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1 Introduction and background
It would be pointless to buy your 17-year-old son or daughter a 
car when they cannot yet drive. Better to coordinate both 
activities. Strange then that transformation programmes often 
focus more attention on delivering new capabilities (the car) and 
give insufficient attention to an organization’s ability to exploit 
those new capabilities (passing the driving test). 

For the young person, passing the driving test provides them 
with a new state of freedom. Programmes of change/
transformation are intended to move an organization from a 
current state to some future state in order to derive specific 
benefits. Typical benefits which may derive from that future 
state include the lower cost of providing benefits, a lower cost 
base, increased market share and improved customer retention. 
Such programmes need to pay attention to how to move the 
organization into the new state(s), as well as the development 
of that state.

This White Paper builds on Managing Successful Programmes 
(MSP®) to provide additional guidance on the successful 
implementation and integration of new capabilities into 
business operations so that they can be exploited to achieve 
the desired benefits. These additions to MSP, particularly 
covering the behavioural aspects of change, are seen as 
critical. To continue the analogy: passing the driving test is of 
little use if the young driver is reckless and unwilling to change 
his or her behaviour.

2 MSP change and 
organizational change

MSP is about programme management, which evolved as the 
mechanism for delivering major change in a controlled manner. 
So MSP change is in the wider context of organizational change. 
Organizational change has traditionally been considered as 
something defined as part of an organization’s strategy, and 
then somehow executed. Current thinking recognizes other 
perspectives such as continuous learning, politics and the 
exercise of power which would have made Machiavelli proud.  
In recent times the importance of change leadership, culture 
and behaviour has also been recognized.

These themes will be explored further in Section 4.

3 Overview of transition in 
MSP

Transition to a new business as usual is described mostly  
within the transformational flow. This is the centre of MSP’s 
architecture and its components are shown in Figure 1  
(Figure 13.1 from Management of Successful Programmes). 

The transformational flow represents the flow of activity 
throughout the life of the programme. It is not a sequence, as 
the programme may well be iterated using tranches, commonly 
of the Delivering the Capability stage. This may lead to more 
than one transition into live operation. A key point often lost 
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sight of is that benefits cannot be garnered until the new 
capability has been successfully delivered and implemented in 
the organization. Therefore successful transition to a new 
business as usual is as important as delivering the capability. 

Also, a programme will always have at least one transition; 
there could even be many. The impact of multiple transitions is 
explored further in later sections.

Another key point is that preparation for transition must start at 
the very beginning of the programme. Returning to our car 
analogy, you would normally consider what type of car is suitable 
for the young person as how they will react to it and drive it will 
be important to both of you as critical success factors.

Managing transition is covered in most detail within the 
Realizing the Benefits transformational flow component. The 
following three sets of activities are described; these 
incorporate the principle of addressing transition throughout 
the programme:

 ■ Manage pre-transition

 ■ Manage transition

 ■ Manage post-transition.

While the focus is of course on benefits, MSP addresses the 
wider aspects of transition such as planning the changes to 
working practices, IT systems and data and even cultural 
changes. It then addresses executing these changes and, 
following implementation, reviewing these results as well as  
the benefits.

Within the Managing the Tranches set of activities, transition is 
also mentioned in respect of risks and achieving transition and 
stable operations.

Supporting transformational flow are the other two core 
concepts: governance themes and principles. The contents of 
these are summarized in Table 1.

A clear success factor for any programme is how well it is run. 
And while it is important to be flexible, there should be a clear 
approach for the governance of a programme, both within 
itself, and in relation to external (to the programme) governance 
from inside the organization or external regulation. The 
governance themes provide the framework from which the 
programme’s governance can be designed. The principles 
should underlie all aspects of the governance of the 
programme, including transition to operations, and inform  
any flexibility.

For transition it is critical to define three things: the states 
before and after transition, and how the transition will be 
achieved. From the governance themes, the programme’s vision 
and blueprint products define the capabilities and their 
outcomes resulting from the programme that together define 
the future state. There may well be several interim states in an 
evolutionary path leading to the final state. 

Several outputs will combine and need to be delivered together 
to provide a capability, which is something that operations 
(business as usual) can actually use. When a capability is used 
you have one or more outcomes. When you measure the 
improvements related to the outcome you have benefits.

The new outcomes that define the states will comprise a set of 
capabilities, such as a new IT system, a new set of working 
practices, or even a new building. These outcomes will arise 
from the products delivered through the programme’s projects. 
The end state may be arrived at through a single set of related 
projects, or through several tranches, each with its own set of 
projects. In conjunction with other programme management 
products such as the programme plan, quality management 
strategy, stakeholder management strategy, communications 
plan and others, a comprehensive view of how the programme 
will proceed and what it will deliver can be produced.

However, none of these MSP products clearly show how the 
programme’s implemented new capabilities should evolve 

Governance themes Principles

Vision Remaining aligned with corporate strategy

Leadership and stakeholder engagement Leading change

Benefits management Envisioning and communicating a better future

Blueprint design and delivery Focusing on benefits and threats to them

Planning and control Adding value

Business case Designing and delivering a coherent capability

Risk and issue management Learning from experience

Quality and assurance management

Programme organization

Table 1  MSP governance themes and principles
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through the progressive states as defined in the blueprint.  
One approach is to include a roadmap in the blueprint.

