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Foreword

As program management has become a more widely recognized management approach,
governments, individuals, and both public and private sector organizations have become
interested in frameworks and standards that describe levels of acceptable workplace
performance for program personnel.

The Global Alliance for Project Performance Standaf@@APPS)s a volunteer organization
working to create such frameworks and standards by providing a forum for stakeholders from
differing systems, backgrounds, and operating context®twork together to address the needs of
the global project and program management community.

These frameworks are intended to support the development and recognition of local standards
and to provide a sound basis for mutual recognition and transferabilitgf project and program
management qualifications.

The GAPPS frameworks are intended to be used by businesses, academic institutions, training
providers, professional associations, and government standards and qualifications bodies

globally. FrameworksmayA A OOAA OAO EO6 O OPAAA OEA AAOGAIIT B

may be adapted to local needs.

This document is thesecond produced by the GAPPEB 2006 the GAPPS released the first
version of AFramework for Performance Based Competency Standards for Global Level 1 and 2
ProjectManagers Future documents may address sponsors, team membeend other roles
involved with projects and programs.

Note: Both program and programme are accepted ways apelling this termThe
GAPPS has adoptedogram as being the simpler anthore widely used form.
Programis used throughouthis document excepivhenreferring to a document
produced by arorganization that uses the longer form

Version | Date Summary of Ganges
1.0 1 March 2011 Initial release
1.1 15 April 2011 Updated sections 4.3 and 4.4 to reflect final changes tc

ACDC Table; updated level ranges for role
determination; added Appendix D

1.2 22 May 2011 Added missing names to list of contributors
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A Framework for
Performance Based Competency Standards
for ProgramManagers

1. Scope

This document contains a framework for performance based competency standards three
levelsand six typesof programi AT ACAO8 4EA AT 1 OAT 00 1T £# OEEO
expedite the process of standards development, may be tailored to reflect cultural differences or
local practice, or may be mapped to other standards to facilitate transferability of qualificains.

The GAPPS Framework consists of:

1 A detailed approach to differentiatingthree levels of program managerbased uponprogram
management complexity.

1 Eight units of performance based competency standards for the role gfrogram manager.

9 A description ofsix types of program manager based on which of the eight units apply.

9 Supporting material to aid in the application of the standards.

This framework is intended to be used to assess threshold competengy demonstration of the
ability to do something at a tandard considered acceptable in the workplace. It is applicable to
program managers in all fields of endeawar including, but not limited to: architecture,
automotive, biotechnology, construction, defece and aerospace, design, education, engineering,

financial services, government, government contracting, information systems, nfur-profit
operations, pharmaceuticals, software, and telecommunications.

2. Performance Based Competency Standards

2.1 Overview

This section provides a brief overview of the suject of performance based competency
standards (PBCS) for potential users of this document who are not familiar with the topic.

L o~ 2 oA oA~

Competentomes from the Latin rootcompeterex EEAE | AAT O 001 AA OOEOAAIT A

xI OEPI AAAh OEA OAOilly used to dleBcAb®d domébne wBdDs sqrfffkienflyd A
skilled to perform a specified task or to fill a defined positiorr a competent physician, a
competent salesperson, a competent plumber. Increasingly, organizations are interested in
assessing the competencyf individuals in order to guide employment and development
decisions.

Broadly speaking, there are two major approaches to defining and assessing competency:

1 Attribute basedwherein personal attributes such as knowledge, skillsjalues, attitudes,and
other characteristics are identified and assessed. Competagnis inferred based on the
presence of the necessary attributes.

1 Performance basewherein work outcomes and performance levels are identified and
assessed. Competends inferred based on the demonated ability to satisfy the
performance criteria.

May 2011 1 ver 1.2



PBCS, also called occupational competency standards, are widely used throughout the world and
have been developed within the context of government endorsed standards and qualifications
frameworks in Australia (Department of Employment, Education and Workplace Relations:
DEEWR), New Zealand (New Zealand Qualifications Authority: NZQA), South Africa (South
African Qualifications Authority: SAQA), and the United Kingdom (Qualifications and Curriculum
Development Agency: QCDA). Although all of these approaches are focused primarily on
performance basedompetency assessment, some approaches do include aspectattiibute
basedcompetency assessment.

2.2 Design of the GAPPS Framework

PBCS typically address deast the following two questions:
1 What isusually done in this occupation, profession, or role by competent performers?
1 What standard of performance isusualy considered acceptable to infer competene?

In the GAPPS standards, these questions are answelsddefining:
1 Units of Competency

A Unit of Competency defines a broad area of professional or occupational performance that
is meaningful to practitioners and which is demonstrated by individuals in the workplace.
This GAPPS framework includegight Units of Competency.

9 Elements of Competency

Elements of Competency describe the key components of work performance within a Unit.

They describewhat is done by individuals in the workplace but do not prescribénow the

work is done. For exampleprogram managersi 000 OAAZET A OEOEO AT A OEO
progamh 6 AOO OEAU AAT Al EO OEAI OA1 OAO 1T O AAI ACA«
many different tools and techniques that they could us&.his GAPPS framework includea

total of 28 Elements of @mpetency.

9 Performance Criteria

Performance Criteria set out the type and/or level of performance required to demonstrate
competeng in each element. They describe observable results and/or actions in the
workplace from which competent performance can beriferred. In the GAPPS framework,
Performance Criteria can be satisfied in many different ways; there are no mandatory
approaches, tools, or methodologies his GAPPS framework includes total of 105
Performance Criteriaof which 75 are required for all roles.

1 Explanatory Statements

Explanatory Statements help to ensure consistent interpretation of the Elements and the
Performance Criteria by expanding on critical or significant aspects of them to enable
consistent application in different contexts. Where thd&xplanatory Statements contain lists,
the lists are generally illustrative and not exhaustive.

Although some of the terms and definitions of the GAPPS framework described above differ in
some respects from other PBCS, the overall approach is consistent and compatible with
generally accepted pactice within the field of competency development and assessment.

The Performance Criteria in this document focus othresholdperformance? demonstration of
the ability to do something at a standard considered acceptable in the workplace. They do not
measure superiorperformance? what the bestprogram managers do. Superior performers
should, however, be able to satisfy the threshold criteria without difficulty.
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The GAPPS standards include the minimum number of Performance Criteria needed to infer
competency. As a result, a candidate must satisfy all of the Performance Criteria in the applicable
Units in order to be viewed as competent. In addition, the Performance Criteria represent
different levels of detail. The number of Performance Criteria in a Unitr Element is not
proportional to the amount of time or effort that aprogram manager must spend in that area to

be viewed as competent.

The material in this document can also be used to support learning and development when
applied by qualified educatorsand trainers. In orde to provide such support, the GAPPS
Framework would need to be expanded to address questions such as:

1 What skills and knowledge are needed to demonstrate this standard of performance?
1 What are the parameters for collecting evidence ahassessing performance?

3. Programs and’rogramManagement

3.1 Definition of Program

Theterm program has beendefined in many different ways For example

T 6t OAI pI OAOUR &I AGEAT A 1T OCAT EOAGEIT OOOOAOOOA
implementation of a set of related projects and activities in order to deliver outcomes and )
AAT AEZEOO OAI AOGAA O1F AT 1T OCATEOAOQOETT60 OOOAOACE

OEAO ODPAT O OAaddiIng Buccessibil RiOgPadnmesk Offce of Government
Commerce, 2007

O\ programme is a set of related projects and organisational changes put in place to achieve
a strategic goal and to deliver the benefits that the organisation expeaisIPMA Competence
Baseline]nternational Project Management Association2006)

T 6t cOi O6p 1T £ OAI AGAA DPOT EAAOO 1 AT ACAA ET A AiITO
available from managing them individually. Programs may include elements of related work
outside the scope f EA AEOAOAOA DBOIT E Atk Gté@nddd for Bréaglam D OT COAI 86
ManagemenProject Management Institute 2008; adapted fromThe Handbook of Projeet
Based Managemend,. Rodney Turner, 199p

Other definitions of program tend to be conceptually similar to hesethree: all recognize that a
program is expected to actually deliver benefits (rather than just create the potential for
benefits), andall recognize the existence of multiple, discrete projects within a program.

The definitions are allcloseenoughin meaningthat it is not necesary to choose one in order to
understand what a program is.

3.2 Typesof Prograns

Programs and program management span a wide range of undertakings:

1 Development or expansion of a major transportation system such as a subwayasr urban
highway

1 Implementation of an Enterprise Resource Planning system and the supporting policies,
processes, and procedures

13180 -EOOEIT O1 -AO0O
Organizational change to implement a new corporate strategy
Projects done for health care clients by aangineering consulting firm

= =4 -4 A

Regional activities of an oil and gas extraction company
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9 Major weapons system acquisition

==

Crisis response
1 Information Technology (IT) department support for a single line function such as sales or
engineering
And some keycharacteristics of programsoften vary considerably:
ProgrammAT ACAO6 O AOOET OEOU O1T 1T OECET AOGA 1T 0 OAOI ET .
Degree of integration with the sponsoring organization
How the sporsoring organization will evaluatethe program manage6 © DA O&ZI O AT AA
Number of projects
Interdependence of projects
Similarity of technical disciplines

= =4 4 -8 —a -—a -9

How the program is initiated and the criteriafor termination

To determine the impact of these difference GAPPS developed a typology of programaded
largely on the work of Sergio Pellegrinelli (IJPM, 2005) and Alan Stretton (unpublishedview of
program management literature, 2007). A portion of that analysis isincluded in Figure 1, below.
The entire typology is available on the GAPPS website.

Type of Program

Frogiam Operational i  Multi-project
- - erationa ' ulti-projec -
Characteristic Strategic Pogram P : broj Megaproject
Program ! Program
Dellve( assets and Deliver assets and : Achieve synergies
benefits that are . ! : . ! . o
: . benefitsthatare : from projects with :  Deliver a specific
directly linked to . ; . ;
attaining the critical to the i commontraits such | asset to the
General Purpose s onS(?rin ' . sp,ogso'rir)g' . as shared resources, ! sponsoring
i CP)Q Al ?E UA (E I OCAT E WdydwE: similar clients, or organization
desired future state | day operations product technology
Key Link to a specific ! Relative : Relative Significantly larger
. L . - b ' than the sponsoring
Differentiating business goal or | interdependence of | independence of | . o S s q AT
. - . . ; ) 1 OCAl EUAOE
Feature strategic initiative |} constituent projects | constituent projects | .
: : ! projects
Reason for Early results ! Minimize negative ) So much larger than
. . > . ) Benefits expected A e TN~ AT
Grouping influence decisions ' impact on ongoing f OEA 1T OCAI
- . . . rom synergy ; )
Projects about later projects operations typical projects

Figure 1: Extract from the GAPPS Program Typology

Further analysisand extensive discussion with program managers led tive following
conclusions:

9 The role of the program manager is fundamentally the same for strategic programs,
operational programs, andmulti -project programs: the type of program does not affect the
role.

9 Although a megaproject is often called a program, the role of the manager of a megeoject
is substantially different from that of the managers of the otheprogram types. As a result
the role of megaproject manageris not covered by thisframework.
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1 Multi-project programs are often similar to project portfolios. Howeverthe role of project
portfolio manager is different enough thatmost project portfolio managerswill not to be
ableto satisfy program manager performance criteriaAs a resultfhere is no need for a
rigorous distinction between the two.

4. Role Descriptions foProgramManagers

4.1 Definition of Program Manager

Acceptance of the fundamental characteristics of a progm (see section 3.1 aboveled to
agreement on a generalized definition of the role of the program manager:

The role of the program ranager is integrated management abnstituentprojects andother
resources to achieve specific orgarational strategiesand business benefits

Aswell, since aprogram may extend over many yearst could have more than one program

manager. The role of a replacement program manager is essentially the same as that of the

initial program manager. To reflect this, this standaA OOAO DEOAOAO OOAE AO OOl
OAOEAO OEAT OAAOGAT T PO 10 OAOAAOAS OF AARAOAOEAA OE

This framework and its detailed role descriptions are based on these concepts.

4.2 Differentiating Program Manager Roles: Brethdof Responsibility

GAPPS identifiedhe following eight Units of Competency
1. Provide Leadership for the Program

Facilitate Stakeholder Engagement

Craft the Program

Orchestrate the Attainment of Benefits

Sustain Program Progress

Manage OrganizationaChange

Direct the Management of Contracts

8. Engage in Collaborative Alliances

No ok~ owd

Units 1z5 apply to all program managers, while Units £8 apply only to some. GAPPS identified
six combinations of theseeight Units that are known to be common within the marketplae.
These combinations producesix different categoriesof program manager The different
categorieshave been labelled A through Bs illustrated in Figure2:

Identifier A B C D E F
Core Units 1-5 1-5 1-5 1-5 1-5 1-5
Additional Units 6,7,8 7,8 6,7 6 7 None

Figure 2 Categories of Program Manager based on Breadth of Responsibilities

The labelling scheme is not judgemental. Categoryphogram managers are not inherently

OAAOOAOS

responsibilities.
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4.3 Differentiating Program Manager Roles: Management Complexity

As with any other field of endeavoursomeprograms are nherently harder to manage than
others. Aprogram manager who is competent to manage an easier, less compfgrgram may
not be competent to manage a harder, more complgxogram.

