΣ ƻǊ 

Ψ¢ǊƛǇƭŜ /ƻƴǎǘǊŀƛƴǘΩΦ Ψ¢ƛƳŜΩ ǊŜŦŜǊǎ to the actual length of time that is 

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 of the program and 

project activities is, of course, the program cost.  

  

Scope 

It is important to understand and describe all of the work, activities, and resources needed to achieve 

the overall goals and aims of a program. At a project level, this information is captured in Project 

Implementation Plans that are regularly updated (and draw on data gathered through the use of tools 

such as the Work Breakdown Structure, Network Diagram and Gantt Chart). The Program Manager may 

REALITY CHECK: Triple Constraint Triangle 

¢ƘŜ ΨTriple Constraint TriangleΩ ƛǎ ŀ Ǿƛǎǳŀƭ ŜȄǇǊŜǎǎƛƻƴ ƻŦ Ƙƻǿ ŜŀŎƘ ƻŦ ǘƘŜǎŜ ŘƛǎŎƛǇƭƛƴŜǎ ƛƴǘŜǊ-

connect - the relationship between program scope, time and cost determining how a program is 

implemented.  

If the cost of a program increases, then the scope of activities and/or timeline will also need to 

adjust in response. It will then be important to justify why program parameters are changing, to 

assess the risk of doing so, and to then make sure all key stakeholders are informed. And last but 

not least, it is essential to regularly apply strong, monitoring, evaluation and learning processes, 

to ensure that all of these disciplines are applied and used to maintain program focus. 
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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 Manager ŘƻŜǎƴΩǘ ƴŜŜŘ ǘƻ ōŜ ŀƴ ŀŎŎƻǳƴǘŀƴǘ ōǳǘ ŘƻŜǎ ƴŜŜŘ ǘƻ ǳƴŘŜǊǎǘŀƴŘ ŀƴŘ ŦƻǊƳǳƭŀǘŜ 

budgets, forecast financial needs, and complete spreadsheets that can be rolled up or down for 

different purposes and audiences. Larger international organizations will have finance departments to 

advise, provide templates, and 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 to analyze and interpret different data sources that relate to the 

complexity and overview of multiple program activities, and projects. 

Risk 

Being able to manage and control risks that could impact program deliverables involves a mix of being 

able to interpret 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 assessing progress 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 and resolved. 

Stakeholder 

All programs will involve a wide range 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 beneficiaries; and allies 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 program. RACI diagrams are the most 

commonly used tool for identifying the roles and responsibilities of different stakeholders ς determining 

who are Responsible, Accountable, Consulted, and Informed during each of the program phases. In the 

context of a dynamic environment, 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 conducted in an open and transparent way.  

Your Case Study: The Delta River  

As you work through each of the program Phases and Principles, this case study is will help you to 

engage with and apply the recommended tools and processes both in the context of the Delta River 

Municipality and your day-to-day reality.  

This Guide builds on the fictional PMD Pro case study of a project to build latrines with communities in 

Delta River. This project is only one component of the wider Delta River Municipality program.  In 

reality, the program is implementing a number of projects to reduce the impact of water-borne disease 

in the area.  

An analysis of the living standards of the poorest families in the Delta River Municipality revealed 

worrying results. The social support systems that families rely on for the care and education of their 
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children had substantially weakened. The local health center was struggling to cope with an increase in 

the number of patients requiring care. The expendable income of families in the municipality had also 

decreased substantially.  

All of these factors could be traced back to a high incidence of water-borne disease among poor families 

and children under five years old. A number of contributing factors were also identified:  

¶ Deteriorating river water quality ς samples showed that it was contaminated by high levels of 

fecal waste and the dumping of household and business refuse. 

¶ The health of families in the area had deteriorated because their small health clinic was over 

stretched. Other reasons for this included a lack of local education about how to prevent the 

spread of water-borne disease and reluctance in communities to go and seek help.  

The program was established in the municipality to ensure that all of its component projects were 

focused on achieving the same goal - to reduce the impact of water-borne disease in Delta River. The 

Program Manger has an overview of all activities and looks out for areas where additional impact can be 

achieved by joining up and creating complementary activities.  

Itõs time to learn 

We have set the context and fundamentals of the Program DPro approach to program management and 

are ready to dig into the Guide. Remember to work through each module systematically to build your 

understanding of each of the Phases, Principles and Essentials.  

Remember, all programs should be set up to adapt to a changing context. The implementation of regular 

Plan, Do, Review cycles and formal Decision Gates during the Design and Planning and Implementation 

phases is the means by which the quality of your program can be checked and monitored - allowing you 

to learn and improve the quality of your work.  

It is the ongoing process of clarifying and adapting that will ultimately result in the success of your 

ǇǊƻƎǊŀƳΣ ŀƴŘ ǘƘŜ ŀŎƘƛŜǾŜƳŜƴǘ ƻŦ ȅƻǳǊ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ¢ƘŜƻǊȅ ƻŦ /ƘŀƴƎŜΦ 
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Welcome to Phase 1: Program Identification  

 

 

 

 

ά9ǾŜǊȅ ƛƳǇǊƻǾŜƳŜƴǘ ƻǊ ƛƴƴƻǾŀǘƛƻƴ ōŜƎƛƴǎ ǿƛǘƘ ŀƴ ƛŘŜŀΦ  .ǳǘ ŀƴ ƛŘŜŀ ƛǎ ƻƴƭȅ ŀ Ǉƻǎǎƛōƛƭƛǘȅ - a small 

beginning that must be nurtured, developed, engineered, tinkered with, championed, tested, 

implemented, and checked.  Ideas have no value until they are implŜƳŜƴǘŜŘΦέ 

-Adam Robinson  

 


































































































































































































































































