Whereas the blueprint will normally define what each state 
looks like, what will change between one state and another, 
and any intermediate states, a roadmap can show how the 
changes between states will be made. Under MSP a roadmap is 
not a product; the plan for moving from current to future states 
should be part of the programme plan. However, including a 
high-level view of delivery can be useful to validate the 
feasibility of the end and intermediate states. Such a roadmap 
can also be a valuable communications tool for senior 
management (and other stakeholders) as it is a high-level view 
of delivery.

A roadmap can be structured in many ways and may include, 
for example, the following types of outcome:

 ■ Physical, e.g. new IT systems

 ■ Ways of working, e.g. new operational processes

 ■ Communication 

 ■ Negotiation, e.g. with unions

 ■ Behavioural or cultural change 

 ■ Training 

 ■ Operational support 

 ■ Organizational and responsibility.

Commonly, change programmes focus on outcomes more in 
terms of process and technology than people. Returning to our 
analogy, the best car for a 17-year-old may not be a high-
performance one. Apart from the high cost of insurance and 
lack of expertise, the young person is likely to exhibit high-risk 
behaviours. So a choice of vehicle which mitigates this tendency 
is sensible.

Change programmes need to place far more emphasis on 
leadership, culture and behaviour than many, if not most, do at 
present, and this is a key theme in this White Paper. 

4 Leadership, culture and 
behaviour

This section covers the so-called ‘soft‘ side of programme 
management, which is valuable not only in delivering culture 
change but also in sustaining it; it also takes a deeper look at 
stakeholders, introducing the concept of stakeholder leadership.

4.1  Leadership for cultural and behavioural 
change

In July 2011 John Kotter (Konosuke Matsushita Professor of 
Leadership, Emeritus at Harvard) in a video blog1 highlighted the 
differences between change management and change 
leadership and argued that we need change leadership rather 
more. He defined change management – too narrowly for some 
– as a set of processes, tools and mechanisms that enable us to 

make a big change and keep it under control. Change 
leadership, on the other hand, is much more associated with 
putting an engine on the whole change process, and making it 
go faster, smarter, more efficiently. 

MSP, in common with much published best practice, is more like 
the traditional structured, process-led change management 
than Kotter’s change leadership. Clearly the business requires a 
sound strategy, and a framework to deliver that strategy, as well 
as change leaders. MSP helps in this regard by:

 ■ Establishing a framework for change and decision-making

 ■ Ensuring the ownership of the change

 ■ Defining roles and key attributes for those appointed to 
these roles with the aim of aiding selection of the right team 
of people

 ■ Focusing on the benefits required to achieve the business 
strategy.

Although MSP addresses some of the softer issues such as 
leadership, culture, behaviour and stakeholder management,  
it does not deal with them as thoroughly as the process 
components. This White Paper is an opportunity to address 
that balance.

Until recently, management approaches were thought to be 
either hard (such as planning, reporting and risk management) 
or soft, such as team building and communications. Soft skills 
were seen as wishy-washy, not founded in the real world. 
However, the latest developments in understanding how people 
and organizations react show that so-called soft skills are very 
well founded in science and are of critical value.

In their article ‘Neuro-science for neuro-leadership’,2 Professor 
Paul Brown and Brenda Hales show that energy is essential for 
successful change. They show that people in organizations can 
be working very hard, yet still be disengaged from the 
organization and with low energy. This tends to lead to a lack of 
creativity and resistance to change. These are emotional 
responses that at the least strongly influence how people react. 
Unfortunately, there are more emotions associated with 
survival, threat, defensiveness and attack, than with thriving, 
creativity, relating and motivation. Organizational energy as 
described by Bruch and Vogel3 is a key concept at the heart of 
Management of Portfolios4, where four types of energy are 
discussed: productive, comfortable, resigned and corrosive.

This is where leaders who have some understanding of the 
human psyche are crucial. These leaders can apply intelligence 
to emotions to create and harness energy in individuals, groups 
and the organization, and so gaining trust is key. This is not 
easy, as previous failed initiatives will tend to drive the 
organizational energy into corrosive, passive or resigned states. 
So change leaders also need to fight the lost battle of history. 

Within the programme this challenge falls especially to the 
senior responsible owner (SRO), programme board, programme 
manager, business change manager(s) and project managers. 
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These, and especially the programme manager, are the change 
makers who need to develop a suitable leadership strategy for 
the programme. 

A leadership strategy is something organizations might like to 
consider as it is intended to show how the necessary 
environment for the success of the programme will be 
developed. The focus will be the people aspects of managing 
the programme, enabling an integrated approach to be taken.  
It may include:

 ■ The leadership style(s) needed, e.g. by the SRO, programme 
and business change managers

 ■ How the team(s) will be built and maintained

 ■ Stakeholder engagement and communications

 ■ Cultural and behavioural aspects of the change

 ■ Relationships with organization of groups outside the 
programme

 ■ Links to third-party (supplier) management, for example, if 
an ‘intelligent client’ approach is to be used (see Section 7.2).