GAPPS has developed an approach to categorizing programs based on their nganzent
complexity. The GAPPS framework uses a tool called th#gken-CarnegieDuncan Complexity
Table for Evaluating Rolesthe ACDC for short (see Figuré below). The tool, named aftethree
GAPP%ontributors who played major roles in its developmentis used to differentiate program
manager roles based on thenanagement complexity of the program

The ACD(actors identify the causes of program management complexity. For examptkstail
factor 8 considers what percentage of the program staff arable to conversefluently in the

PDOT COAI 680 1T AET 1 AT COACA8 1| POl COAI xEAOA AOGAOUII
than one where only a small percentages. The ACDQprovides a mechanism for matching S
competeng to need by identifying the facto® OEAO AZEAAAO Oktalemy®l COAI | Al

The ACDdncludes 29 detail factors arranged into5 groups. Each factor is rated from 1 to 4
using a qualitative point scale, and the factors are toti@d to produce a management complexity
rating for the program. Each of the factors is given equal weight when evaluating the
management complexity of a program.

Ratings using the ACDC table may go from a low2¥ (one on every factor) to a high oL16
(four on every factor). GAPPS has divided this overall rangigo three subsidiary ranges that
reflect increasing levels of program management complexity:

Level ACDC Score Percent of Programs
1 29-40 ~20%
2 41-75 ~70%
3 76-116 ~10%

Figure3: ACDC Levels

Aitken-CarnegieDuncanComplexity Table for
ProgramManager Role Definition

Criteria for a Rating of:

Program Management Complexity Factors

1 2 3 4

Governance Complexity

1 | Sponsorship supportThis factor covers how well sponsors anticipate and | Consis Usually | Occasion | Seldom

respond to requests for assistance from the progr&ponsorsnay include tently strong ally strong
both individuals and organizations. strong strong
2 | Program management structuredhis factor covers how information is Mostly A few Some Many

AKFNBR FY2y3 GKS LINBPINIYQa &l 1 S| simple | complex | complex | complex
number and variety of reporting formats, the clarity of reporting lines, and
the number of independent entities involvebhdependenceequiresa
separate senior executive.

3 | Decisionmaking processes within the progranThis factor covers both who| Little to Varia Varia Varia
makes decisions and how those decisions are made. For example, if mog no varia bility in bility in bility in
decisions are made by the program manager, the decisiaking processes bility some many most
would havediittle to no variabilityp & areas areas areas
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Program Management Complexity Factors

Criteria for a Rating of:

1 2 3 4
4 | Program manager's authorityThis factor covers the extent to which the Totalto | Extensive| Moder- Limited
program manager can implement decisions without approval from a almost ate
sponsoring organization. total
Figure 4 ACDC Table Factors (continued next page)
May 2011 7 ver 1.2




Criteria for a Rating of:

Program Management Complexity Factors
1 2 3 4
Stakeholder RelationshiComplexity

5 | Stakeholder stability over timeThis factor covers changes in key Very high High Moder- Low or
A0 1SK2f RSNEQ tS@St 2F AyiSNB@J, ate very low
a new sponsor); and identification or discovery of new or additional
stakeholders during the program.

6 | Degree of public interest in progranThis factor covers the potential for Very low Low Moder- High or
media or governmentactions that may affect the program. ate very high

7 | Degree of cultural diversityThis factor covers the potential for conflict and| Very low Low Moder- High or
misunderstanding created when there are significant cultural differences ate very high
among the people invekd in the program. In particular, it includes
consideration of differences in ethical standards and practices.

8 |t SNOSyidG 2F adlrFF FotS G2 O2y JSNA{ 90100% | 50-8%% | 2049% | Lessthan
This factor covers the issues that can be caused by weak language skills| 20%
Conversing fluentlsequires the ability to express oneself clearly and to
understand others during both business and social discourse.

9 | Number of languages used in conducting program activiti€his factor One 2-3 4-5 More
covers the issues that may arise from the need to translate iptogram than 5
documents into different languages.

10 | Number of active locations requiring overnigistay for meetingsThis 1-3 4-5 6-7 More
factor covers the logistical challenges that are created when program sta than 7
are not collocated. Generally, a omey, 2 hour trip would involve an
overnight stayActivemeans that these locations host frequent meetings.

11 | Range of time zones with active stakeholdefEhis factor covers the 1-3 hours | 4-6 hours | 7-9 hours More
logistical challenges that are created whetive stakeholdeare in different than 9
time zonesActivemeans that these stakeholders are frequently participati hours
in meetingsteleconferences, and videoconferences.

Program DefinitionComplexity

12 | Agreement regarding the desired future stat&his factor covers the extent| High or Moder- Low Very low
to which stakeholders are in agreement about tieracteristics of the very high ate
desired future state.

13 | Level of fluidity in desired future stateThis factor covers how much the Very low Low Moder- High or
description of the desired future state changed during the program. ate very high

14 | Clarity of expected benefitsThis factor covers how wellefined the High or Moder- Low Very low
LINEINF YQ& SELISOGSR 6SySTada ¢ SNB( veryhigh ate

15 | Stakeholder expectations regarding benefitEhis factor covers the Most Many Some Few
challengesnvolved in delivering benefits when stakeholder expectations clearly clearly clearly clearly
about those benefits are not stated. stated stated stated stated

16 | Interdependency of benefitsThis factor covers the need for coordination | Very low Low Moder- High to
within the program, as well as with external programs and projects, in ord ate very high
to realize program benefits.

17 | Degree of competing stakeholder interestShis factor covers the challenge Very low Low Moder- High to
involved in dealing with competing stakeholder interest¢erestsmay be ate very high
related to the desired future state, to expected benefits, or to how the
activities of the program are conducted.

Figure 4 ACDC Table Factors (continued next page)
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Criteria for a Rating of:

Program Management Complexity Factors
1 2 3 4
Benefits DeliveryComplexity

18 | Assessment of benefits deliveredhis factor covers the challenges Simple Simple Simple Simple
associated with agreeing on what to measure, how to measure, and whej for most | for many | for some | for a few
measure Quantifiable benefits are generally simpler to measure.

19 | Amount of cultural and behavioural change required within the sponsoring Very low | Moder- High Very high
organization.This factor covers the degree afganizational change requireq to low ate
to obtain the expected benefits. The development of individual skills in
support of new tools or systems would not normally be considered
behavioural change.

20 | Impact on other work of the sponsoring organisatiomhis factor covers the| Very low Low Moder- High to
degree to which program activities interfere with or affect other work withi ate very high
the sponsoring organizatio@ther workmay include other programs and
projects or ongoing operations.

21 | Demand for innovation in constituent projectsThis factor covers the degre{ Very low Low Moder- High to
of technical or producbriented creativity required to deliver the results ate very high
expected from constituent projects.

22 | Management complexity of constituent projectd his factor covers the Very low Low Moder- High to
difficulty of managing constituent projectlanagement complexitis ate very high
independent of technical complexity.

23 | Stability of methods and approaches used in constituent projedthis All or Many are | Some are| Only a
factor covers the degree to which technical and management methods, | mostare | known known few are
methodologies, and systems are known. known known

24 | Magnitude of overall program riskThis factor covers the extent to which Verylow Low Moder- High to
program benefits may not be delivered as a result of risk events. It involv ate very high
consideration of impacts, probabilities, the ease of response, and the neg
for a timely response.

ResourceComplexity

25 | Availability of capable people¢t KA & FI OG2NJ O2 JSNE { Mostly Usually Occa Seldom
individuals with the requisite skills assigned to and working on the progra| assured | assured | sionally assured
a timely fashionAvailabilityincludes both quantity and quality at all levels ¢ assured
the program.

26 | Availability of adequate fundingt KA & FIF OG2NJ 02 OSN& Mostly Usually Occa Seldom
get monetary resources allocated to the program in a timely fashion. assured | assured sionally assured
Monetary resourcemay be cash or spendable budgets. assured

27 | Availability of suitable equipment¢ KA & T OG2 NJ 02 @S NH| Mostly Usually Occa Seldom
get needed equipment allocated to the program in a timely fashion. assured | assured | sionally assured

assured

29 | Availability of suitable supplies and material$his factor covers the Mostly Usually Occa Seldom
LINEINI YQ& FoAtAGe (2 3SG RA&LIZ&L ( assured | assured | sionally | assured
fashion. assured

29 | Number of independent fmding sourcesThis factor covers the challenges 1 2-5 6-10 More
involved with reporting and coordinating the timing and amounts of fundir| than 10
from independent sourcedndependenceequires a separate senior
executive.

Figure 4 ACDC Table Factors
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4.4 Integratingthe Two Aspects of Role Definition

Combining thesix categories of program managewith the three levels of management
complexity produceseighteenassessableoles as illustrated in the table below:

Identifier A B C D E F
ACDC Core Units 15 15 15 15 15 15
Score

Additional Units 6,7,8 7,8 6,7 6 7 None
29-40 1 Al Bl Ci D1 El F1
41-75 2 A2 B2 Cc2 D2 E2 F2
76-116 3 A3 B3 C3 D3 E3 F3

Figure 5 Integrated Role Definitions
5. Application

This GAPPS framework explicitly recognizes that there are many different approaches to the
management ofprograms, that there are many different ways to achieve satisfactory results,
that there are many different techniques for assessing competepcand that here are many
different paths for program managers to follow to develop their competeng.

5.1 Use in Assessment

This section provides an overview of the use dhis GAPPS framework in assessment. Appendix
Cprovides more detail.

When used for assessmenthis GAPPS framework is intended to help an assessor infer whether
an experienced, practicingorogram manager islikely to be able to perform competently on

future programs. The assessment should include direct contact between the candidate and the
assessoras well as examination of evidence supplied by the candidate and by other sources such
as clients, survisors, peers,and managers of constituent projectsAssessment may also

include direct observation of the candidate in a workplace environment.

The asessor and the candidate must agree that th@ogramsto be used as evidence meet the

criteria for the level being assessed as dekd by the ACDC tableAdditional evidence criteria

such as currency and authenticity are described in Appendi2

lfthecsat!AEAAOAG O OAODPT T OEAEI EOEAO ET A1 OAA TTA 1T &£ OEA
the overall assessment-or example, if organizational change isequired as part of the program

then PgMO06 must bencluded aspart of the assessment.

As with mostother performance based competency standards, GAPPS assumes that 100% of the
Performance Criteria must be satisfied for a candidate to be assessed as competent in the role.
As a result, Performance Criteria have generally not been repeated in differentitén For

example, sincdeadership is assesseth PgMO01, there is no reference tdeadership in the other

units despite its importance This interdependent nature of the Performance Criteria requires

that assessment be done using a holistic approach.
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input to both successful and unsuccessful candidates about opportiies for improvement and

professional growth.

The Units, Elements, and Performance Criteria are not linear or sequential: there is no
requirement that the work be done in any particular sequence or that the Performance Criteria
be satisfied in any particdar order. In addition, some Performance Criteria can be satisfied with
relatively little effort while others will require a substantial commitment from the program
manager over the full length of theorogram.

5.2 Relationship to Existing Standards

This document is intended to complement existing competency standards, not to replace them.
For example:

1 Organizations that have performance based competency standards (e.g., the Services Sector
Education and Training Authority in South Africa) may map their exiing standards to the
GAPPS framework in order to facilitate comparisons with other systems.

9 Organizations that use attribute based competency assessments (e.g., IPMA, the
International Project Management Association) may choose to supplement their
assessnents with performance based criteria.

In similar fashion, this document is not intended to replace guidesnd standards specific to
program managementsuch asManaging Successful Programm@dK Office of Government
Commerce, 2007)The Standard for ProgranManagement(Project Management Instute, Inc.,
2008), and A Guidebook té’roject and Program Managemeribr Enterprise Innovation(P2M)
(Project Management Association of Japa2002). Documents such as theses well as the
numerous books aboutprogram management, serve to develop the underpinning knowledge
and understanding that helpsprogram managers learn how to produce the results from which
competencyis inferred.

5.3 Adoption as a Standard

GAPPS encourages other organizations to adopt this framevkoas their own. For example:

9 Professional associations that do not currently have assessment standards can use it to
expedite their ability to serve their members.

i Standards and qualifications bodies can use it to facilitate transferability and mutual
recognition of qualifications.

9 Public and private organizations can use it to facilitate staff developmeprograms and to
help ensure betterprogram results.
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Any entity that adopts the GAPPS framework should use the Units, Elements, and Performance
Criteria for each rolein order to help ensure consistency of application and reciprocity.
Additions and modifications, as permitted under the license terms in this document, can be
made as appropriateto suit local and regulatory requirements. For example:

1 Astandards or qualification body may need to modify the structure or terminology to
conform to its own conventions or to local culture.

1 A private sector organization may decide to add Elements or Performance Criteria, or to
provide further detail in the Explanatory Statements,or specific Evidence Guidesn order to
reflect aspects of performance specific to that organization or ifgrogram management
approach.

1 A professional association may wish to include a specific knowledge guide as the basis for
developing knowledge and understanding.

1 Any of the above entities may translate these materials to make them more accessible.

Any entity that adopts the GAPPS framework may apply it to one orore levels. However, the
use of theACDC Tabléo assess the level awvhich the program manager is operating is an
integral part of the framework.

6. Terms and Definitions

Key terms and definitions are included in theexplanatory Statements in the Units of
Competency (sectiorB). Terms areexplainedthe first time they occu within each Unit of
Competency and are displayed ibold type in subsequent uses.

The Explanatory Statements are fundamental to understanding the standard as they
provide context and clarification for terms and concepts that often lack consistent,
acceped definitions.

