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DEDICATION

With the advances in technology and service-based industries, the number of programs and projects have increased significantly over the past three decades. Some experts place this year over year growth at over 3% annually. Because there are many teams that make up large programs and projects, individuals can get lost trying to find their path as they navigate their professional journey. This book was written to help provide useful information to those starting on their journey. The author provides tips and techniques learned during over 30 years of professional experience in this space. The lessons learned in optimizing high performance teams in technical program and project management techniques, and the knowledge references provided are useful for anyone along any stage of their journey.

This book is dedicated to those lifelong learners pursuing a better understanding of what it takes to drive high performing teams in consulting and managing technical projects.
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When someone asks me what are common traits of high-performing technical team members that I manage, I answer with the following 7 traits:


	
Strong Work Ethic – someone who takes ownership and is committed to completed their work aligned with the mission. 

	
Trust: someone who trust that others on the team will stick to their commitments and, likewise, they are hyper focused on sticking to their commitments. They act ethically in all interactions and expect the same for their team mates


	
Enlightened: someone who seeks understanding of the full picture and how their work fits in the overall solution


	
Active Listener: someone who listens at least twice as much as they talk


	
Proactive Participation: someone who actively participates in any meeting and is not afraid to respectfully disagree or share opinions 

	
Empathy: someone who seeks to understand others point of views 

	
Communication: someone who confirms that the message received by their audience is the message they intended




Optimizing High-Performing Teams takes this a step further by looking at a standards-based approach to enhance technical programs and projects teams from pre-initiation through post shut down. Tools and tips are provided to enhance project teams across ten project areas


	Program Management Office

	Business Development

	Recruitment 

	Integration Management

	Communication Management

	Requirement Management

	Solution Development

	Security Management

	Information Dissemination 

	Operations and Maintenance



Project managers of all levels of experience can utilize tips to optimize   their high performing teams better through a focus on standards, life-long learning, and a continuous improvement mindset.

Optimizing High-Performance Teams provides a standards-based approach to successfully managing programs and projects. Organized around the project life cycle, this book takes readers on a journey of optimizing high performance teams from program inception to program closure. A clear roadmap is provided, allowing readers to focus on key topics, practical tips, and standard templates that best meet their needs. This guide helps readers:


	Conduct an assessment to develop a personalized roadmap 

	Set up and maintain an effective program management office 

	Implement leading practices for business development 

	Recruit effectively for rapid resource onboarding 

	Optimize high-performance teams 

	Understand tactical approaches to data migration and system development 

	Communicate more effectively with customers and stakeholders 

	Manage scope creep 

	Execute technical projects successfully 




	Consolidate essential tips and techniques for managing projects and programs

	Identify most useful project tools and templates



––––––––
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Figure 1.0

THIS BOOK IS ORGANIZED based on the Technical Program Roadmap in Figure 1.0 above and has several types of callout boxes throughout. 
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1 PROGRAM         INFRASTRUCTURE         SETUP
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The objective of this section is to begin with the end in mind, creating an environment that supports knowledge sharing, continuous learning, clear standards, and procedures that will be scalable to grow and expand with the program. 

Primary Goals: 


●  Where do we begin? 

●  Program Office Structure

●  Team Heuristics

●  Library Organization

●  Standards

●  Measuring Program Performance

●  Thank you, Thank you, Thank you 








Setting up the infrastructure for effective management of a project management office (PMO) is often more difficult than it seems. On larger programs where this is necessary, the program often has multiple competing priorities to include: 


	recruiting the individuals required to perform the work 

	creating a collaborative space the team can use to work effectively

	developing a library of standard development lifecycle artifacts and associated processes 

	and determining the correct mix of performance and other human resource management to minimize administrative overhead 



If the management team is new, an additional opportunity exists for setting up an effective management structure, normalizing and setting expectations, and communicating what each person brings to the team. 
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1.0 Where do we begin? 
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Before initiating any new initiative within an organization, it is best to start with an assessment. Individual perspectives contribute to a deeper understanding of how to grow an organization and achieve greater success. Surveys can help identify key areas that require immediate attention, while a strategic plan can ensure the organization, program, or initiative quickly meets its goals and objectives.