4.2  Embedding change 
In his book Leading Change5 John P Kotter argues that to make 
big changes effectively, there are generally eight basic things 
that the leaders described above need to ensure occur. These 
are shown in Figure 2. The mapping to the transformation flow 
is suggested as being: 

 ■ Stages 1–3 = Identifying a Programme and Defining a 
Programme

 ■ Stages 4–8 = Delivering the Capability, Realizing the Benefits 
and Managing the Tranches.

In order to achieve sustainable change there are three 
‘mountains’ to climb along the journey: deliver the change, 
implement the change (transition) and make the change stick. 
Kotter argued that the way to make change stick is through 
culture; for example, by creating a new culture around new 
working practices. Now cultural change requires time and 
strong advocacy from leaders and has a limited shelf life,  
not least as the champions move on. So they have to effect the 
behavioural change at least, while the energy (Brown and 

Figure 2  Kotter’s eight-stage change management model
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Hales2) remains. If the new behaviours are considered viable by 
the organization, including its people, then they will become 
embedded; in other words, they will become the new culture.

Transition is key to success as this is the phase in which the 
behavioural changes that should produce the new culture 
should take place. 

The new state also has to be economically viable for the 
organization, and be able to ‘work’ within the organization, 
integrating with it. And remembering Section 4.1, the 
‘organization’ also means its people, and their energy for the 
change, or lack of it.

The way in which the future state is defined and developed can 
also greatly help, or hinder, both the success of the change, and 
in making it stick. In his book Change Without Pain,6 
Abrahamson proposed the following: 

 ■ Creative recombination  Or don’t throw the baby out with 
the bathwater

 ■ Leverage social networks  Use existing organizational 
and/or social networks; these channels of communication 
are already in place

 ■ Reviving values  Use the best aspects of the current 
culture; avoid having to build culture from a standing start

 ■ Salvage good processes  Use the best of what currently 
works and build on it – ‘islands of excellence’

 ■ Reuse structures  If an organization works at least 
reasonably well, improve it; don’t tear it up and start again

 ■ Redeploy  Reuse skills and knowledge; new employees are 
costly and take time to be effective

 ■ Pacing  Be realistic about timescale, and be aware of the 
organization’s capacity for change. 

The use within a change programme of Kotter’s model and/or 
Abrahamson’s approach can positively impact the programme’s 
chance of success.

Their use is also an indicator of an organizational culture that is 
supportive of effective change. This can be as important as the 
way in which the programme is delivered. For example, in the 
handover to operations the operation needs to be ready for the 
change, including behaviourally ready to accept it.

4.3 Stakeholder management
Stakeholder engagement is rightly linked to leadership in MSP, 
and the process for it is well described. MSP also takes issue 
about stakeholder engagement being too focused on 
mechanistic communication and suggests that it allows for 
broader approaches. The key point is that dealing with 
stakeholders may indeed require several approaches, depending 
on the needs of the programme; not just communication.

The value and role of leadership has been described in this 
section and is also a key principle here. So we should 
understand how we lead stakeholders and not merely engage 
with them. This fits with stakeholder leadership, a notion 

suggested by Paul Major in his presentation ‘Safe Hands or 
Society’s Change Makers (programme managers)’7 to ProgM on 
21 June 2012.

Analysis of stakeholders can also go further than is described in 
MSP. For most programmes it is true that a simple 
understanding of a stakeholder’s level of interest and influence 
can allow the programme manager, SRO and others to focus on 
the ‘key’ stakeholders.

However, a more in-depth analysis of stakeholders can enable 
not only an even tighter focus on relevant stakeholders, but 
also an identification of people and even groups who pretend 
to be stakeholders. 

A tighter, more detailed focus on relevant stakeholders could 
include any interest they may have in specific outcomes, or at 
specific points in the programme such as transition. There are 
different types of stakeholders whom the programme may need 
to influence for varying purposes. When seeking business case 
approval the support of board members needs to be obtained. 
Reaching these people is very difficult, but there are others who 
‘have the ear’ of board members and can influence them; 
getting time with these people may be much easier. The Gower 
Handbook of Programme Management 8 refers to key approvers 
as ‘sultans’ and those who influence them as ‘grand viziers’.

The pretend stakeholder that a more in-depth analysis can 
identify often occurs in the public sector. These are often highly 
vocal people who claim great interest and influence in the 
programme but who in fact have little or no influence. Again, a 
more in-depth stakeholder analysis can root out these 
‘wannabees’ who would waste a great deal of programme time 
and effort.