This section contains severaExplanatory Statementsthat are (a) central to understanding the
GAPPS Program Manager Framewarknd (b) generallylack accepteddefinitions. Users of the
GAPPS Framework should take care to use these defiaits when trying to understand the
Units, Elemerts, and Performance Criteria in Section 8.

Benefits . Benefitsmay be tangible (new revenue, increased revenue, cost reduction, etc.) or
intangible benefits (market position, customer satisfaction, societal improvements,
knowledge, etc.). Benefits can accrue to the sponsoring organization or to other
stakeholders. The may be realized directly or indirectly. They may be defined in advance
of the program (e.qg., by the program funders or sponsors) or may emerge and be
recognized duringthe program. Benefits are often called outcomes.

Business case.The business case wiljenerally be based on a feasibility study or other analysis
that pre-dates the program. The business case should include expected benefits and the
associated financial considerations, risks, and costs. It may be contained in multiple
documents. The businss case should consider the potential for both positive and negative
outcomes. Complex business cases may require independent reviews.

Desired future state. The description of the desired future state may be based on anything
from a formal feasibility study to an inspired insight from a senior executive. It may be
highly detailed or loosely formed. It may be created or validated by experts outside of the
program or the sponsoring organization. It will typically have less detail early in the
program and morelater. It may also be called a blueprint, a target operating model, or a
vision statement.
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Governance. Governancencludes roles and responsibilities, reporting relationships, ethics
policies and practices, review and audit processes, and alignment withe governance
practices of the sponsoring organization. Governance may be established by contractual
arrangements or collaborative agreements.

Program execution approach. The program execution approach includes identification of
constituent projects as wel as program level activities such as adoption or establishment
of a framework for project planning and delivery. The initial version may not include all
projects that will eventually be done as part of the program. Options and alternatives
should be devebped with consideration for the overall program context, available
resources, benefits, risks, stakeholder interests and expectations, and expected benefits.
The program execution approach also be called a roadmap, framework, program plan,
program outline, or other term. It is often structured into groups of constituent projects
which may be called tranches, phases, or stages. Complex programs may require an
independent review of the program execution approach. Changes to the program
execution approach mayequire updates to the program business case or other aspects of
program planning.

Program organization. The program organization will generally include a program board or
steering committee, a description of key reporting relationships and decision making
authority, and identification of relationships among constituent projects. It may also
include a Program Management Office or Program Support Office.

Program vision . A program visionmay also be called justification, goals, business impact, or
outcomes. \EOET T EO ET OAT AAA O1 A1 OxAO OxEU6 OEA
formulated in terms of how the desired benefits of the program align to the strategy of the
sponsoring organization. Vision statements are generally short and are intended to be
inspirational.

Sponsoring organization. The sponsoring organization may be a department, a business unit, a
corporation, a government agency, a joint venture, or any other legal form. It may be
comprised of a single entity, or it may include multiple entities. Wén there are multiple
entities, they may be loosely linked by collaborative agreements or tightly bound through
legally enforceable contracts; there may be a clear leader or a partnership of equals. The
sponsoring organization includes any entity that is etively involved in funding the
program.

Stakeholders . Stakeholdersinclude individuals and organizations whose interests may be
affected by the program, or whose actions may have an effect on some aspect of the
program. Stakeholders may include progranproponents, sponsors, clients, customers,
collaborators, contributors, champions, constituent project managers, project team
members, program support staff, subcontractors, suppliers, media representatives, and
the general public. Stakeholders may be inteal to or external fromthe sponsoring
organization.
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7. Overview ofUnits, Elements, and Performance Criteria

The table below provides a summary of the Units of Competency while the table on the following

page provides an overview of the Units, Elementsnd Performance Criteria. Details for all are
provided in Section8.

7.1 Summary of Unitof Competency

CoreUnits

PgMO01 Provide This unit defines the Elements required to provide leadership for the
Leadershipfor program. It includes the Performance Criteria required to demonstrate
the Program competencyin motivating and inspiring individuals and organizations

to work constructively toward attainment of program benefits.

PgMO02 Facilitate This unit defines the Elements required to facilitate stakeholder
Stakeholder engagement in the program. It includes the Performance Criteria
Engagement required to demonstrate competencyin working with stakeholders to

achieve desired program benefits.

PgMO03 Craftthe This unit defines the Elements required to craft the program. It includes
Program the Performance Criteria required to demonstratecompetencyin

establishing bothwhat the program will accomplish andhow it will do
S0.

PgM04 Orchestratethe | This unit definesthe Elementsrequired to orchestrate the attainment of
Attainment of benefits. It includesthe PerformanceCriteria required to demonstrate
Benefits competencyin ensuring that benefits are realized when and as

expected

PgMO05 Sustain This unit definesthe Elementsrequired to sustain program progress.It
Program includesthe PerformanceCriteria required to demonstrate competency
Progress in ensuring that the program is moving toward the accomplishmentof

its vision and the attainment of its expectedbenefits.
Additional Units

PgM6 Manage This unit defines the Elements required to manage organizational
Organizational | change. It includes the Performance Criteria required to demonstrate
Change competencyin implementing effective cultural and behavioural change.

PgM0O7 Direct the This unit defines the Elements required to direct the management of
Managementof | contracts. It includes the Performance Criteriaequired to demonstrate
Contracts competencyin obtaining value from products and services acquired

from external sources.

PgMO08 Engage in This unit defines the Elements required to engage in collaborative
Collaborative alliances. It includes the Performance Criteria required to demonstrate
Alliances competencyin forging alliances with other organizations to facilitate

attainment of program benefits.
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7.2 Summary of Units, Elements, and Performance Criteria

1.1 Promote the
program vision.

111

Performance Criteria

Alignment of the programision with the vision, mission, principles, and value:
of the sponsoring organization is maintained.

112

Engagement with the program vision is stimulated through ongoing review,
monitoring, communications, and negotiations with pertinetakeholders.

1.1.3

Commitment to the program vision is demonstrated by the program manage

1.2 Build an
environment of
confidence and
trust within the
program.

121

Stakeholders are treated fairly and equitably.

1.2.2

Open discussion encouraged and facilitated.

1.2.3

Differences are managed constructively.

1.2.4

Issues and concerns are attended to in a timely manner.

125

Interpersonal and leadership styles are chosen and applied based on the
circumstances.

1.2.6

Personatommitments are realistic and honoured.

PgMO1

Provide
Leadership for

1.3 Embed socially
responsible
practice into the
program.

13.1

Expectations for socially responsible practice are made explicit and
communicated to constituent projects and other pertinent stakeholders.

1.3.2

Policies and procedures are designed to allow individuals to safely report
breaches of socially responsible practice without fear of retaliation.

133

Threats to socially responsible practice within the program are identified and
addressed.

the Program

1.4 Develop the
potential of
program staff.

141

Individual behavioural expectations for constituent project managers are
established.

1.4.2

Individual program roles are defined, documented, communicated, assigned
and agreed to.

143

Desirablebehaviours are encouraged, and undesirable behaviours are
discouraged.

1.5 Support a
learning
environment.

151

Program planning and program plan implementation are viewed as a learnin
process.

15.2

Errors, mistakes, and expressed concerngi@a&ed as learning opportunities.

153

Plans for identifying, capturing, disseminating, and exchanging knowledge a
developed and maintained.

154

Program knowledge is identified, captured, disseminated, and exchanged as
planned.

155

Reflection on and review of practice is encouraged as a basis for learning.

2.1 Communicate

211

Program stakeholders and their communication needs are identified and
documented.

effectively with 2.1.2 Communication approaches are agreed to by pertinent stakeholders.
stakeholders. 2.1.3 Information is shared as planned, and variances are identified and addresse
PgM02 2.1.4 Communication interfaces among constituent projects are monitored.
Facilitate 2.2.1 Interests and expectations of pertinent stakeholders are investigated,
Stakeholder documented, and considered when making program decisions.
Engagement 2.2 Cultivate 222 Approaches to influence ongoing stakeholder commitment are developed ar
stakeholder implemented.
commitment. 2.2.3 Actions are taken to accommodate differing stakeholder interests and

expectations.

224

Evolving stakeholder interests and expectations are shared across the prog

Figure7. Summary of Units, Elements, and Performance Critéciantinued next page)
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3.1 Envision the
desired future
state.

311

Performance Criteria

Description of the desired future state is defined and agreed to by pertinent
stakeholders.

3.1.2

Internal and external program contexts are monitored @wvaluated for
circumstances that may require changes to the desired future state.

3.1.3

The description of the desired future state is reviewed periodically and
confirmed or updated to maintain alignment with the expected benefits.

3.2 Shape and

3.21

Gaps between the current state and the desired future state are defined and
agreed to by pertinent stakeholders.

3.2.2

Changes needed to move from the current state to the desired future state a
definedand agreed to by pertinent stakeholders.

sustain the 3.2.3 A program execution approach based on changes needed is defined and ag
program .
. to by pertinent stakeholders.
execution -
PgMO03 approach. 3.24 Ir_1terna| and external program contexts are monitored and eva_luated for
circumstances thamay require changes to the program execution approach.
Craft the 3.2.5 The program execution approach is reviewed periodically and confirmed or
Program updated to maintain alignment with the expected benefits.
3.3.1 A business case ftwoth the desired future state and the program execution
3.3 Shape and approach is defined, documented, and approved by pertinent stakeholders.
sustain the 3.3.2 Internal and external program contexts are monitored and evaluated for
LINB ANI YQ circumstances that may reuNB OK I y3S8a&a (2 GKS LINE
businesscase. | 333 ¢KS LINRPINI YQa odzaiySaa OFrasS ra NB(G
to maintain alignment with the expected benefits.
3.4.1 Program organization efined, maintained, refreshed, and agreed by the
3.4 sh d sponsoring organization.
4 ape an 3.4.2 Program boundaries and governance structures are designed to exploit syn¢
sustain program 2 - A
within the sponsoring organization.
governance. —
3.4.3 Policies, processes, and procedures to support the management of the prog
are identified/devised and communicated to pertinent stakeholders.
4.1.1 Expected shortandlongterm benefits and tradeoffs are defined and
communicated to pertinent stakeholders.
4.1 Identify benefits 4.1.2 Internal and external program contexts are monitored and evaluated for
and trade-offs. circumstances that may require changes to the expected benefits.
4.1.3 Expectedenefits and tradeoffs are periodically reviewed and confirmed or
updated.
4.2.1 Benefits measurement approach is defined and agreed to by pertinent
PgMO04 stakeholders
4.2 Shape and :
Orchestrate sustain benefits 4.2.2 Benefits delivery approach devised and agreed to by pertinent stakeholders.
Attainment of delivery 4.2.3 Ownership of benefits delivery is assigned and accepted.
Benefits approach. 4.2.4 Benefits measurement approach and benefits delivery approach are reviewe
periodically and confirmed or updated.
4.3.1 Deliverables from constituent projects are assessed in accordance with the
4.3 Evaluate benefits measurement approach.
attainment of - .
expected 4.3.2 Progress toward delivery of expected benefits is measured and reported to
benefits pertinent stakeholders.

4.3.3

Variances in delivery of expected benefits are addressed.

Figure7. Summary of Units, Elements, and Performance Criteria (continued next page)
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5.1 Secure program
funding.

511

Performance Criteria

Ongoing funding requirements adetermined, documented, and
communicated to pertinent stakeholders.

5.1.2

Funding commitments are secured as needed.

5.13

Funding issues are addressed.

514

Funder requirements are satisfied.

5.2 Resource the

521

Program resourceequirements are determined, documented, negotiated with
and communicated to pertinent stakeholders.

5.2.2

Program resources are acquired and coordinated across the program and it

program. constituent projects.
5.2.3 Program resource requirements arenfirmed or updated in response to
program refinements or changes.
5.3.1 Monitoring and control systems are established and maintained.
5.3 Measure, 5.3.2 Monitoring and control systems are used to maintaiomentum and support
zgslrté?r:i‘t:nd delivery of expected benefits.
program 5.3.3 Performance of constituent projects and other program elements is reported
progress. pertinent stakeholders.

PgMO05 5.3.4 A sustainable pace is maintained.
Sustain 5.4.1 Relevant_ legal and regulatory requirements are identified, documented, and
Program 5.4 Ensure relevant communicated to pertinent stakeholders.
Progress legal and 5.4.2 Potential for conflicts caused by legal and regulatory requirements are identi
regulatory and addressed.
requirements are | 5.4.3 Compliance policies, processes, and procedures are implemented.
addressed. 5.4.4 Applicable legal and regulatory requirements are monitored for breaches an
conflicts.
5.5.1 Internal and external program contexase monitored and evaluated for
5.5 Anticipate and circumstances that may require changes.
respond to 5.5.2 Actual and potential changes are identified, documented, and evaluated.
changes. 5.5.3 Approved changes are implemented.
5.5.4 Changes and their implications are communicategedinent stakeholders.
5.6.1 Risk management approach for the program and its constituent projects is
documented, communicated, and agreed to by pertinent stakeholders.
5.6.2 Program risks are identified in consultation wiértinent stakeholders.
5.6 Manage program - — - -
risks. 5.6.3 Program risks are analysed and prioritized, and risk responses are impleme
as planned.
5.6.4 Internal and external program contexts are monitored for circumstances that
may affect program risks.
6.1.1 The extent and nature of organizational change required in support of the
6.1 Shape and program is evaluated and periodically-egaluated.
sustain 6.1.2 Potential organizational changeplementationapproaches are identified and
organizational evaluated for applicability.
change 6.1.3 The organizational changeplementationapproach is reviewed periodically
implementation and confirmed or modified to ensure support for expected benefits.
approach. 6.1.4 The organizational chang@plementationapproach is coordinated with the
program execution approach and accepted by pertinent stakeholders.
6.2.1 Approaches for stakeholder engagemenbnganizational change are devised
PgMO06 and deployed.
6.2.2 Benefits of organizational change are articulated for pertinent stakeholders.
Manage 6.2 Advocate for - - - —
Organizational change with 6.2.3 An organizational change communications plan is documented, maintained,
agreed to by pertinent stakeholders.
Change stakeholders.