Larger organizations often invest heavily in consulting firms to conduct assessments and guide change implementation. One key advantage of using a third party is that employees tend to be more open to sharing candid feedback anonymously, without fear of offending colleagues they interact with daily. However, organizations can also conduct internal assessments effectively—without external consultants—if they ensure autonomy and follow best practices for survey design and data collection.

Below are leading practices for creating and utilizing organizational maturity assessment surveys:


	
Balance focus areas by limiting categories to 5-7 key topics.


	
Use a variety of question types, including multiple-select, free-text, and ranking questions.


	
Incorporate open-ended questions to capture additional details on the survey topic.


	
Limit survey length to ensure completion within 10-15 minutes and reduce participant fatigue.


	
Start with key business processes as the foundation for assessment.


	
Engage a diverse group of stakeholders to gather insights from different perspectives.




For the purpose of this audience, the survey may be conducted to gain a better understanding of each chapter in this book.

The Information Technology Infrastructure Library (ITIL) is a widely recognized framework of best practices for managing and improving IT support and service delivery. According to ITIL (2024):

“The implementation and management of quality IT services that meet the needs of the business. IT service management is performed by IT service providers through an appropriate mix of people, process, and information technology.” 

Although multiple frameworks and standards exist for IT service management, ITIL remains the most widely adopted globally.

Before creating or implementing an organizational assessment, it is essential to understand maturity assessment levels. Selecting the most relevant primary and secondary practices for your organization helps determine its current level of maturity (ranging from Level 1 to Level 5) in the targeted areas. This insight provides a foundation for developing a roadmap focused on key improvement areas. The success of the initiative can then be measured through future assessments.
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Figure 1.0: Maturity Assessment Levels and Descriptions (Axelos.com, 2021)

Capturing and measuring the maturity profile for each competency area or chapter helps uncover underlying improvement opportunities and identify areas that best align with your organization’s goals. Bi-directional communication in surveys is most effective when open-ended questions are included for each category (e.g., What is the company doing well? What can be improved?).

Effective surveys achieve two key objectives:


	
Management Commitment – Proactively capturing and implementing action items based on survey insights demonstrates an organization’s commitment to listening to its team and its willingness to accept constructive feedback.

	
Implementation Roadmap – Well-designed surveys highlight both short- and long-term opportunities, enabling leadership to make informed decisions on initiatives that provide the greatest value to the organization.
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If your organization is not already conducting surveys on a regular basis, there is no better time to start than now. If you are launching a new organization, it is essential to incorporate a feedback loop through surveys and assessments as early as possible. Surveys can also be used in conjunction with other management techniques such as Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis, to gain deeper insights.

For more details on SWOT analysis, refer to Section 3.1.2, and for a list of suggested templates to begin your assessment journey, see Appendix 2: PMO Maturity Assessment.
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1.1 Team Construct
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Optimizing a high-performance team requires good upfront planning with an experienced leader who has managed projects of various sizes, types, and complexities. Having someone who is credentialed is preferred, as the most critical skill of a project manager is communication. The biggest benefit of having a credentialed person is that the organization has a high level of confidence the individual has the minimum knowledge necessary to communicate consistently with others with similar competencies. This is true for educational credentials such as a bachelor’s, master’s, or doctorate degree, as well as professional credentials such as the Project Management Professional (PMP), Certified Information Systems Security Professional (CISSP), Certified Scrum Master (CSM), Project Management Institute Agile Certified Practitioner (PMI-ACP), or even industry credentials such as the Certified Public Accountant (CPA) or the Certified Utility Safety Professional (CUSP), etc.

There are many ways an individual can be credentialed, and every project is different, so understanding the right mix of credentials is the start of optimizing a good team. This is not to say that certified individuals are the only ones who should make up a team, as there are many professionals with life experience and a commitment to lifelong learning who are also effective in growing high-performance teams. Understanding the ideal makeup of the team up front allows you to better assess new candidates. Ensuring the focus is on building a diverse team with unique perspectives will allow the team to be successful through strong and capable project management.