It is difficult to assess the level of effort that stakeholder 
leadership requires. Most commonly, it is greatly 
underestimated. Risk analysis is one pointer, as stakeholder-
related risks should be assessed just like any others. The other 
pointer is the proposed leadership strategy product, of which 
the stakeholder engagement strategy could be a part.
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5 The relationship between 
transition plans and the 
wider benefits realization 
plan

The benefits from a programme are only realized when a new or 
changed capability, delivered by the programme, is exploited, i.e. 
put into use operationally. This capability is likely to consist of a 
number of outputs, such as a new IT system, new business 
processes or trained staff. Transition plans therefore need to 
show clearly how the programme’s outcomes will be put into 
operation. A roadmap can be the starting point, and is especially 
useful if the programme will have more than one tranche.

During programme definition great care should be taken to 
ensure that both the programme team and operational business 
have the same understanding of not just the benefits, but what 
they translate into in terms of actual new or changed 
capabilities. This avoids the ‘I wasn’t expecting it to be like that’ 
moment during transition. The key document to aid this 
communication is the blueprint, which should clearly define the 
future state or states.

Earlier in this White Paper it was stated that transition needs to 
be considered from the programme definition stage. If this is 
done properly there should be an audit trail from planned 
benefits through to the actual benefits realized as shown in 
Figure 3. Outcomes are the result of using new capabilities 
which in turn are the sum of its component outputs 
(deliverables). So the outcomes reflected in the transition plan 
provide the link to the benefits realization plan.

Of course changes occur during a programme, so if the 
deliverables change so will the outcomes and delivered 
capabilities. And so the actual benefits will change. 

The programme is planned during programme definition; the 
benefits realization plan is baselined and the transition plan 
drafted. When changes occur that will materially impact 
deliverables, then the effect on both the benefits realization 
plan and transition plans must be managed. For example, there 
is a major refresh of point-of-sale software for a supermarket 
chain. During the programme a major piece of functionality is 
added which will enhance the benefits. This will impact the 
transition plan in terms of training and there may be other 
impacts, such as introducing the software in the largest stores 
first to bring the benefits in as early as possible. Therefore the 
store roll-out part of the transition plan will also be changed. 

During transition, there may be a major incident causing a change 
to the roll-out plan. This will impact the actual realization of 
benefits. So the transition and benefits realization plans need to 
be kept in step during both planning and execution.

6 The interfaces between 
business operations and the 
change programme during 
transition

This section takes the roles as defined in MSP and focuses on 
them in terms of transition. We will examine the differences 
between managers of change and those from an operations 
background and why this is a risk for change programmes. 
Finally we will look at governance in relation to transition and 
transition-related responsibilities.

6.1  Roles in programme and business-as-
usual environments and how they relate 
to each other

There are many players in relation to transition for a change 
programme and they can be divided into groups, such as:

 ■ Those involved in governing the programme, i.e. SRO, 
programme board, programme manager, business change 
manager(s), the programme office, project and work 
package managers

 ■ Those who are involved in governing the programme beyond 
the direct programme governance team, e.g. main board, 
finance, strategy, internal audit, health and safety

 ■ Those who are part of the delivery team, e.g. business 
experts, IT designers/developers, trainers

 ■ Those who own resources temporarily deployed to the 
programme

 ■ Those who are impacted by the change programme, e.g. 
business as usual (operational) team and users

Figure 3  Programme audit trail
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 ■ External resources, e.g. suppliers

 ■ External stakeholders, e.g. customers, relevant industry 
bodies and media.

The relationships between these potential roles are proposed in 
Figure 4.

Note that Figure 4 denotes roles or groups. For a particular 
programme, some roles may be occupied by the same person. 
For example, the business change manager is a role within the 
programme. That individual may also be the line manager for 
operational resources needed during the project, such as in 
transition. 

These roles and the interfaces between them are shown in 
Figure 4 and the relations between the programme and 
business-as-usual groups vary. These relationships in respect of 
transition are shown in Table 2. Later in this section, we will 
look at some of these roles and the programme in relation to 
the organization.

6.2   How change roles differ from business-
as-usual roles and how they work 
together to deliver change

Managing business as usual and managing change are 
different challenges and call for different skills and mindsets. 
Of course there are many similarities too. The key difference is 
the word ‘change’. 

Business-as-usual management is concerned with the day-to-
day operation of an organization’s activity, where processes and 
procedures need to be consistent; for example, to meet 
customers’ needs. A car manufacturer needs to operate a 
production line that runs smoothly, where components arrive 
just in time, where product quality is maintained, and where 
production teams operate effectively. Managing business as 
usual is mainly concerned with maintaining the status quo.  
Most operational managers and executives will say that they 
seek continuous improvement, but this is not the same as 
significant business change.

The focus of managing change is to change an organization and 
to achieve specified benefits. This is commonly problematic as 
most senior managers make their careers through being 

Figure 4  Change programme roles and roles in the programme’s environment
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successful at business as usual. This in turn leads to one of the 
major reasons why change programmes fail, which is a lack of 
good leadership, for example, by SROs. A key reason for such 
poor performance is that SROs do not have the experience and/
or the mindset for change management. Evidence for this is 
discussed in Section 4. Our brains have a tendency to keep us 
wanting the familiar; they regard change as a threat. Table 3 
compares the common characteristics of an operational 
manager with those of a change manager.