6.2.4

Organizational change communications plan is implemented and variances
addressed.

6.2.5

Resistance to change is monitored, evaluated, and addressed.

6.3 Evaluate the
effectiveness of
the
organizational
change.

6.3.1

Methods forevaluating the effectiveness of the organizational change initiati
are identified, documented and agreed to by pertinent stakeholders.

6.3.2

Selected evaluation methods are applied on an ongoing basis.

6.3.3

Feedback is provided to pertinestakeholders regarding progress of
organizational change.

6.3.4

Variances in attainment of desired organizational change are addressed.

Figure7. Summary of Units, Elements, and Performance Criteria (continued next page)
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Performance Criteria

7.1.1 Contract management approach is devised, documented, kept current, and
agreed to by pertinent stakeholders.
7.1 Shapeand —
. 7.1.2 Policies, processes, and procedures to support the contractagement
sustain contract oo ) )
approach are developed, approved, maintained, and communicated to perti
management
stakeholders.
approach. - — - -
PgMO07 7.1.3 Risk management related to contracts is integrated with overall program risk
. management.
Direct the : -
Management of 7.2.1 Contracts are approved in accordance with the contract management appro
Co?‘ltracts 7.2.2 Alignment of contractor performance with contract requirements is verified.
7.2 Oversee and 7.2.3 Resolution of contract variances is documented and verified.
verify contract 7.2.4 Mechanisms tsupport effective communications, coordination, synergies, ar|
performance. integration of contracts with constituent projects in the program are
implemented.
7.2.5 Compliance with policies, processes, and procedures is monitored.
8.1 Cultivate 8.1.1 Opportunities for collaborative alliances are identified and evaluated.
collaborative 8.1.2 Potential collaborators are identified and evaluated.
alliances. 8.1.3 Relationships with potential collaborators are initiatedianced, and shaped.
8.2.1 A collaborative agreement approach is initiated, negotiated, documented, ar
8.2 Devise and accepted by the parties to each agreement.
PgM08 elaborate 8.2.2 Each formal agreement is signed and regulseiyewed to ensure continuation
Engage in collaborative of envisaged value and potential need for changes and additions.
Collaborative agreements. 8.2.3 Collaboration plans are developed for each agreement to support
Alliances |mp|e.mentrt-1t|on.- . .
8.3.1 Relationships with collaborators are monitored and nurtured to sustain
8.3 Support the commitment.
evolution of - - -
. 8.3.2 Performance of all parties to an agreement is assessed against expected re
collaborative -
and variances are addressed.
agreements. -
8.3.3 Changes to agreements are made as required.
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8. Detalil of Units, Elements, and Performance Criteria

The following pages detail the Units, Elements, and Performance Criteria ofgfiramework.
They are presented using the format illustra¢d below inFigure 8. Figure 8 uses descriptive
comments in place of actual content.
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Unit Title

Unit Descriptor A Unit of Competency defines a broad area of professional or
occupational performance that is meaningful to practitioners and which
is demonstrated by individuals in the workplace.

PgMOx Listof Elementsin this Unit

x.1  Elements describe the key components of work performance within a Unit.
x.2 Elements describewhat is done but do not prescribehowit is done.

PgMOx PerformanceCriteria and Explanatory Statements

x.1 Elements describe the key components of work performance within a Unit.

Performance Criteria Explanatory Statements

x.1.1 Performan ce aiteria set out a. Explanations are provided for key words and phrases in
the type and/or level of the elements or theperformance criteria .
performance required to _ b. The explanatory statements provide guidance for both
demonstrate competencyin Assessors and for théndividuals being assessed

each element.

x.1.2 Performan ce aiteria describe
observable results and/or
actionsin the workplace from
which competentperformance
can be inferred.

Figure8. lllustration of presentation format for Units, Elements, and Performance Criteria
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PgMO01 ProvideLeadershigor the Program

Unit Descriptor This unit definesthe Elementsrequired to provide leadershipfor the
program. It includesthe PerformanceCriteria required to demonstrate
competencyin motivating and inspiring individuals and organizations to
work constructively toward attainment of program benefits.

1.1 Promote the program vision.

1.2 Build an environment of confidence and trust within the program.
1.3 Embed socially responsible practice into the program.

1.4 Developthe potential of program staff.

1.5 Support a learning environment.

1.1 Promote the program vision .

Performance Criteria Explanatory Statements

1.11 Align ment of the program a. Promoting may involve developingavision or adopting
vision with the vision, mission, or adapting an existing one.
principles, and valuesof the b. Program vision may alsobe calledjustification, goals,
sponsoring organi zation is businessimpact, or outcomes.Vision is intended to
maintained. answer O x E tbedprogram is being done. Vision is

formulated in terms of how the desired benefits of the
(continued next page) program align to the strategy of the sponsoring

organization. Vision statementsare generally short and
areintended to beinspirational.

c. Alignment doesnot always meanagreement,especially
when the sponsoring organization(s) havedifferences.

d. Thesponsoring organi zation may be adepartment,a
businessunit, a corporation, a governmentagency,a joint
venture, or any other legalform. It may be comprised of a
single entity, or it may include multiple entities. When
there are multiple entities, they may beloosely linked by
collaborative agreementsor tightly bound through legally
enforceablecontracts; there may be aclear leaderor a
partnership of equals.The sponsoring organization
includes any entity that is actively involved in funding the
program.

e. Stakeholders include individuals and organizations
whose interests may be affectedby the program, or
whose actions may have an effect on sonaspect of the
program. Stakeholdersmay include program proponents,
sponsors,clients, customers,collaborators, contributors,
champions,constituent project managers,project team
members,program support staff, subcontractors,
suppliers, mediarepresentatives, and the general public.
Stakeholdersmay beinternal to or external from the
sponsoring organization.
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1.1 Promote the program vision . (continued)

Performance Criteria

Explanatory Statements

1.1.2 Engagementwith the program
vision is stimulated through
ongoing review, monitoring,
communications,and
negotiationswith pertinent
stakeholders .

1.1.3 Commitmentto the program
vision is demonstrated by the
program manager.

f. Thepertinence of astakeholdermay be affectedby the
impact of the program on the stakeholder, by the impact
of the stakeholder on the program, and by cultural or
ethical considerations.Different stakeholdersare
pertinent in different situations.

g. Demonstration mayinclude visible actionssuchas
posting the program vision in work areasor more subtle
stepssuchasusingthe vision to guide important
decisions.

1.2 Build anenvironment of confidenceandtrust within the program.

Performance Criteria

Explanatory Statements

1.2.1 Stakeholders are treated fairly
and equitably .

1.2.2 Opendiscussionis encouraged
and facilitated.

1.2.3 Differences are managed
constructively.

124 Issuesand concerns are

attended to in atimely manner.

1.25 Interpersonal and leadership
styles are chosenand applied
basedon the circumstances.

1.2.6 Personalcommitments are
realistic and honoured .

a. Build ing anenvironment of confidenceand trust applies
mainly to the behaviours of the program managerasa
role model to encouragesimilar behavioursthroughout
the program. This may include demonstration of
openness{rust, goodwill, integrity and appreciation for
the contributions of others.

b. Fair and equitable treatment includesrecognition of
multi -cultural and diversity concernswhere relevant.

c. Differences may be strong or weak,temporary or lasting,
managerialor personal,intellectual or emotional.

d. Issuesand concerns may be brought to the attention of
the program managerby constituent project managers,by
program level staff, or by other stakeholders.

e. Attending to issuesand concernsmeansthat they are
resolved evenif the resolution is not completely
satisfactory to the individuals or organizationsinvolved.

f. Interpersonal and leadership styles are the mannerin
which direction and support is provided to groups and
individuals. Stylesinclude various combinations of verbal
and non-verbal communication approaches decision
making practices, methodsfor dealing with emotions and
stress,and other aspectsof individual and group
interaction.

g. Realistic commitments are those which are practical and
feasiblefor the situation. Honoured commitments are
thosewhich havebeenmet by the Program Manager.In
other words the Program Managerdoeswhat they say
they will do.
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1.3 Embedsocially responsible practice into the program.

Performance Criteria Explanatory Statements
1.3.1 Expectations for socially a. Socially responsible practice includes behaviours that
responsible practice are made are ethical, equitable, and sustainable, angay vary
explicit and communicatedto basedon organizational norms, culture, country, personal
constituent projects and other beliefs,or other factors.
pertinent stakeholders . b. Expectations for socially responsible practie@ may be
1.3.2 Policiesand proceduresare establishedby the sponsoring organization or by the
designedto allow individuals to program manager.
safelyreport breachesof c. Threats mayinclude economic, social ad environmental
socially responsible practice sustainability; managementand accountability
without fear of retaliation. structures; employment and equity issuespolitical, legal,
1.3.3 Threats to socially and cultural differences, or patterns and trends within
responsible practice within the program.
the program are identified and | d. Addressed includes acceptancewithout action if the
addressed. threat appearsunlikely to be realised.

1.4 Developthe potential of program staff.

Performance Criteria ExplanatoryStatements

1.4.1 Individual behavioural a. Behavioural expectations may include respondingto
expectations for constituent conflict or dealingwith differencesin skill, background,
project managersare culture, or other personal characteristics of individuals
established. involved.

1.4.2 Individual program roles are b. Roles may encompassresponsibilities, accountabilities,
defined,documented, authorities, reporting arrangements,and other required
communicated,assigned,and aspectsof work performance.
agreedto. c. Approaches toencouraging or discouraging certain

1.4.3 Desirablebehavioursare behaviours will be influenced by the nature of the
encouraged, and undesirable reporting relationship between the program manager and
behavioursare discouraged . the individuals involved. In particular, options may be

limited when constituent project managers or other
program staff do not report directly to the program
manager.
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15 Supportalearning environment.

Performance Criteria

Explanatory Statements

151

152

153

154

155

Programplanning and program
plan implementation are

viewed asalearning process.
Errors, mistakes, and expressed
concernsare treated as
learning opportunities.

Plansfor identifying, capturing,
disseminating, and exchanging
knowledge are developedand
maintained.
Programknowledge is
identified, captured,
disseminated and exchanged
asplanned.

Reflectionon and review of
practice is encouragedasa
basisfor learning.

a.

Viewing program plansandimplementation asalearning
processmeansthat plans are treated asguidanceor
hypothesesto be tested,and that changesto plansare
treated asopportunities to learn.

Treating errors and mistakes as learning opportunities
may include consequences for the learner.

Knowledge sourcesmay include communities of practice,
benchmarking,lessonslearned databasescodifications of
prior knowledge,learning-from-experienceworkshops,
story telling, reflection, post-project reviews, or project
health checks Knowledge may be obtained from internal
or external sources.

Exchanged may include constituent projects aswell as
sponsoring organizations.
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PgM02 Facilitate StakeholderEngagement

Unit Descriptor This unit definesthe Elementsrequired to facilitate stakeholder
engagementin the program. It includes the PerformanceCiriteria
required to demonstrate competencyin working with stakeholdersto
achieve desired program benefits

2.1 Communicate effectively with stakeholders.
2.2 Cultivate stakeholder commitment.

2.1 Communicate effectively with stakeholders

Performance Criteria Explanatory Statements

2.1.1 Programstakeholders and | a. Stakeholders include individuals and organizationswhose
their communication needs interests may be affectedby the program, or whose actions
areidentified and may have an effect on some aspegef the program.
documented. Stakeholdersmay include program proponents, Sponsors,

2.12 Communication clients, customers,collaborators, contributors, champions,
approaches are agreed to constituent project managers,project team members,
by pertinent stakeholders . program support staff, subcontractors, suppliersmedia

213 Information is shared as representatives,and the generalpublic. Stakeholdersmay be
planned, andvariances are internal to or external from the sponsoring organization.

identified and addressed . b. Communication needs may include content required,

214 Communicationinterfaces method used (e.g., electronic, phone, meeting), geographica
amongconstituent projects dlspt_arsmn, protocols, cultural differences, and confidentiality
are monitored. requirements. They may be documented formally or

informally and may be included in other program
documentation.

c. Identification of stakeholders willusually be done on a
regular basis. Executive stakeholders and negative
stakeholders will generally need to be identified early in the
program.

d. Communication approaches may include method, content,
and timing.

e. Thepertinence of a stakeholder may be affected by the
impact of the program on the stakeholder, by the impactfo
the stakeholder on the program, and by cultural or ethical
considerations. Different stakeholders are pertinent in
different situations.

f.  Sharing includes to and from constituent projectsas well as
other stakeholders.

g. Variances may include untimely or missing reports,
incorrect or misleading content, undelivered
correspondence, norparticipation in meetings, and other
unexpectedactions. Communications that fail to satisfy the
OOAEAET T ARAOGSG TAAAO | AU Mnbro
variances maynot require corrective action.

h. Addressing variancesincludes acceptanceasis, acceptance
with modification, or rejection. It may involve the need to
reconcile attainment of desired benefits relative to adverse
impacts.
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2.2 Cultivate stakeholder commitment.