1.1.1  Program Management Office

REGARDLESS OF THE SIZE of the organization, there are tasks that need to be accomplished to create a program office optimized for efficiency. How does one build an efficient program office, and why does it matter? Projects fail when the management team does not have the necessary support from the program office. To ensure success, various activities must be delegated to individuals on the management team, with a minimum of four key roles required to optimize an effective program office.

1.1.1.1 Program Manager

THE PROGRAM MANAGER is responsible for the program. This person is tasked with optimizing a team that achieves success, using time management as an essential skill for overseeing these four primary components:


	Customer Communication

	Scope Management

	Team Execution

	Contractual Deliverable Submission



All members of the office should report directly to the program manager, with the only exception being when the number of direct reports exceeds ten individuals. Some program offices assign the program manager and a deputy program manager as the Human Resource (HR) manager during the initial hiring period to facilitate administrative tasks related to onboarding new resources. This approach is recommended for larger programs if there is a clear process for transitioning to a dedicated HR manager or onsite manager within two time-reporting cycles.

The program manager should have a clear understanding of all processes in case they need to step in for someone on the management team. For technical programs, it is most effective if the program manager has knowledge of technical solution design, development techniques, and industry trends to enhance customer engagement. Additionally, the program manager should establish a clear continuity plan for when they are out of the office, delegating tasks across various members of the management team.

Implementing this model sets the tone for two important guiding principles in optimizing high-performance teams. First, every team member is responsible for identifying their backup and ensuring the backup is trained and capable of handling tasks during an absence. The designated backup must also take ownership of understanding and executing these tasks when needed. This approach places responsibility and accountability on both individuals, ensuring continuity while reducing the burden on the manager, who should only need to step in for emergency cases.

The second guiding principle is to have every team member create an out-of-office plan. This should be done early in the program, especially for resources who wear multiple hats and cannot transition all activities to a single person. In such cases, an out-of-office plan identifying multiple backup team members is necessary. Each person is responsible for understanding their primary tasks and training their backups on both primary and secondary responsibilities. This minimizes program risk in emergency situations or when individuals leave the program. Additionally, an out-of-office plan supports transition planning. See Section 2.1.3 Planning for Leave for more information.

​
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1.1.1.2 Deputy Program Manager

THE DEPUTY PROGRAM Manager (DPM) position is one of the toughest roles on the program. This role is responsible for much of the day-to-day management of the team and must stay aligned with the program manager’s decision-making to step into that role as needed. In cases where there is administrative overhead in onboarding new resources, the DPM facilitates the process by managing the initial onboarding before transitioning new hires to their onsite or HR manager.

Focus areas within the program office can be divided between the Program Manager and Deputy Program Manager based on their backgrounds. For example, financial management, delivery oversight, scope management, or scheduling can be delegated to the Deputy, while the Program Manager focuses on overall scope, contracting, and relationship-building with the customer. The Deputy must be comfortable making key decisions when the Program Manager is unavailable or when they have the designated decision authority for the role. Strong communication, facilitation, and delegation skills are essential, along with a solid competency in the industry.

On larger programs, there may be multiple deputies. When multiple deputies are present, responsibilities can be divided based on the number of resources, specific competencies, or both. If the contract includes both development and infrastructure maintenance, it is best to assign a dedicated deputy for each area. The Deputy focused on development is responsible for solution functional delivery, including capability solutioning and collaborating with the customer on functional requirements. Meanwhile, the Infrastructure Deputy oversees resources managing systems, networks, security, and customer service.
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1.1.1.3 Program Support Specialists

THE PROGRAM SUPPORT specialist focus should be in at least one of four areas: 


	Finance/Contracting

	Recruiting

	Knowledge Asset Implementation (Structure/Content)

	Onboarding/Compliance



If these processes are well defined, it releases a large burden from the Program and Deputy Program managers, allowing them to focus their efforts on the team’s health and execution. 