In other words, if a senior manager or executive with great 
business-as-usual experience, but no change experience, is 
made an SRO, this is a high risk to the change programme. This 
is not to say, however, that the necessary skills and behaviours 
cannot be acquired.

Developing change makers requires even more than the mindset 
and change experience. Until recently the development of 
managers into professionals hardly addressed change 
management. Courses leading to a Master of Business 
Administration (MBA), for example, have long provided good 
training on developing business strategies, including strategies 
for change. Now MBAs and other professional qualifications for 
senior managers and executives usually include how to achieve 
strategic change, i.e. change and programme management.

Even being professionally trained and certified is no longer 
enough. The establishment of the UK Government’s Major 
Projects Leadership Academy is a clear indicator that leadership 
is the critical success factor for successful change. However, the 
work of the Major Projects Authority (MPA) recognizes the need 
for a supportive environment to supplement this leadership 

Programme role Business-as-usual role Relationship

Programme board and SRO Main board  ■ Overall progress 

 ■ Major exceptions and guidance

 ■ Maintaining leadership

SRO and programme manager Finance  ■ Funding release

 ■ Budget tracking

 ■ Change (major) control

 ■ Gateway reviews

 ■ Benefits management

SRO and programme manager Programme office or enterprise portfolio 
management office

 ■ Progress tracking

 ■ Change (major) control

 ■ Benefits management

 ■ Resource management guidance 
programme and project management 
standards

 ■ Gateway reviews

Programme manager Resource owners  ■ Agreement on release of resources

Business change manager Impacted business as usual (users)  ■ Leadership (for the changes)

 ■ Agreement on future state(s)

 ■ Communication

 ■ Transition planning

 ■ Business readiness

 ■ Transition management

 ■ Handover

 ■ Benefits ownership and realization

Delivery team E.g. corporate communications, health 
and safety, internal audit

 ■ Contribution to deliverables

 ■ Review of deliverables

 ■ Advice on specific policies/standards

Table 2  Relationships between programme and business-as-usual roles or groups
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training and indeed, this forms one of the four pillars of the 
MPA approach. See David Pitchford’s paper ‘The Importance of 
Project Ambition and Benefits’.9 

6.3  The MSP and business roles involved in 
transition and how they should prepare 
for it

To drive out the benefits from step changes delivered through 
programmes the programme team must draw on the expertise 
in the business-as-usual areas affected by the change they are 
delivering. 

For example, in 2006 the (then) Child Support Agency (CSA) 
was much criticized for the major failure of its key reform 
change programme. The CSA then set about ‘doing it right’ and 
was successful. One of the key reasons for this success was the 
considerable use of operational expert resources. This was not 
an agile IT development, but using the agile principle of 
embedding operational experts into the programme delivery 
team greatly aided eventual successful delivery. These resources 
were involved in process re-engineering, the design and delivery 
of training (line managers trained their teams in new practices 
and the IT system), and were important for programme 
communications among more than 9,000 staff.

Operational resources were not simply involved in delivery,  
but were also part of the leadership team. Business change 
manager(s) should come from the business; who knows better 
how to prepare operations for changes than those who run 
the operations? Providing, of course, they have been 
developed with change management skills and behaviours,  
as discussed earlier.

Therefore operations people should be involved in transition 
planning as well as transition itself. They may be responsible 
for building the transition strategy and plan, i.e. as business 

change managers, other managers for communications, and a 
wide range of operational people who may at least review 
transition proposals.

There are other operational roles outside the areas impacted by 
the changes who may be involved in the programme, and these 
are discussed next. 

6.4  The interfaces between business 
operations and the programme

Change programmes do not usually sit comfortably in an 
organization. A common model is for change programmes to 
be seen as operating horizontally across vertical operational 
business units or ‘silos’ (see Figure 5).

This mismatch can pose challenges when engaging with silos 
impacted by and/or involved in the programme, such as:

 ■ Matrix management of non-owned programme delivery 
resources

 ■ Multiple funding sources 

 ■ Complex set of stakeholders with multiple agendas

 ■ Varying governance processes, e.g. frequency of reporting, 
multiple channels.

Distinction needs to be drawn between operational resources 
that are impacted by the changes, as opposed to the business 
change manager and business change team. Commonly these 
are operational resources seconded to the programme and are 
therefore part of the programme team.

Where services are shared, engagement may be easier as these 
are used to operating across the business as usual. This most 
often is true of the finance department but there may be 
others, as Figure 6 suggests. 

Operational mindset Change mindset

Incremental improvements only Able to visualize the scope of change

Focus on stability Focus on controlled major change

Focus on business value of the operation Focus on the business value of change

Customer focus Customer focus

Focus on performance against current targets Focus on the change outcomes and new capabilities

Focus on avoiding major disruptions Passionate about the change

Risk-averse Embraces risk associated with change

Often inward-looking Broad vision of the change environment

Static leadership style Adapts leadership style to different conditions

Tendency to inflexibility Energetic for change

Table 3  Comparison of operational and change manager mindsets
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Working with shared services can be advantageous because 
they have structures and processes that already operate across 
the organization. However, their ways of working may not be 
compatible with the programme; for example, there may be 
differences in approval regime or timing of reports. They will 
also have their own agenda. Corporate communications, for 
instance, can provide very useful services to a programme, as 
they may already have the facilities for producing professional 
communications, and even organizing events. However, they 
will also have communications policies and may wish to control 
programme communications, whereas the stakeholder 
management and communications strategy and plan should be 
owned by the programme.