Performance Criteria

Explanatory Statements

221

22.2

223

2.24

Interests and expectations of
pertinent stakeholders are
investigated, documented and
considered when making
program decisions.

Approaches to influence
ongoing stakeholder
commitment are developed and
implemented.

Actions are taken to
accommodate differing
stakeholder interests and
expectations .

Evolving stakeholder interests
and expectations are shared
across the program

a.

Interests may include needs, wants, or requirements.
They may be stated or implied. Interests may be related t
the benefits and impacts of the program or to how the
work of the program is conducted.

Expectations are beliefs about the future. They may®
stated or implied. They may or may not be based on factg
Expectations may be related to the benefits and impacts
of the program or to how the work of the program is
conducted.

Approaches may include problem solving, negotiating,
accommodating,compromising, collaborating,
cooperating, co-creating, co-developing,and networking .
Actions may include sensemaking to identify differing
worldviews, mediation, reconciliation, arbitration,
facilitation, or collaboration.

Accommodation includesacceptarceasis, acceptance
with modification, or rejection. It may involve the need to
reconcile attainment of desired benetis relative to
adverse impacts.
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PgMO03 Craftthe Program

Unit Descriptor

This unit definesthe Elementsrequired to craft the program. It includes

the PerformanceCiriteria required to demonstrate competencyin
establishingboth what the program will accomplishand how it will do

SO.

3.1
3.2
33
3.4

Envision the desired future state.

Shapeand sustain the program executionapproach.
Shapeand sustainthe ® O1 C Obdidinésérase.
Shapeand sustain program governance

3.1 Envisionthe desired future state.

Performance Criteria

Explanatory Statements

31.1

3.1.2

313

Description of the desired
future state is defined and
agreedto by pertinent
stakeholders .

Internal and external
program contextsare
monitored and evaluatedfor
circumstancesthat may
require changesto the
desired future state.

The description of the
desired future state is
reviewed periodically and
confirmed or updated to
maintain alignment with the
expectedbenefits .

a.

The description of the desired future state may be basedon
anything from aformal feasibility study to aninspired insight
from asenior executive.lt may be highly detailed or loosely
formed. It may be createdor validated by experts outside of
the program or the sponsoring organization. It will typically
havelessdetail early in the program and more later. It may
alsobe calledablueprint, atarget operating model, or a
vision statement.

Stakeholders include individuals and organizationswhose
interests may be affectedby the program, or whose actions
may have an effect on some aspect of the program
Stakeholdersmay include program proponents, sponsors,
clients, customers,collaborators, contributors, champions,
constituent project managers,project team members,
program support staff, subcontractors, suppliersmedia
representatives,and the generalpublic. Stakeholdersmay be
internal to or external from the sponsoring organization.

The pertinence of astakeholder may be affectedby the
impact of the program on the stakeholder, by the impact of
the stakeholder on the program, and by cultural or ethical
considerations.Different stakeholdersare pertinent in
different situations.

Theinternal program context includes eventswithin the
program itself aswell aswithin the sponsoring organizations.
Theexternal program context includes markets,
technology,society,culture, the environment, and
governmentregulation.

Benefits may be tangible (new revenue, increased revenue,
cost reduction, etc.) or intangible benefits (market position,
customer satisfaction, societal improvements, knowledge,
etc.). Benefits can accrue to thep®nsoring organization or to
other stakeholders. They may be realized directly or
indirectly. They may be defined in advance of the program
(e.g., by the program funders or sponsors) or may emerge
and be recognized duringhe program. Benefits are often
cdled outcomes.
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3.2 Shapeand sustainthe program execution approach

Performance Criteria

Explanatory Statements

3.21

3.2.2

323

324

3.25

Gapsbetweenthe current state
andthe desired future state
are defined and agreedto by
pertinent stakeholders .

Changeseededto move from
the current stateto the desired
future state are defined and
agreedto by pertinent
stakeholders .

Aprogram execution
approach basedon changes
neededis defined and agreedto
by pertinent stakeholders .

Internal and external

program contexts are
monitored and evaluatedfor
circumstancesthat may require
changesto the program
execution approach .

Theprogram execution
approach is reviewed
periodically and confirmed or
updated to maintain alignment
with the expectedbenefits .

a.

b.

Shaping may include initial development,refinement, or
substantial revision.

Theprogram execution approach includes
identification of constituent projects aswell asprogram
level activities such as adoption or establishment of a
framework for project planning and delivery. Theinitial
version may not include all projects that will eventually
be done aspart of the program. Options and alternatives
should be developedwith consideration for the overall
program context, available resources,benefits, risks,
stakeholderinterests and expectations,and expected
benefits. The program executionapproachalsobe calleda
roadmap, framework, program plan, program outline, or
other term. It is often structured into groups of
constituent projects which may be calledtranches,
phasesor stages Complexprograms may require an
independentreview of the program executionapproach.
Changego the program executionapproachmay require
updatesto the program businesscaseor other aspectsof
program planning.

Gapsmay be obvious or may require researchand
analysisto define clearly. Gapsshould be elaborated to
the level of detail needto support developmentof the
program executionapproach.

3.3 Shapeand sustainthe program& lfusiness case.

Performance Criteria

Explanatory Statements

331

33.2

3.3.3

A business casefor both the
desired future state andthe
program execution approach
is defined, documented.and
approved by pertinent
stakeholders .

Internal and external

program context s are
monitored and evaluatedfor
circumstancesthat may require
changestothe® O COAI &
business case.

The program & Kusiness case
is reviewed periodically and
confirmed or updated to
maintain alignment with the
expectedbenefits .

a.

The business casewill generally be basedon afeasibility
study or other analysisthat pre-dates the program. The
businesscaseshould include expectedbenefits and the
associatedfinancial considerations, risksand costs. It
may be containedin multiple documents The business
caseshould consider the potential for both positive and
negative outcomes.Complexbusinesscasesmay require
independentreviews.
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3.4 Shapeand sustain program governance.

Performance Criteria

Explanatory Statements

3.4.1

3.4.2

3.4.3

Program organi zation is
defined, maintained, refreshed,
and agreedby the sponsoring
organi zation .

Programboundaries and
governancestructures are
designedto exploit synergies
within the sponsoring

organi zation .

Policies, processes, and
procedures to support the
managementof the program are
identified/devised and
communicatedto pertinent
stakeholders .

a.

Governance includesroles and responsibilities, reporting
relationships, ethics policies and practicesreview and
audit processesand alignment with the governance
practices of the sponsoring organization. Governancemay
be establishedby contractual arrangementsor
collaborative agreements.

Theprogram organi zation will generallyinclude a
program board or steering committee, a description of
key reporting relationships and decision making
authority, andidentification of relationships among
constituent projects. It may alsoinclude a Program
ManagementOffice or Program Support Office.

The sponsoring organi zation may be adepartment, a
businessunit, a corporation, agovernmentagency,ajoint
venture, or any other legalform. It may be comprised of a
single entity, or it may include multiple entities. When
there are multiple entities, they may beloosely linked by
collaborative agreementsor tightly bound through legally
enforceablecontracts; there may be aclearleaderor a
partnership of equals.The sponsoring organization
includes any entity that is actively involved in funding the
program.

Exploitation of synergies with the sponsoring
organization requires understanding and sensitivity and
may be strategic, technical, political, historical or
personal.

Policies, processes, and procedures may be taken from
the sponsoring organization or may be developed
specifically for the program. They may needto be added
to or modified during the program. They may be defined
by legalagreements.They may be formal or informal,
manual or automated. They will generally addressat least
the following concerns:

1 Managementof constituent projects

9 Quality assuranceand quality control

1 Riskmanagement

1 Projectapproval andassessment
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Orchestratethe Attainment of Benefits

Unit Descriptor This unit definesthe Elementsrequired to orchestrate the attainment of
benefits. It includesthe PerformanceCiriteria required to demonstrate
competencyin ensuring that benefits are realized when and asexpected

4.1 Identify benefits and trade-offs.

4.2 Shapeand sustain benefits delivery approach
4.3 Evaluateattainment of expectedbenefits.

4.1 Ildentify benefits and trade-offs.

Performance Criteria

Explanatory Statements

4.1.1 Expectedshort- andlong-term
benefits and trade -offs are
defined and communicatedto
pertinent stakeholders .

4.1.2 Internal andexternal
program contextsare
monitored and evaluatedfor
circumstancesthat may require
changesto the expected
benefits .

4.1.3 Expectedbenefits andtrade -
offs are periodically reviewed
and confirmed or updated.

a. Benefits may be tangible (new revenue, increased
revenue, cost reduction, etc.) or intangible benefits
(market position, customer satisfaction, societal
improvements, knowledge, etc.). Bnefits can accrue to
the sponsoring organization or to other stakeholders.
They may be realized directly or indirectly. They may be
defined in advance of the program (e.g., by the program
funders or sponsors) or may emerge and be recognized
during the program. Benefits are often called outcomes.

b. Trade -offs involve judgementsconcerningthe timing and
relative value of benefits. They may involve delaying one
benefit in order to obtain another,sacrificing one benefit
in order to obtain a greater one, or accepting aadverse
impact for somestakeholdersin order to obtain
significant benefits for others

c. Stakeholders include individuals and organizations
whose interests may be affectedby the program, or
whose actions may have an effect on some aspect of the
program. Stakeholdersmay include program proponents,
sponsors,clients, customers,collaborators, contributors,
champions,constituent project managers,project team
members,program support staff, subcontractors,
suppliers, mediarepresentatives,and the general public.
Stakeholdersmay beinternal to or external from the
sponsoring organization.

d. Thepertinence of a stakeholder may be affected by the
impact of the program on the sakeholder, by the impact
of the stakeholder on the program, and by cultural or
ethical considerations. Different stakeholders are
pertinent in different situations.

e. Theinternal program context includes events within
the program itself as well as withinthe sponsoring
organizations. Theexternal program context includes
markets, technology, society, culture, the environment,
and government regulation.
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42 Shapeand sustain benefits delivery approach.

Performance Criteria

ExplanatoryStatements

421

422

42.3

42.4

Benefits measurement
approach is defined and agreed
to by pertinent stakeholders .
Benefits delivery approach is
devisedand agreedto by
pertinent stakeholders .

Ownership of benefits delivery
is assignedand accepted.

Benefits measurement
approach and benefits
delivery approach are
reviewed periodically and
confirmed or updated.

a.

b.

Shaping may include initial development,refinement, or
substantial revision.

Abenefits measurement approach defineshow data
will be collectedand analyzedto determine the extent to
which expectedbenefits are being realized.

Abenefits delivery approach should describehhow
constituent project outputs and other program activities
will be coordinated to maximize effectiveness The
approachmay involve delivery of benefits gradually or
incrementally. The approach will typically becomemore
detailed and specificasthe program progresses.
Accepted meansthat the individual or organization has
agreedto be accountable.

4.3 Evaluateattainment of expected benefits.

Performance Criteria

Explanatory Statements

43.1

432

4.33

Deliverablesfrom constituent
projects are assessedin
accordance with thebenefits
measurement approach .

Progresstoward delivery of
expectedbenefits is measured
andreported to pertinent
stakeholders.

Variancesin delivery of
expectedbenefits are
addressed.

a.
b.

Deliverablesshould be assessedin atimely manner.
Addressed includes acceptanceasis, acceptancewith
modification, or rejection. Variancesmay be addressed
without being eliminated.
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PgMO05 SustainProgramProgress

Unit Descriptor This unit definesthe Elementsrequired to sustain program progress.|t
includesthe PerformanceCiriteria required to demonstrate competency
in ensuring that the program is moving toward the accomplishmentof its
vision and the attainment of its expectedbenefits.

5.1 Secureprogram funding.

5.2 Resourcethe program.

5.3 Measure,evaluate,and coordinate program progress.

5.4 Ensurerelevant legal and regulatory requirements are addressed.
55 Anticipate andrespondto changes.

5.6 Manageprogram risks.

5.1 Secureprogram funding .

Performance Criteria Explanatory Statements
5.1.1 Ongoingfunding a. Funding may be provided through internal or external
requirements are sources.Funding may involve monetary or inkind services.
determined ,documented, Somefunding may be provided directly to constituent
and communicatedto projects.
pertinent stakeholders. b. Funding r equirements include needsor expectationsthat
5.1.2 Funding commitments are are stated, obligatory, or reasonablyimplied.
secured asneeded. c. Determined includesforecastsof moneyin and out
5.1.3 Fundingissues are periodically throughout the program.
addressed. d. Stakeholders include individuals and organizationswhose
5.1.4 Funderrequirements are interests may be affectedby the program, or whose actions
satisfied. may have an effect on some aspect tife program.

Stakeholdersmay include program proponents, sponsors,
clients, customers,collaborators, contributors, champions,
constituent project managers,project team members,
program support staff, subcontractors, suppliersmedia
representatives,and the generalpublic. Stakeholdersmay be
internal to or external from the sponsoring organization.

e. Thepertinence of astakeholder may be affectedby the
impact of the program on the stakeholder, by the impact of
the stakeholder on the program, and by cultural or ethical
considerations.Different stakeholdersare pertinent in
different situations.

f. Funds may beactual cashor budgetapprovals.

g. Securing program funding may include obtaining initial
commitments aswell asadditional amountswhen needed.lt
may alsoinclude O O A 1 thefplog@aim to prospective
funders.

h. Issueswould generally involve shortfalls but could include
overagesaswell.

i. Addressed could involve securingadditional funding,
adjusting budgets and related scopeslelivering fewer
benefits, modified approachesdelaying delivery of benefits,
or allocating reservesand contingencies
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5.2

Resourcethe program.