[image: ]

1.1.1.3.1 Finance/Contracting

THE FINANCE AND CONTRACTING tasks require someone with a finance background, a strong understanding of program financing and supporting tools, and excellent interpersonal skills to work effectively with subcontractors and the team. These areas focus on supporting program needs through critical administrative tasks such as managing and filing official contracts and payments, reviewing and auditing all team members' time and expenses, and forecasting resources to meet or exceed program goals.

On larger programs where finance and contracting become more complex due to multiple contracts, subcontractors, and other variables, this area may require a full-time equivalent (FTE) position. Many organizations have standard tools for managing the program and project financials. Understanding the full financial life cycle and how financial data informs both the program and company decision-making is key to successfully managing this area.

1.1.1.3.2 Recruiting

RECRUITING, WHEN DONE correctly, can yield significant long-term benefits. It is often where a candidate gets their first impression of the company, customer, and team. It is crucial to have a resource who is charismatic, people-oriented, and capable of effectively ‘selling’ the program. Selling the program involves multiple roles throughout the recruitment process, from prospecting candidates to interviewing and selecting team members.

Defining key metrics for each phase of recruitment upfront allows the PMO to quickly assess challenges and implement necessary changes to attract and retain top talent. If an organization conducts exit interviews, incorporating feedback from these discussions can help refine recruiting strategies and improve talent acquisition.

A well-structured recruiting process can be measured over time through metrics such as:


	The average number of days a position remains open

	The performance metrics of employees who went through the formal hiring process

	The retention rate of the organization



Retention rates can be compared against industry benchmarks, such as those published in reports like the News Release (Job Openings and Labor Turnover Statistics, 2024). Understanding industry trends in retention helps organizations assess their standing. For example, if the turnover rate in the service industry is 8% and a program has a 6% turnover rate, it may indicate strong retention. However, if the program’s turnover rate is 10%—higher than both the company average (6%) and the industry benchmark (8%)—it suggests a problem. In such cases, seeking insights from high-performing organizations can help identify effective strategies for improvement.

Once a well-defined recruiting process is in place, it can be delegated to a junior resource. The person managing recruitment must have strong organizational and interpersonal skills, as they will coordinate with prospective employees, recruiters, management, and customer representatives.

An efficient internal recruiting process begins with identifying key meetings to track hiring progress. Organizations typically hold internal meetings to discuss the status of open positions, as each unfilled role directly impacts revenue. When working with any recruitment team (internal, subcontracted, or external), it is critical to establish expectations upfront regarding:


	Role definitions and candidate qualifications

	The hiring process and responsibilities of each participant (e.g., recruiter, interviewer, PMO, candidate)

	Lessons learned from previous recruiting cycles



A recurring meeting between the PMO and the recruitment team should be scheduled before the organization's broader status meeting to ensure the most up-to-date staffing information is shared. Standardized templates should be developed to track the status of open positions. This process should also include:


	A schedule template outlining dedicated interview slots

	Standard job requisitions (JRs) for each role

	Pre-qualification questionnaires

	Feedback form templates for interview assessments



See Section 1.1.1.3.4 Onboarding for additional information on techniques for successfully integrating new hires.

1.1.1.3.3 Knowledge Asset Implementation

THE INDIVIDUAL RESPONSIBLE for managing program knowledge assets must possess strong organizational and communication skills. Effective collaboration begins with structuring documentation so that any team member can locate necessary artifacts, even if they are outside their direct scope of responsibility.

This role is sometimes referred to as the program librarian and involves frequent communication with the program office, customer, and project team. More mature programs often assign a technical writer to this position to review and finalize formal deliverables, as these are key contractual artifacts requiring consistent maintenance. Other responsibilities may include managing templates, standards, glossaries, and training materials used across the program.

For larger programs, this role may naturally evolve into managing multi-day onboarding training sessions. See Section 2.1.1 Onboarding for more information.

Investing time in structuring a well-organized knowledge management system is a valuable efficiency booster. Establishing a standardized documentation framework early on can save significant time and effort later. PMOs can leverage best practices from organizations such as ITIL, PMI, or other standards-based entities to develop a knowledge management structure tailored to their program's needs.