The lesson is, then, to actively leverage these groups but to be 
clear as to the relationship. Establish boundaries of responsibility 
and even ground rules (such as agreements for working 
relationships) if required.

6.5  Governance arrangements during and 
after transition

This section will examine three aspects of governance 
arrangements: 

 ■ Planning for transition, then control of it

 ■ Establishing, initiating and operating benefits tracking

 ■ Handover.

6.5.1 Planning for transition, then control of it

MSP rightly seeks to achieve sustainable change. It promotes 
interworking between programme delivery, business change 
management and business operations throughout the 
programme. However, programme governance is not a steady 
state, but is likely to change during a programme. 

Whereas business operations should have had a voice on the 
programme board ever since programme definition, when 
planning transition its voice needs to be heard more clearly. This 
is to ensure that the new capabilities are not just delivered 
correctly, but implemented such that the organization can best 
take advantage – and hence deliver the expected benefits in a 
sustainable way (see Kotter in Section 4).

The transition plan is the key document; it often contains 
considerably more detail than any other part of the programme 
plan, including:

 ■ Staff and their working practices 

 ■ Information and technology 

 ■ Temporary facilities for those managing the transition 

 ■ Levels of stakeholder support and engagement in the areas 
to be changed 

 ■ The cultural and infrastructural migration from the old to the 
new 

 ■ Integration with the programme plan to be aware that a 
tranche end approaches 

 ■ Maintaining business operations during transition 

 ■ Exit or back-out arrangements in the case of major failure 

Figure 5  A typical relationship between a change programme and operational silos
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 ■ Any decommissioning

 ■ The transition schedule and success factors

 ■ Training 

 ■ Stakeholder leadership, e.g. to support culture change

 ■ Communications

 ■ Third-party procurement, contracts and management

 ■ Definition of outcome sign-offs, e.g. new support facility

 ■ Definition of handover terms

 ■ Business readiness and its associated criteria

 ■ Arrangements for temporary business-as-usual management 
structures

 ■ Arrangements for temporary additional support,  
e.g. helpdesks, floorwalkers.

The business change manager(s) should be responsible for the 
transition plan, and of course there may be multiples of this if 
there is more than one tranche. In addition, the programme 
manager should work with the business change manager(s) to 
agree any modifications to governance arrangements, such as 
reporting, local approvals and escalation. The programme office 
should also be involved, not least as they will communicate and 
then operate the revised governance.

During transition itself the key decision will be whether to go 
for handover or not if the business readiness criteria have been 
met. Again this should be the responsibility of the business 
change manager, with the SRO being accountable.

6.5.2  Establishing, initiating and operating benefits 
tracking

Developing a viable mechanism for tracking and measuring 
benefits is frequently difficult. 

MSP says much about identifying key performance indicators 
and so on, and developing a benefits strategy, benefits profiles 
and benefits realization plan. But even if the capabilities, when 
delivered, ‘work’ as specified and designed, this does not mean 
that the expected benefits will automatically accrue. There is 
rather less detail in MSP on the development of appropriate 
benefits tracking mechanisms. Creating these can be very 
difficult and often this is the reason why benefits are not 
actually tracked. If the mechanisms to be used do not already 
exist, they will have to be created as one of the programme’s 
capabilities. Depending on how it is structured, this is where a 
portfolio, programme and project office (P3O®) may be a 
valuable ally in tracking benefits. 

Figure 6  Relationship between change programme and operational silos and shared services
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All too commonly, organizations have focused much attention 
on defining benefits in business cases for the purposes of 
seeking funding; frequently with spurious benefits that never 
get tested as they are not tracked, or only poorly so. Financial 
benefits are usually easier to track than non-financial ones. The 
picture is also complicated when delivery, and hence transition 
into operations, is phased. The result will be overlapping 
tranches, at least of transition and post-transition. 

For example, a large UK retail bank closed down branches as 
part of the process of moving customers from branch to 
telephone and internet banking. Closed branches either were 
sold, or the leases expired. This happened in phases, so benefits 
tracking needed to start as soon as branch closure occurred. 
MSP implies a more serial approach: here, branch closure was 
part of transition. Once each transition phase was complete, the 
tracking of benefits arising from branch sales or avoidance of 
rent proceeded as part of post-transition. For your programme 
your benefits realization plan will need to show when the 
benefits tracking mechanism(s) need to be ready.

Frequently, however, even financial benefits are only derived 
second-hand at best. Non-financial benefits are even more 
difficult to quantify, but this can be achieved. For example, 
morale improvement may be inferred from positive changes in 
absenteeism, staff churn and surveys.