Performance Criteria

Explanatory Statements

521

5.2.2

523

Programresource
requirements are determined ,
documented,negotiated with,
and communicated to
pertinent stakeholders .

Program resourcesare
acquired and coordinated
acrossthe program and its
constituent projects.
Programresource
requirements are confirmed or
updated in responseto program
refinements or changes.

a.

Resources may include part- or full-time staff, supplies,
equipment, infrastructure, materials, and other items.
Money as a resource is covered in Element 1 above.

Resourcesmay be acquired internally through
negotiation, informal agreements or pseudo-contracts.
They may alsobe acquired through commercial
contracting or collaborative agreements Resourcesmay
be acquired directly by the program or by constituent
projects.

Coordination may include allocation release, or
redeployment.

5.3 Measure, evaluate, and coordinate program progress.

Performance Criteria

Explanatory Statements

53.1

532

533

534

Monitoring and control
systems are establishedand
maintained.

Monitoring and control
systems are usedto maintain
momentum and support
delivery of expectedbenefits .

Performanceof constituent
projects and other program
elements is reported to
pertinent stakeholders .
Asustainable paceis
maintained.

a.

Monitoring and control systems should be appropriate
to the nature of the program and are usedasa basisfor
taking action in responseto both positive and negative
variancesto sustain program progress. Monitoring and
control systemsinclude tools for measurementand
evaluation. Measurementtools may include: progress
reports, feedbackobtained from stakeholders,
identification of variancesfrom plans, changesin
stakeholderinterests, and changesin assumptionsand
constraints.

Evaluation tools may rely on information gainedfrom
trend analysis,forecasting,strategic alignment reviews,
and monitoring the internal and external program
contexts.

To maintain asustainable pace, it may be necessaryto
gomore slowly or to accelerateprogram componentsto
respondto opportunities and threats from internal and
external environments.

Benefits may be tangible (new revenue, increased
revenue, cost reduction, etc.) or intangible benefits
(market position, customer satisfaction, societal
improvements, knowledge, etc.). Benefits can accrue to
the sponsoring organization or to other stakeholders.
They may be realized directly or indirectly. They may be
defined in advance of the program (e.g., by the program
funders or sponsors) or may emerge and beecognized
during the program. Benefits are often called outcomes.
Other program elements could include collaborative
agreements,commercial contracts, or operational tasks
that are within the program scope.
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5.4 Ensurerelevant legal and regulatory requirements are addressed.

Performance Criteria

Explanatory Statements

541

54.2

543

Relevantlegal and regulatory
requirements are identified,
documented,and
communicatedto pertinent
stakeholders .

Potential for conflicts causedby
legal and regulatory
requirements are identified
and addressed.

Compliance policies,
processes, and procedures
are implemented.

5.44 Applicablelegal and

regulatory requirements are
monitored for breachesand
conflicts.

a.

Legal and regulatory requirements mayinclude
legislation and regulations; authority approvals; contract
and sub-contract provisions; operational health and
safety; discrimination; industrial relations; fair trade;
internal businesscontrols; and environmental issues.
Contractual provisions may needto be addressedfrom
both the A O U Zauidh©O A 1 Ipdspertes.
Addressed includes acceptanceasis, acceptancewith
modification, or rejection. Conflicts may be addressed
without being eliminated.

Compliance policies, processes, and procedures may
be taken from the sponsoringorganization or may be
developedspecifically for the program. They may needto
be addedto or modified during the program. They may be
defined by legalagreements.They may be formal or
informal, manual or automated.

55 Anticipate and respondto changes.

Performance Criteria

Explanatory Statements

551

55.2

553

554

Internal and external

program contextsare
monitored and evaluatedfor
circumstancesthat may require
changes.

Actual and ptential changes
are identified, documented,and
evaluated

Approved changes are
implemented.

Changesand their implications
are communicatedto pertinent
stakeholders .

a.

Theinternal program context includes events within
the program itself as well as within the sponsoring
organizations. Theexternal program context includes
markets, technology, society, culture, the environment,
and government regulation.

Changesmay include recommendationsfor program
expansion contraction, or cancellation. They may also
involve product requirements, businessjustification,
resourcing, funding, cost, scopestakeholder support,
designconcepts, schedulesor other factors.
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5.6 Manageprogram risk s.

Performance Criteria

Explanatory Statements

5.6.1 Risk management approach
for the program and its
constituent projects is
documented,communicated,
and agreedto by pertinent
stakeholders.

5.6.2 Program risks areidentified in
consultation with pertinent
stakeholders .

5.6.3 Program risks are analysed
and prioritized, and risk
responses are implementeds
planned.

5.64 Internal and external
program contexts are
monitored for circumstances
that may affectprogram risks .

a. Arisk isapossiblefuture eventor condition that, if it
occurs,would havea negativeor positive effecton the
program. Negativeeffects may be called threats anchay
include genericitems suchasemployeeturnover or
application-areaspecificitems suchashealth, safety,and
environmental issues.Positive effectsmay be called
opportunities and mayinclude internal changessuch as
better than expectedprogressor external changessuch as
animproved market situation.

b. Risk management approach should consider both
program risks and risk managementwithin constituent
projects. It should reflect an understanding of stakeholder
risk tolerances allocation of risk among stakeholders, risk
mitigation strategies,timing and costsof risk responses,
and contingency plannirg. It may include consideration of
opportunities aswell asthreats. Contingencyand reserve
funds may be maintained at the program level, allocated
to constituent projects, or both.

c. Program risks arerisks that cannot be dealt with
effectively at theproject level.
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PgMO06 ManageOrgankational Change

Unit Descriptor

This unit definesthe Elementsrequired to manageorganizational

change It includesthe PerformanceCriteria required to demonstrate
competencyin implementing effective cultural and behavioural change

This is an additional unit for program managerswhose programs include organizational
changeas part ofthe desired future state.The program manger may have overall
responsibility for the organizational change may reportto another individual who has
overall responsibility; or may havea peerto-peer relationship with the individual who has
overall responsibility.

Note: PgMO01, Provide Leadership for the Program, and PgM02, Facilitate Stakeholder
Engagement, are fundamental aspects ofanaging organizational change. When this Unit is
part of an assessment, particular attention should be paid to the interplay among these
three Units.

6.1 Shapeand sustain organizational changeimplementation approach.
6.2 Advocatefor changewith stakeholders.
6.3 Evaluatethe effectivenessof the organizational change.

6.1 Shapeand sustainorganizational changeimplementation approach.

Performance Criteria

Explanatory Statements

6.12

6.13

6.1.1 The extent and nature of

organi zation al change
required in support of the
program is evaluated and
periodically re-evaluated.
Potential organi zation al
change implementation
approaches are identified and
evaluatedfor applicability.

The organi zation al change
implementation approach is
reviewed periodically and
confirmed or modified to
ensure support for expected
benefits .

(continued next page)

a.

b.

Shaping may include initial development,refinement, or
substantial revision.

Organizational change required may be determined by
the program manager or by others. Changes may be
required in structure, roles and responsibilities,
processes, operations, behaviours, culture, infrastructure
or other areas.

Organizational change implementation approach will
generally consider how much change can be absorbed by
the organization, who will be affected, who needs to be
involved, the current organizational culture, potential
sources of resistance, and training or preparation of thosg
affected. The organizational changmay be themain

focus of the programor it may be a requirement for
realization of certain benefits The organizational change
implementation approach may need to be coordinated
with other organizational change initiatives.

Benefits may be tangible(new revenue, increased
revenue, cost reduction, etc.) or intangible benefits
(market position, customer satisfaction, societal
improvements, knowledge, etc.). Benefits can accrue to
the sponsoring organization or to other stakeholders.
They may be realize directly or indirectly. They may be
defined in advance of the program (e.g., by the program
funders or sponsors) or may emerge and be recognized
during the program. Benefits are often called outcomes.
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6.1 Shape and sustaimrganizational changeimplementation approach.(continued)

Performance Criteria

Explanatory Statements

6.14 Theorganization al change
implementation approach is
coordinated with the program
execution approach and
acceptedby pertinent
stakeholders .

e.

Coordination of the organizational change management
and the program execution approaches may require
changes to either or both.

The program execution approach includes

identification of constituent projects as well as program
level activities. The iniial version may not include all
projects that will eventually be done as part of the
program. Options and alternatives should be developed
with consideration for the overall program context,
available resources, benefits, risks, stakeholder interests
and expectations, and expected benefits. The program
execution approach also be called a roadmap, framework|
program plan, program outline, or other term. It is often
structured into groups of constituent projects which may
be called tranches, phases, or stageSomplex programs
may require an independent review of the program
execution approach. Changes to the program execution
approach may require updates to the program business
case or other aspects of program planning.

Stakeholders include individuals and organizations
whose interests may be affectedby the program, or

whose actions may have an effect on some aspect of the
program. Stakeholdersmay include program proponents,
sponsors,clients, customers,collaborators, contributors,
champions,constituent project managers,project team
members,program support staff, subcontractors,
suppliers, mediarepresentatives,and the general public.
Stakeholdersmay be internal to or external from the
sponsoring organization.

Thepertinence of a stakeholder may le affected by the
impact of the program on the stakeholder, by the impact
of the stakeholder on the program, and by cultural or
ethical considerations. Different stakeholders are
pertinent in different situations.
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6.2 Advocatefor changewith stakeholders.

Performance Criteria

Explanatory Statements

6.2.1 Approaches for stakeholder
engagementin organization al
change are devisedand
deployed.

6.2.2 Benefits of organization al
change are articulated for
pertinent stakeholders .

6.2.3 Anorganization al change
communications plan is
documented,maintained, and
agreedto by pertinent
stakeholders .

6.24 Organization al change
communications plan is
implemented and variancesare
addressed.

6.2.5 Resistance to changeis

monitored, evaluated, and
addressed.

a. Approaches to stakeholder engagement may includese
of champions, cultivation of potential champions,
establishment of a guiding coalition of influential
stakeholders,and co-option of potential opponents.

b. Organization al change communica tions plan will
generallyinclude content, form, timing, and channels of
communication. Itmay includeidentification of sensitive
topics and policies for dealingwith them as well as
consideration of risks involved in providing too much or
too little information too late or too soon.

¢. Resistance may be overt or covert.

d. Addressed includes both direct action to overcome
resistanceaswell asindirect actionsto circumvent it.

6.3 Evaluatethe effectivenessof the organizational change.

Performance Criteria

Explanatory Statements

6.3.1 Methodsfor evaluatingthe
effectivenessof the
organization al change
initiatives are identified,
documentedand agreedto by
pertinent stakeholders .

6.3.2 Selectedevaluation methods

are applied on anongoingbasis.

6.3.3 Feedback is provided to
pertinent stakeholders
regarding progressof
organization al change.

6.34 Variances in attainment of
desired organizational change
are addressed.

a. Methods mayinclude both qualitative and quantitative
tools andtechniques.
Feedback may be provided formally or informally.
Addressed may involve securing additional funding
modified approaches, or delaying attainment of the
organizational change.
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PgM0r Directthe Management of Contrac

Unit Descriptor

This unit definesthe Elementsrequired to direct the managementof

contracts. It includesthe PerformanceCriteria required to demonstrate
competencyin obtaining value from products and servicesacquired from
external sources

This is an additional unit for program managerswhose programs involve the use of
contracts at the program level, the project level, or both. Unit PgM®8 addressescollaborative
alliances

Note: This unit is written from the perspective of the buyer in abuyer-seller relationship. If
the program itself is being done under contract, then this unit appliesonly to the program
I AT A Créla@idnghip with subcontractors.

7.1 Shapeand sustain contract managementapproach.
7.2 Oversee and verifycontract performance.

7.1 Shapeand sustaincontract managementapproach.

Performance Criteria

Explanatory Statements

7.1.1

7.1.2

Contract management
approach is devised,
documented, kept current, and
agreedto by pertinent
stakeholders .

Contractual p olicies,
processes, and procedures to
support the contract
management approach are
developed, approved
maintained, and communicated
to pertinent stakeholders .

(continued next page)

a.

b.

Shaping may include initial development,refinement, or
substantial revision.

Acontract management approach encompasses the
strategic and organizational aspects to be addressed
throughout the program including:

1 What goods and services need tbe bought externally
and why.

1 How prospective suppliers/contractors ( sellers) will
be identified and selected (through public tender,
limited tender, or direct negotiation).

1 Contract managementstructure ? how contract
documentswill be prepared; what types of contracts
will beused;how risks will be allocated;contract
specificationsand how specificterms will be
negotiated and by whom; complianceand dispute
resolution processes;contract administration.

1 The mechanisms to support effective communications
coordination, synergies,and integration of contracts
with constituent projects in the program.

1 Quality management systems.

Stakeholders include individuals and organizations

whoseinterests may be affectedby the program, or

whose actions may have an effect on some aspectioé
program. Stakeholdersmay include program proponents,
sponsors,clients, customers,collaborators, contributors,
champions,constituent project managers,project team
members,program support staff, subcontractors,
suppliers, mediarepresentatives,and the generalpublic.