If a new program is being established, dedicating time to structuring knowledge assets before ramping up hiring efforts can prevent inefficiencies and streamline operations.

​​

1.1.1.3.4 Onboarding

THE ONBOARDING AND compliance area is crucial for maintaining clear communication regarding status updates both internally and with the customer. Once a well-defined process is established, onboarding can be delegated to a more junior resource who is detail-oriented, organized, and skilled in task management.

Starting with the end in mind, key metrics should be captured throughout the onboarding process, including:


	Prospect contact date

	Recruiting response date

	Interview schedule dates

	Acceptance date

	Security forms submitted

	Mandatory training completed

	Access granted

	Onboarding complete date



Given the heightened background check requirements on government contracts, it is important to identify and leverage opportunities to expedite tasks related to the program team. A checklist should be created to outline the specific responsibilities once they are finalized. Below are examples of tasks to include in the checklist:


	Verify candidate meets residency requirements

	Verify completion of background investigation

	Confirm starting date

	Order equipment (laptop, monitor, peripherals, etc.)

	Confirm work location, assign cube, and request a phone number if needed

	Complete badging form and notify export team if needed for foreign nationals

	Send Day 1 email instructions, orientation & Welcome Packet Email

	Open onboarding tickets, obtain approval, and follow up until necessary access is granted

	Process I-9 forms for new hires

	Assign to distribution lists

	Confirm with management approval if working with a new subcontractor

	Coordinate with Finance (for project charge codes), and 







Security for new hires (notify management team of new hires)



	Plan and schedule orientation sessions
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1.1.1.3.5 Compliance

THE COMPLIANCE AREA is another area where you can start with the end in mind. What are the key metrics that the program needs to capture? Understanding mandatory items of interest is an important first step. Service Level Agreements (SLAs) may be officially set by the contract or customer for providing deliverables, annual training, onboarding expectations, etc. From an internal company perspective, there may also be compliance requirements for training, timekeeping, recruiting, and more. Once the key metrics are defined and a solid process is established for capturing them, this area can be delegated to a more junior resource with strong documentation and analysis skills.

1.1.1.3.6 Other Potential Tasks for Program Office Distribution

THE PROJECT COORDINATOR/support position may also be utilized to perform additional tasks such as:


	Planning and scheduling deliverable sign-off meetings

	Reviewing and preparing deliverables for submission

	Updating project roster, floor plans, and seating assignments

	Gathering quality metrics for monthly reporting

	Managing metrics for onboarding

	Submitting travel authorizations and miscellaneous expense reports for management

	Managing virtual conference accounts

	Managing badge expiration dates

	Planning and coordinating program-wide team-building activities such as volunteer events, social events, etc.

	Ordering supplies, printer cartridges, coffee, etc.

	Handling ad hoc administrative tasks



PMO success is more easily achieved when you have the right mix of support staff to assist the leadership team. Implementing a collaborative infrastructure that includes a library of standard processes and procedures allows the PMO to create supporting documents that communicate to the broader team. This approach helps minimize administrative overhead and maximize the time the team spends on deliverables.

Delegation of tasks is an important skill for everyone on the team. Managers should be provided with guidance on leading practices in this area. Once again, we can turn to our academic community to learn more. Harvard Business School Online publishes their Business Insights Blog (Landry, 2020), which provides tips for new managers.