No matter what the benefits are they should be mapped to 
specific outcomes from the programme, although this may 
become more complex when there is a many-to-many 
relationship between benefits and outcomes. This mapping 
should be done as part of programme definition; it should be 
reflected in the business case and especially in the benefits 
realization strategy and plan. This latter will be matched with 
the transition plan which will show when specific outcomes and 
therefore capability will go live and hence when the tracking of 
the related benefits can start.

This leaves the question of the benefits tracking mechanism 
itself. This raises a number of questions which may include:

 ■ Will the mechanism be part of the programme or built 
outside the programme?

 ■ If outside the programme, who will own the mechanism?

 ■ If inside the programme, what happens when programme 
delivery and transition is complete?

If the mechanism is to be within the programme organization, it 
will probably be a function of the programme office. This still 
leaves the potential issue of what happens when all delivery and 
transition is complete. It may not make sense to keep the 
programme alive just for benefits capture. The function could 
be transferred to an operational group.

This brings us to the option of developing a mechanism outside 
the programme. There are three main candidates:

 ■ Finance department

 ■ Enterprise programme management office (if there is one)

 ■ Strategy group.

Looking at where the benefits owners are may provide an 
indication of the best location. For example, if all or most 
benefits owners are within finance, then finance may be the 
natural home for the mechanism. 

Wherever the benefits management function is being located, it 
will either have to be established or at least enhanced (if 
existing) to be able to track a new programme’s benefits. The 
transition plan should contain the deliverables associated with 
this, as mentioned above. And the new or changed mechanism 
set-up is part of transition activity.

Post-transition is, then, where the new or changed benefits 
tracking mechanism is operational; not forgetting that there will 
be a transition for each tranche. 

6.5.3 Handover

Handover is where the programme lets go of the capability it 
has delivered into the organization, and operations take 
responsibility for it. As a key point in the programme it both 
looks backward and forward. 

Looking backward focuses on delivery. Business readiness is the 
trigger for handover and marks the end of transition (per 
tranche if there are multiple tranches). When business readiness 
criteria are met this says that:

 ■ The new or changed capability is ready for live operation

 ■ All deliverables and outcomes have been formally accepted

 ■ All third-party agreements and working arrangements have 
been agreed, e.g. contracts, service level agreements (SLAs) 
and interworking agreements (these define the client–supplier 
relationship, and multi-supplier interworking when relevant)

 ■ There may be interim handovers, e.g. an architect and 
developer will seek to hand over a building to the client, such 
as with Heathrow Terminal 5 construction. This may be 
before operational use of the building, as training and pilot 
operation may need to be carried out before business 
readiness is achieved.

Looking forward focuses on operations and operational teams 
(whether business operations or IT operations) will accept 
responsibility for running the new capability only when certain 
conditions are met. These will typically be:

 ■ That business readiness criteria have been met

 ■ That any support arrangements are in place and ready, e.g. 
service desk

 ■ That all preparations for the business operation to run the 
new or changed capability have been successfully completed, 
e.g. training

 ■ That cultural/behavioural changes have been completed.
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The SRO, on behalf of the steering group programme board, 
will formally approve completion of transition and handover to 
live operations, supported by business readiness approval from 
the business change manager(s), and operational handover 
acceptance from the relevant operational leaders, such as the IT 
director. The programme manager will also provide sign-off to 
formally relinquish responsibility to operational teams.

7 MSP and procurement and 
supplier management

Procurement of products and services, and working with 
external suppliers, are mentioned in MSP but with little 
treatment. In one sense this is not a problem as external 
suppliers are a part of the delivery team and should be 
managed as such, so the Managing the Tranches part of the 
transformational flow is particularly relevant.

However, there are challenges with external suppliers and some 
of these will be addressed in this section.

7.1 Roles
Within Managing the Tranches, the RACI (responsibility 
assignment) matrix for procurement and contracts 
accountability rests with the SRO and responsibility for delivery 
rests with the programme manager. MSP does not include any 
responsibilities for either the business change manager(s) or the 
programme office. 

Yet business change managers are responsible for preparing the 
organization to receive the new capability. This will often 
include working with suppliers, even if project managers and 
the programme manager are managing delivery by suppliers. 
The business change managers are likely to be involved with 
contracts and any number of details of requirements, changes, 
risks, especially in respect of transition, so they should be 
consulted about these matters.

The programme office will also deal with suppliers, for example, 
for reporting, providing advice on governance and change 
management, and therefore they are consulted in the RACI.

7.2 Working with suppliers
An all-too-common situation between clients and suppliers is 
that of the abusive relationship. This can work one way or both 
ways, with each seeking to score off the other.

In the construction programme for the London 2012 Olympics 
one major concern was change control. With a vast number of 
suppliers and a tight schedule, the potential for protracted 
arguments over changes posed a high risk to the schedule. The 
solution was to write a specific approach for change into all 
supplier contracts. This allowed for a range of incremental costs 
to be applied to any change when raised by client or supplier, 
depending on the initial impact assessment. Both client and 
suppliers therefore knew the approximate cost. So the change, 

if approved, could proceed while the final cost was being 
negotiated within these parameters, and so negotiation delays 
were mitigated.