Stakeholdersmay beinternal to or external from the

sponsoring organization.
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7.1 Shapeand sustain contract managementapproach (continued)

Performance Criteria

Explanatory Statements

7.1.3 Risk managementrelated to
contractsis integrated with
overall program risk
management.

d.

Thepertinence of astakeholder may be affectedby the
impact of the program on the stakeholder, by the impact
of the stakeholder on the program, and by cultural or
ethical considerations.Different stakeholdersare
pertinent in different situations.

Contractual p olicies, processes, and procedures may
be taken from the sponsoringorganization or may be
developedspecifically for the program. They may needto
be addedto or modified during the program. They would
generally addressat a more detailed level how to
implement the componentsof the contract management
approach.The program managerensuresapproved
policies are in place.

7.2 Overseeand verify contract performance

Performance Criteria

Explanatory Statements

7.2.1 Contractsare approvedin
accordancewith the contract
management approach .

7.2.2 Alignment of contractor
performance with contract
requirements is verified.

7.2.3 Resolution of ontract
variances is documented and
verified.

7.2.4 Mechanismsto support
effective communications,
coordination, synergies,and
integration of contracts with
constituent projects in the
program are implemented.

7.25 Compliancewith policie s,
processes, and procedures is
monitored .

a.

Tracking and Monitoring may be done by the program
manager,the managersof constituent projects, or other
staff involved in contract management

Variances may include significant complianceissues,
contract non-performance,contract changesgdisputes,
claims, or complaints. Variancesmay be negotiated by
others or the program managerand are generally agreed
by the program manager.
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PgMO08 Engagen Collaboratve Alliances

Unit Descriptor This unit definesthe Elementsrequired to engage in collaborative
alliances It includes the Performance Criteriarequired to demonstrate
competencyin forging alliances with other organizations tofacilitate
attainment of program benefits.

This is an additional unit for program managerswhose programs involve collaborative
alliances

Note: Collaborative alliancesare significantly different in focusand content from
commercial contractsin that the parties operate aspartners with sharedinterests and a
higher degreeof joint decision-making. However, collaborativealliances are often
formalized with the use of a legally binding contractCollaborative agreementsoften involve
organizations that are part of the samelegal entity : businessunits of the samecorporation
or departments of the samegovernment.

8.1 Cultivate collaborative alliances.
8.2 Devise and elaborate collaborative agreements.
8.3 Support the evolution of collaborative agreements.

8.1 Cultivate collaborative alliances

Performance Criteria Explanatory Statements
8.1.1 Opportunities for collaborative | a. Opportunities may arise from prior positive experiences,
alliancesare identified and known weaknesses in the program organizatiompr
evaluated identific ation of potential synergistic relationships. They
8.1.2 Potential collaborators are may be critical and central to program delivery or they
identified and evaluated may be incidental or localisedto one or a few constituent
8.1.3 Relationshipswith potential projects.
collaborators are initiated, b. Potential collaborators are external organizations,
nuanced, and shaped. agenciesand governmentsthat have,or are likely to have,

asharedinterest in the program benefits. They will also
typically have shared values and gor collaboration
experience

c. Initiated, n uanced, and shaped refers to the processof
progressive engagementvith potential collaborators
through careful communicationsthat leadto common
understandings,gaining of trust, progressive building and
acceptanceof intertwined interests.
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8.2 Devise and elaborate collaborative agreements.

Performance Criteria

Explanatory Statements

8.2.1 Acollaborative agreement
approach is initiated,
negotiated,documented,and
acceptedby the partiesto each
agreement

8.2.2 Eachformal agreement is
signed and regularlyreviewed
to ensure continuation of
envisaged value and potential
need for changes and additions.

8.2.3 Collaboration plans are
developedfor each agreement
to support implementation.

a.

Collaborative agreement approach would generally
address:

1 The shared vision and desired mutual outcomes from
the agreement.

1 Alignment to the program benefitsand the interests of
the parties.

1 The nature, scope and boundaries of the collaboration

1 The form of an agreement, often expressaditially as
aMemorandum of Understanding MoU).

1 How to coordinate collaborative agreements across
constituent projects.

Collaboration plans will include identification of
responsibilities and expected results. Theynay also
include policies, processes, and procedures to support th¢
collaborative agreement communication strategies; risk
allocation, risk responses, andisk management plans

8.3 Supportthe evolution of collaborative agreements.

Performance Criteria

Explanatory Statements

8.3.1 Relationshipswith
collaborators are monitored
and nurtured to sustain
commitment.

8.3.2 Performance of all parties toan
agreementis assessedagainst
expectedresults and variances
are addressed.

8.3.3 Changesto agreements are
madeas required.

a.

Monitoring and nurturing may include coaxing good
performance in the absence of direct authority, gauging
strains on and strengths of the relationship, recognizing
and alleviating tensionsmanaging implicit and explicit
expectations, and dealing with the constraints of working
together. It may be done by the program manager,the
managersof constituent projects, or others.
Assessment of performance requires consideration of the
results delivered by each party to each otheiThis will
require the reporting of the performance of the program
to the collaborator and the performance of the
collaborator to the program.

Changesmay include disengagement or termination.
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AppendixA
Development of this Document

(informative)

A.1 Creation of the GAPPS Organization

Starting in the mid 1990s, people interested in the development of global project management
standards began meeting formally and informalhduring various project management
conferences. In 1998, the International Project Management Association initiated a series of
Global Working Parties, including one focused on Standards. This WargiParty met on a
number of occaions,usually associated wth project management conferences, and interested
people from many countries were involved. A number of initiatives were identified or
formulated and tracked. One of these was the opportunity for development of global
performance based standards for projet personnel that would complement existing knowledge
AAOAA OOAT A A O ArGGuige@ddte ProjdctManageménOBody of Knowldtdge! 0 - 8 O
Body of Knowleddge ) Olntérn@tional Competence Baselile AT A Projed® dnll Bréram
Management for Entgprise Innovation) and provide a basis for transferability and mutual
recognition of project management qualifications.

The development of global performance based standards for project managers, as a joint
initiative of governments, professional associatins, and corporations, provides an opportunity
to:

1 Respond directly to the expressed needs of industry.

9 Enhance the profile and effectiveness of project management throughout the project
management community, both globally and locally.

1 Increase support forproject management as a field of practice and as an emerging
profession.

1 Enhance the value and recognition of the performance based standards approach.

The initiative was progressed by development and signing of Memoranda of Understanding
(MOUSs) to guidecooperation among interested parties. A Global Steering Committee meeting
was held in London in August 2002. The meeting was attended by representatives of signatories
to the MOUSs plus industry representatives and was hosted by the Services SETA (Sector
Education and Training Authority) of South Africa. The initiative initially functioned under the
name Global Performance Based Standards for Project Management Personnel.

The Global Steering Committee decided to fund the initiative by asking each organizatio
supporting it (professional associations, standards/qualifications organizations, educational
institutions, and corporations) to become a financial subscriber to cover research, preparation
of materials, maintenance of the global standards website, andministrative support. In

addition, the Global Steering Committee decided that the initial focus should be in the
development of performance based competency standards for project managers. It was agreed
that the initiative would be progressed through Workng Sessions attended by representatives
of subscribing organizations.

A.2 Working Sessions

The first Working Session was held in Lille, France in February 2008.further eighteen
Working Sessions have been held:
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Working Session No 1February 2003, LilleFrance

Working Session No 20ctober2003, Sydney

Working Session No 3May 2004, Cape Town

Working Session No 4November 2004, Lille France

Working Session No 5February 2005, Melbourne

Working Session No 6May 2005, St Petersburg

Working Session No 7September 2005, London

Working Session No 8: January 2006, Singapore

Working Session No 9: June 2006, Boston

Working Session No 100ctober 2006, Shanghai, China
Working Session No 11May 2007, The Hague

Working Session No 12August 2007, Gold Coast

Working Session No 13March 2008, Japan

Working Session No 14August 2008, Lille, France

Working Session No 15February 2009, Pretoria, South Africa
Working Session No 16May 2009, Cranfield, UK

Working Session No 170ctober 2009, Washington DC, USA
Working Session No 18February 2010, Bali, Indonesia
Working Session No 19May 2010, High Wycombe, United Kingdom

A.3 Products of the GAPPS

All products of the GAPPS are available from the GAPPS websitew .globalpmstandards.org
The are providedfree of charge, to any person to use, copy, modify, merge, publish, distribute,
translate in accordance with the copyright provisions laid out at the start of this document.

Currently available GAPPS products are:

A Framework for Performance Based Competency Standard for Global Level 1 and 2
Project Managers (2007)

Mappings to other standards : to promote transportability & mutual recognition, the
GAPPS Project Manager standards have been used as a basis for mapping of various
global standards. Mapping of the following standards, to the GAPPS Project Manager
standards are availableANCSPM, ICB V.3, P2M, PRINCEZ2 2009.

The development of the GAPPS Project Manager standards began in February 2003 at Working
Session No. 1An Exposure Draft was released in August 2005 and two levels of Project Manager
standards, Global Level 1 and Global Level, were published in 2006 with a mirtechnical

revision in 2007 asA Framework for Performance Based Competency Standard for Global Level 1
and 2 Project Managers

Mapping to other standards was commenced at Working Session No 12 in September 200%s
is an ongoing stream of work with AAEI TCM, AIPM, PMBOK®Guide 2008 and SAQA NQF Level
5 standards currently in the process of mapping.

A.4 Development of GAPPS Program Manager Standards

Development of the GAPPS Program Manager standards began at Working Session No 7 in
London in September 205, hosted by Middlesex University.
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Extensive research was conducted in advance of that session to review existgtgndards and
literature relevant to program management Professor Alan Stretton conducted an ongoing
literature review and produced a seriesof Working Papers on program management that were
made available to the GAPPS.

Specific documents reviewed as input to the development of the GAPPS Program Manager
standards were:

Managing Successful ProgramnigK Office of Government Commerce, 2007)
The Standard for Program Managemer(Project Management Institute, 2008)

A Guidebook té’roject and Program Managemerior Enterprise Innovation(P2M) (Japan,
Project Management Association of Japa@002)

At Working Session No 7Professor Ralph Levene of Crdield University, Professor Darren
Dalcher of Middlesex University and Erik/an den broecke of Vlerick Leuven Gent Management
Schoolprovided input based on their knowledge and experience of program managemeirik
Van den broecke provided input from researclin a document titled: Realizing Strategic
Objectives in Turbulent Environments: a Role for Programme Management, The VPMRC
Programme Management Framework, Research TrackJanuary 2005Vlerick Leuven Geh
Management Schoollerick Programme Management Research Center (2010fasayuki
Ishikura (PMCC, Japan) gave a presentation on the treatment of program management in the
P2M.

Resultsof a Functional Analysis session held with 17 people from 9 organisatie on 6h
September 2005provided further input to this session and Functional Analysis session was held
at the Working Session with 7 people from different organizations. The results of these two
sessions, which aimed to identify whamostProgram Managrs in mostcontexts need to be able
to do can be summarised as follows:

PROGRAM MANAGER J

ROLE
G)[Provide program leadership Set up program arganisation }@
@{Manage stakeholder relationships Define the program ]@
# Monitor internal and external Plan and prioritise program ]@
environments

Manage program resources ]-@

@{ Manage risk and opportunities

_| Monitor and coordinate J®

@[ Manage program benefits program progress
Create a productive learning Facilitate program
environment communication

The working definition of a Program Manager role was agreed at this Working Session:

The role of the Program Manager is integrated managementohfstituentprojects andother
resources to achieve specific organisational strategies and business benefits
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Work on the Program Manager standards continued at Working SessioN®s.8, 9 and 10 during
2006. Clear and accepted definition of the program manager role proved challengingait was
evident that the role is in early stages of formation and there is not yet an accepted and shared
language and understanding relating to the management of programs.

At Working Session No 10 in Shanghai, China, the group developed a draft typolofprograms,
drawing on the work of both Sergio Pellgrinelli and Alan Stretton This typology proved useful
in identifying a continuum with project management, and offering a shared language for
discussion of a diversity of program types (Table 1).

With multiple sub- Grouping of projects | Delivering assets and| Delivering assets
projects to achieve synergies | benefits thatare and benefits on
eg according to unique to the which the
resource pool; client; | organization and organization and
geographic area; beneficiaries and beneficiaries are
product; technology | directly linked to the | critically dependent
organizA OET 1 & ( for performance of
desired future state | their day-to-day
operations

Table 1: Program Typology

Further Functional Analysis sessions with Program Managers from a range of organisations
were held in Sydney in March 2007 and at Working Session No 11 in The Hague in May 2007.

Development of the program manager standards progressed through Working Sessions 12L&
Working Session No 1évas held at the International Centre for Programme Management at
Cranfield School of Management in May 2009 and provided an opportunity for inpto the
standards from an active and engaged program management commupit

Development of program manager standards proved challenging. The program manager role has
received significantly less attention than the project manager role so there was less sbd
understanding around the definition of the role and what it endils. The Standard for Program
Management (PMI, 2007) was released after the GAPPS began work on performance based
standards for the role and a revised version of Managing Successful Pragraes (OGC) was
released in 2007 .There were no existing performance based standards for the program

manager role available at the start of the GAPPS initiative.

