Prince

An Agile Project Delivery Framework

Defining a Programme

Programme definition

A programme is a group oélatedprojects. The key word to note is OrelatedO.

Projects that are not dependent on one another in some way do not belong in the same
programme. In general, programmes will be onevoftypes; revolutionary or
evolutionary. Revolutionary programmes are about future ways of working and
include concepts such as Oas isO and Oto beO (i.e. GAP analysis). Evolutionary
programmes are about improvements to Obusiness as usualO and legaiiyrappli
changes. No programme should include projects that do both for fear that the vision
that underpins the programme will be unclear. An unclear vision is a risk to
programme success.

In the real world there is a tendancy for the business to attenmaiude

evolutionary projects in revolutionary programmes. This happens when the
management make plain that funding is available from the revolutionary pot but there
is no willingness to fund the evolutionary progranpee se This is a mistake on the

partt of management because it leads to the grouping together of projects that have no
dependencies.

Vision and Business case

A vision underpins a programme. The vision is delivered (or OsatisfiedO) by a set of
business goals. A business goal is itself jiestiby a business case. The business case
is comprised of business benefits. Each business case is expected to make plain the
changes that will occur in the business and how that change will lead to quantifiable
benefits. Some of these quantifiable besefdan be expressed in terms of money.
Others need to be quantified against some different measurable criteria.

Example:
Visiongoal
¥ Communicate electronically
Business goals
¥ Move from paper based model to electronic model
¥ Develop an account model forstamers
¥ Support simplified working practices

Businesgase
Benefit 1. This will save 500,000 euro annually.
Benefit 2. The customer will receive information more quickly. The direct time
saved per application will be on average 15 days.. The communicgtlen
will be reduced by 21000 man days per year.
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Schedule and budget

The schedule and budget for the programme is the summation of its constituent
projects. As a rule of thumb, no project should last more than 12 months, therefore
nor should the programe be scheduled for more than 12 months. In that time the
programme has to deliver something of sufficient business benefit, otherwise it should
be discontinued. If the programme meets its targets after the 12 month review, and
there is more work to do @an continue into the next 12 month cycle.

Mapping goals to programmes

As has been stated previously, the vision goals are satisfied by the business goals. The
business goals are delivered by the programmes/projects. Examples of this hierarchy
are preseied below.

Vision goals
¥ Work smart: be more efficient. Eliminate duplication
¥ Work electronically: replace manual processes
¥ Communicate electronically: stop sending paper
¥ Invest in technology that facilitates change

Business goals

Move from paper based el to electronic model

Improve the customer experience by reducing errors in claim handling
Define new organisational roles in the face of business change
Facilitate flexible working by supporting the creation of virtual teams
Decouple the business ruligem the systems

Build a service layer on top of legacy applications

K K K K K K

Subprogrammes
¥ Customer communication
¥ Common folder
¥ Common toolbench
¥ Actuary support
¥ Shared services
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A Traceability Matrix of Goals to Sub  -programmes

Programme X

Vision goals

Invest in
technology
that facilitates

Business
goals

A

Sub
programmes

Customer
communication

Future jobs Common folder Shared services

y

Common toolbench

!

Actuary support

Figure 1: A simple model of aaxample programme that represents vision goals

mapped to business goals mapped temolgramme
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A simple programme schedule

Programme
Customer
communication

Common
folder

Actuary
support

Shared
services
Common
toolbench

Shared
services

Shared
services

Projects

Project 1
Project 2

6 months 9 months 12 months

3 months

Project 3

Project 4

Project 5

Project 6
Project 7

2 people specification

Project 8

Outsource

Project 9

service

4 people

Figure 2: A simple representative programme schedule that mapsagrammesnd tranche
1 projects onto a time line for the first 12 month iteration. This diagram shows the ultimate
deliverable from each project and it groups projects together by functional area.
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Summary

¥

¥
¥
¥

Programmes are either revolutionary or evolutionary.@gut evolutionary
projects into revolutionary programmes for Ofunding potO reasons

Treat programme management in a formal manner but remain pragmatic
Ensure the role of programme management is proactive

Ensure the programme management, project managamesoftware
engineering processes are Ojoined upO.

Ensure there are sygsogrammes that map off against business goals. One
subprogramme can easily satisfy more than one business goal. The
relationship is many to many.

Programmes last as long as thestibnent projects. No project should last
longer than 12 months. Only attempt to deliver functionality that can be
accomplished in 12 months. Adopt an iterative approach

DonOt forget about business organisational change. People will defend their
work and f no vision of the way they will work in future is presented they will
actively work to sabotage the programme. You have been warned.
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