This is an example of an ‘intelligent client’ approach, the solid 
foundations of which are a positive working relationship 
between client and supplier, based on a sound and mutually 
understood contract and shared goals.

7.3 Pre-transition procurement
Before transition, consideration of procurement and contracts 
may start with the blueprint. In defining current, intermediate 
and future states, the need for new contracts and/or changes to 
existing arrangements could be identified. For example, a new 
support system may be proposed requiring a change of supplier, 
or at least a contract change. This suggests four main aspects 
for consideration:

 ■ What existing operational contracts are relevant to my 
programme and how may they need to change?

 ■ What procurement do I need to make for programme 
delivery and/or transition?

 ■ What is my strategy? (This could be called a supplier strategy, 
contract strategy or procurement strategy.) In any case it 
should include how you will approach the selection of 
suppliers and/or the change, negotiation, cancellation or 
replacement of contracts

 ■ How do I build intelligent client principles into my supplier 
management?

7.4 During transition
During transition the focus is on either managing suppliers who 
are part of programme delivery, and/or preparing to manage 
operational suppliers.

For suppliers involved in programme delivery, if intelligent client 
principles have been built in, they can be managed as for any 
other part of programme delivery. The only addition to MSP 
needed here is in respect of the roles of business change 
managers and the programme office mentioned earlier.

Business change managers will be significantly involved in 
working with suppliers in respect of new operations in at least 
the following ways:

 ■ Managing the exit of existing suppliers with whom they may 
have worked for some time

 ■ Ensuring that appropriate operational SLAs are in place as 
part of business readiness. Even where the SLA is with an IT 
supplier the business change manager will need to agree 
that the SLA meets business as well as IT operational 
requirements 

 ■ Ensuring that mechanisms for the operational management 
of new or changed contracts have been established. And 
using intelligent client principles, that supplier relationships 
are also well established from the outset.
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7.5 Post-transition 
The end of any programme or programme tranche should 
include a post-transition review, which could also be a gated 
review. This review will encompass benefits delivery, 
performance against baselines, delivery performance and 
should include operational review, both of transition and how 
the new operations are performing.

In addition, for new services, especially when external providers 
are involved, it is wise to have a ‘bedding-down’ period where 
the level of supplier support may be higher. This could include, 
for example, the provision of additional helpdesk services to 
deal with higher query loads about an unfamiliar new system, 
even where training has been good. So a post-transition review 
could also take this period into account. The service contract 
may even reserve some payments until the end of this period.

8 Transition in action
This section summarizes the additions to MSP that have been 
described in this White Paper, in relation to pre-transition, 
transition and post-transition activity.

8.1 Pre-transition
Activities that take place before transition include:

 ■ Develop the transition plan

 ■ Develop the leadership strategy

 ■ Develop the stakeholder leadership (including culture/
behavioural change and communications) strategy and plans

 ■ Confirm benefits realization plan

 ■ Develop the procurement strategy and plan

 ■ Execute the procurement plan

 ■ Integrate the transition plan with the stakeholder and 
benefits realization plans

 ■ Define and develop operations support, e.g. service desk

 ■ Design the benefits management mechanism

 ■ Define governance for transition and handover (including 
business readiness and handover acceptance criteria). 

8.2 During transition
Activities that take place during transition include:

 ■ Execute the transition plan

 ■ Execute the leadership strategy

 ■ Execute the stakeholder leadership plans and test their 
effectiveness 

 ■ Update the benefits realization plan if necessary

 ■ Prepare operations support, e.g. service desk

 ■ Establish the benefits management mechanism

 ■ Prepare to manage operational supplier contracts

 ■ Complete the operational supplier contracts

 ■ Operate the agreed transition governance for transition and 
handover and manage changes 

 ■ Complete the sign-off of deliverables and outcomes for the 
new/changed capability

 ■ Confirm business readiness

 ■ Recommend handover 

 ■ Handover acceptance by the relevant operational 
management.

8.3 Post-transition
Activities that take place after transition include:

 ■ Commence operations of the new or changed capability

 ■ Manage any ‘bedding down’ period and associated special 
support arrangements

 ■ Manage operational supplier contracts 

 ■ Hold post-transition review(s)

 ■ Commence benefits tracking

 ■ Close the tranche (and possibly the programme).

9 Conclusion
Where this White Paper moves beyond MSP is in the people 
aspects. It shows that change and business as usual have 
different mindsets associated with them, with operational 
managers often finding managing change successfully difficult. 
Some extension in the documentation recommended in MSP for 
the reasons is outlined in the body of this White Paper.

The areas of content that many may be uncomfortable with 
are the leadership, cultural and behavioural aspects. If SROs, 
programme managers and others found these aspects easy to 
deal with, they would not have been downplayed, got badly 
wrong or simply ignored for the past 30 years, and the success 
rate for programmes of change would be a lot higher than it 
currently is, at around 30% (Gartner, Standish and many other 
studies).

So while this White Paper focuses on transition, the leadership 
aspects should be taken on board for the whole programme.
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