Throughout the development of the standards the issue of levels of program manager and
differences in role according to program type formed an ongoing stream of discussion. As
development progressed it became evident that there were core competences for the program
manager role that would apply in management of all types of program and at all levelhe
program typology was useful as a basis for discussion but did not provide a simple answer to
differences in roles and competencies required which emerged as being more closely related to
the specific context of application.

Standards developmenprogressed and a draft was released to a panel of expert reviewers
following Working Session No. 18. Feedback from this review was examineddeaddressed at
Working Session No. 19 leading to issuan@d an exposure draftfor public review.
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Contributors to the development of the GAPPS program manager standards include:

Name Organization

Aitken, Alicia Project Performance Group

Baker, Rod APM Group

Bentley, Lesley Living Planit

Best, Robert Project Managemen$outh Africa (PMSA) / Services SETA
Binder, Jean GlobalProjectManagement.org

Carnegie , Jane Competency standards expert

Carter, Tom Brandeis University

Crawford, Lynn SKEMA Business School & Bond University
Dalcher , Darren Middlesex University

Dooley, Adrian APM Group

DuncanWilliam R. American Society for the Adncement of Project Managemeradapm
Fitzgerald, Donna Gartner Group, Inc.

Gardiner, Paul British University, Dubai

Geraldi, Joana ICPM, Cranfield University

Giammalvo, Paul PTMC/APM>@ndAACE International

Grashina, Marina PSM Consulting

Haggerty, Patrick AACEI

Henke, Roger Independent

Henschke, Lillian South AustralidVater Corporation

Ho, Bernard Society of Project Management Singapore
Hoffman, Ed NASA

Hudson, David AIPM

Ishkura, Mayasuki Project Management Associatiafi Japan(JPMA)
Jones, Danelle AIPM

Lai, Ruby Society of Project Managers Singapore

Levene, Ralph Cranfield University

Li, Bill Greater China Project Management Assoc (GPMA)
Markowski, Krys Services SETA

Maylor, Harvey ICPM, Cranfield University

McKinlay, Mary International Project Management AssociatigRMA)
Morris, lan Interlink Technology

Murray-Webster, Ruth  ICPM, Cranfieltniversity

Nevin, Mike Atkins Engineering Consultancy

Payne, Fred RicardoPLC

Pellegrinelli, Sergio ICPM, Cranfield University

Pilkington, Kestrel Living Planit

Pullinger, lain ICPM Cranfield University

Rider, Lesley.J Services SETA/ PMGSB / PMSA

Schaden, Brigitte International Project Management AssociatigRMA)
Simmonds, Tony Interlink Technoloigy

Stretton, Alan UTS / BondUniversity

Ting,Seng Kiong Society of Project Managers Singapore

Tuohy , Darren Motorola

Turner, Nell ICPM, Cranfield University

Van den Broecke, Erik Vlerick Leuven Gent Management School

Webb, Bruce Services SETA

Williams, Deborah Faranani Services

Yip, Kim Seng Society of Project Managers Singapore
Zimmerman, Peter Shell International BV
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Australia

United Kingdom
Australia

South Africa
Switzerland
Australia

USA
France/Australia
United Kingdom
United Kingdom
USA

USA

UAE

UK

Indonesia
Russia

USA

United Kingdom
Australia
Singapore

USA

Australia

Japan
Australia
Singapore
United Kingdom
China

South Africa
United Kingdom
United Kingdom
Australia
United Kingdom
United Kingdom
USA

United Kingdom
Australia
United Kingdom
South Africa
Austria
Australia
Australia
Singapore
Australia
United Kingdom
Belgium

South Africa
South Africa
Singapore

The Netherlands
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AppendixB
GAPPSubscribers

Organizations that have subsdbed to the initiative include:

Standards and Qualification Organizations

Project Managemen®rofessional Associations

AACE International

Innovation and Business Skills Australia Australia
New Zealand Qualifications Authority New Zealand
Services SETA South Africa

USA

American Society for the Advancement of Project Managemerasapm

USA

Assaociation for Project Management (APM)

United Kingdom

Academic/Training Institutions

Athabasca University

Australian Institute of Project Management (AIPM) Australia
Greater-ChinaProject Management Association (GPMA) China
International Project Management Association (IPMA) Europe
Project Management Association of Japan Japan
Project Management Institute (PMI) USA
Project Management South Africa (PMSA) South Africa
Societyfor Project Managers (SPM) Singapore

Canada

Bond University

Australia

Cambridge International Examinations

United Kingdom

International Centre for Programme Management, Cranfield University

United Kingdom

Middlesex University

United Kingdom

SKEMA Business School (formerly ESC Lille)

France

University of Technology, Sydney

Industry

American Express

Australia

UK

APMGroup

United Kingdom

Fujitsu Services

United Kingdom

Interlink Technology Australia
LivingPlanit Australia
Motorola Australia
Project Performance Group Australia
Project Services, Queensland Australia
PSM Consulting Russia
PTMC/APMX Indonesia

Shell International BV

The Netherlands
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AppendixC
Assessment Guidelines

(informative)

This appendix is included in order to provide some basic information for organizations that may
wish to develop an assessment process using this standard.

C1 The Assessment Process

Assessment against performance based standards is the proce$sollecting evidence and
making judgments about whether an individual can perform to the level expected in the
workplace as expressed in the relevant standard. All persons involved in the assessment should
be given access to a copy of the relevant stasudi.

The assessment process should include activities to ensure the reliability of the results. In
particular, there should be activities to ensure that assessment results are consistent across
assessors and over time.

Any GAPPS compliant assessment mustaithe CIFTER to determine the level at which the

candidate project manager is being assessed. The candidate should identify the applicable level

AU APDPI UET ¢ OEA #)&4%w2 O OEA DPOT EAAOO Oi AA OOR
should be veified by the assessor. Where there is a difference of opinion, an agreed third party

should be invited to make a separate determination with the majority position establishing the

outcome.

Assessment should be broad enough to include evidence of the acl@ment of all the
performance criteria. Assessment must confirm the inference thatompetencyis (a) able to be
satisfied under the particular circumstances assessed and (b) able to be transferred to other
circumstances. In order to meet these tests, a GARBompliant assessment will normally
include:

1 A written assessment guide with an evidence guide and suggested questions to verify that
the evidence is satisfactory (see section D.3).

1 Faceto-face contact in the form of an interview or observation in the wikplace.

T #1711 OAAO xEOE OEEOA DPAOOEAO OOAE AO OEA DPOiI EAAO
sponsor, and project team members.

A GAPPS compliant assessment should also be fair. This means that:

1 The assessment process is defined, understood, aagreed by all affected parties.

9 There is an opportunity for appeal.

1 The assessment schedule allows the candidate enough time to prepare.

1 Adjustments can be made when candidates have particular needs.

Assessment methods should reflect basic workplace demasduch as literacy and the needs of

particular groups, including but not limited to:

9 People with disabilities

9 People from culturally and linguistically diverse backgrounds

9 People from economically disadvantaged groups

1 People of different ages
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1 People in rural and remote locations

C2 Assessor Requirements

Generally, an assessor will need to demonstrate:
9 Prior competencyas a project manager at or above the level of the candidate being assessed.

1 Evidence of currency in the field of project management (e.g.amaging projects, consulting
on project management, providing training in project management).

1 Competencyin conducting performance based competency assessments.
1 Familiarity with the content and structure of the standard being used in the assessment.

C3 Evidence Requirements

A GAPPS compliant assessment will include both documentary evidence and process evidence.
Documentary evidence may be provided on paper or in electronic form. Most performance

criteria will require more than a single piece of documerdry evidence. Process evidence will
TTOIATTU AA POl OEAAA ET OEA &£ Ooi 1T &£ OEA AAT AEAAC
evidence is collected to verify the existence of underpinning knowledge and understanding.

Typically, a GAPPS compliant assement will evaluate evidence from more than one project.

While the assessor must review and validate the evidence in order to infer that the candidate
meets the requirements of the relevant standard, the onus is on the candidate to demonstrate
that the evidence provided is:

1 Authentc? OEAO EO OAZ£I AAOO OEA AAT AEAAOGAGO 1T x1 x1 OF
1 Valid? that the evidence relates to the current, relevant version of the standard, and that it

was obtained from a project that meets the requirements for theole assessed.
9 Reliable? that the candidate consistently meets requirements in the standards.

9 Current? that the bulk of the work of the projects being used to provide evidence was done
during the period required by the relevant standard.

I Sufficient? that it addresses all of the performance criteria in enough detail to provide o
AOOOOAT AA OEAO OEA AAT AEAAOAB8O DPAOA& Oi AT AA EO
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AppendixD
Detail onACD@Ratings

(informative)

In order to illustrate the use of theAitken-CarnegieDuncan Complexity Table for Program
Manager Role Definition (ACDC Tablgethis appendix containssampleratings for six programs
from different application areas. These programs are illustrative but not comprehensive
The six programs are as follows:

A. Replacefive core IT application systems along withtheir user interfaces.

B. Qutsource and integratecheque clearing processefor four banks.

C. Business Process Reengineering of corporate purchasing practices.

D. Develop a new technology for creatingomputer chip masks

E. Economicstimulus through construction of low income housing,

F. Decommission nuclear weapons delivery systems.

The table on the next pageontains a summary of the ratings for akix programs while the
tables on the following pagesontain explanations for each of the ratings.

Section 4.3 includes the full ACDC Table with descriptions for both the factors and the ratings.
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D.1 Summaryof ACDC Table Ratings for Sample Programs

Level 3

88

82

Level 2

68

63

51

A
49

Factor

Total

10

11

12
13
14
15
16
17

18

19
20
21

22
23
24

25

26

27
28
29
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D.2 Explanations of Ratings

A. Replace five cordT application systems along with their userand systemsinterfaces.

# | FactorTitle* Rating | Discussion

1 | Sponsorship support 1 Consistently strong high priority for all sponsors
2 | Program management structures 2 A few complex many departments affected

3 | Decisioamaking processes 1 Little to no variability

4 [t NPINFY YIFEyLFr3asSNRa d 2 Extensive

5 | Stakeholder stability over time 2 High

6 | Degree of public interest 1 Very lowt internal project

7 | Degree of culturadliversity 1 Very lowt corporate culture very powerful

8 | % of staff fluent in primary language 1 90-100%

9 | No. of languages used 2 2-31 some locations work in local languages

10 | No. of locations requiring overnight stay 3 6-7

11 | Range of time zonesith active stakeholders 4 More than nine hours

12 | Agreement regarding the desired future statq 2 Moderatet only a few differences

13 | Level of fluidity in desired future state 2 Low

14 | Clarity of expected benefits 1 Very hight major gains in efficiency

15 | Stakeholder expectations regarding benefits| 1 Most clearly stated

16 | Interdependency of benefits 3 Moderatet many dependencies among applicationg
17 | Degree of competing stakeholder interests 1 Very low

18 | Assessment dfenefits delivered 3 Simple for some difficult to measure some savings
19 | Amount of cultural and behavioural change 3 Hight new flows, new responsibilities

20 | Impact on other work 2 Lowt mostly normal competition for resources
21 | Demand forinnovation 1 Very low

22 | Mgmt. complexity of constituent projects 1 Very low

23 | Stability of methods and approaches 1 All or most are known

24 | Magnitude of overall program risk 1 Very low

25 | Availability of capable people 2 Usually assured some shortages for some skills
26 | Availability of adequate funding 1 Mostly assured

27 | Availability of suitable equipment 1 Mostly assured

28 | Availability of suitable supplies and materialy 2 Usually assured some specialized purchases
29 | Number ofindependent funding sources 1 One

* Some factotitles have been shortened to conserve space
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B. Outsource and integrate cheque clearing processes for four banks.

# | FactorTitle* Rating | Discussion

1 | Sponsorship support 1 Consistently strong priority for all sponsors
2 | Program management structures 3 Some complex essentially a joint venture
3 | Decisionmaking processes 1 Little to no variability

4 [t NPINIY YIFylF3aSNDRa |d 4 Limitedt consensus decisiemaking

5 | Stakeholder stability over time 2 High

6 | Degree of public interest 1 Verylow

7 | Degree of cultural diversity 1 Verylow

8 | % of staff fluent in primary language 1 90-100%

9 | No. of languages used 1 One

10 | No. of locations requiring overnight stay 2 4-5

11 | Range of time zones withctive stakeholders 1 1-3 hours

12 | Agreement regarding the desired future statq 3 Lowt many options to be considered

13 | Level of fluidity in desired future state 1 Verylow

14 | Clarity of expected benefits 1 Veryhigh

15 | Stakeholder expectationggarding benefits 1 Mos clearly stated

16 | Interdependency of benefits 4 Veryhight need all projects for any benefits
17 | Degree of competing stakeholder interests 2 Low

18 | Assessment of benefits delivered 2 Smple for manyt clear cost savings

19 | Amount of cultural and behavioural change 3 Hight learning to deal with outsourcer
20 | Impact on other work 3 Moderatet many shared resources

21 | Demand for innovation 2 Low

22 | Mgmt. complexity of constituent projects 2 Low

23 | Stability of methods andpproaches 1 All are known

24 | Magnitude of overall program risk 2 Low

25 | Availability of capable people 1 Mostly assured

26 | Availability of adequate funding 1 Mostly assured

27 | Availability of suitable equipment 1 Mostly assured

28 | Availability ofsuitable supplies and materials 1 Mostly assured

29 | Number of independent funding sources 2 2-51 four banks

* Some factotitles have been shortened to conserve space
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