	Know what to Delegate 

	Play to Your Employees’ Strengths and Goals

	Define the Desired Outcome

	Provide the Right Resources and Level of Authority

	Establish a Clear Communication Channel

	Allow for Failure

	Be Patient

	Deliver (and ask for) feedback

	Give Credit Where It’s Due



Effective delegation is an important skill to have as part of the management team of any size program. Individuals who are placed into management roles usually take on tasks that more junior team members can accomplish to save time. To grow a high-performance team, it is important the leadership team understand their value in communication and decision making and delegating any other tasks to the most appropriate team member.
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1.1.1.4 Team Engagement

OPTIMIZING HIGH-PERFORMANCE teams involves creating a culture of engagement. To better understand this concept, we can lean on educational organizations such as the Stanford Center on Philanthropy and Civil Society, which publishes the Stanford Social Innovation Review (SSIR). According to Amy Born and Gali Cooks in their article, ‘Does Salary Matter?’ (Cooks, 2022), there are five key elements that drive engagement:


	Feeling that the organization demonstrates care and concern for employees

	Having confidence in the organization’s leadership

	Believing that employee well-being is a priority within the organization

	Feeling that there is open and honest two-way communication within the organization

	Feeling like you belong to the organization



The management team must focus on team engagement to optimize a high-performance team and minimize risk. A strong management team needs to ensure they show empathy toward employees. For instance, allowing a flexible workplace where individuals are not tied to a typical eight-to-five schedule is one example. Maintaining a core set of hours for meetings (e.g., 9 a.m. to 3 p.m.) allows for flexibility while keeping team collaboration intact. Management should support employees in their aspirations by offering opportunities for growth through educational programs or job interests.

The management team must also demonstrate a clear understanding of the customer's mission and the confidence to achieve the solutions designed to meet that mission. They need to prioritize employee well-being, encouraging individuals to take time off if they feel unwell or need to visit a doctor. Open and honest two-way communication is essential. Challenges should be shared with the team as soon as possible, when appropriate. An open-door policy should be maintained, with managers setting aside regular time to meet with each team member. This approach helps individuals feel like they belong and  their contributions matter.

When the management team can align an individual’s personal goals with their professional goals and the program’s objectives, it fosters a high-performing team—one that is highly motivated, talented, and engaged in the program’s mission. This alignment helps the team exceed customer expectations and fosters respect for each individual on the team.

1.1.2 Tools and Repositories 

MATURE PROJECT MANAGEMENT offices reflect the nature of the projects being run. Tools and templates are standardized to maximize program efficiency by addressing the number one goal of project managers: communication. A collaboration site should be created where everyone on the team has access to the information they need to perform their job and communicate status updates in a way that minimizes overhead. The structure of the collaboration site should reflect the team structure, beginning at the highest levels. The site should also include links to training for these tools, and an overview of the training should be incorporated into the onboarding process. For more information regarding onboarding, see Section 1.1.1.3.4.
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The collaboration site’s structure should be standardized specifically for the program. All projects within the program should be managed consistently, with any exceptions to the standard approved and reviewed for continuous improvement. Using this approach results in efficiencies that allow the program office/project management team to easily find backup and surge resources across projects, with minimal disruption.

​

1.1.2.1 Project Summary Agreement

SCOPE MANAGEMENT AND communication of scope are critical processes to standardize at the beginning of any large program. The role of the program office is to support the team, and how the office manages scope with the customer can make or break a project.

An agenda item should be reserved during recurring touchpoints with the customer to review proposed initiatives throughout the project’s lifecycle. This open communication helps align the program manager and the customer on potential new work and its impact on existing projects. It also provides an opportunity to capture additional insights into the business value, the likelihood of tasking, and any follow-up actions required by both parties for more rapid approval and execution.

A project approach agreement can be created to facilitate this process. If a formal request for approval on a new project’s process is implemented using the organization's template for a new project request via email, the email can be standardized as part of the process for the program management team, or the individuals responsible for requesting and securing approval and funding. The sections of this template may include instructions, complexity, deliverables by project lifecycle stage, and the approval template with signature blocks.

Success in this area is often achieved through standard tools and templates that help the team quickly understand the scope of work required to execute future projects. For mature programs, the program office typically has a template for quickly assessing high-level estimates using a standard set of assumptions and inputs. The goal is to avoid delivering more time than necessary on future projects.

The estimating template should be structured to provide the necessary details for both the program and customer executive management teams. Thresholds can be established for automatically determining which deliverables will be required, the complexity levels, and the number of resources needed to provide a conservative high-level estimate for the initiative. The template should also capture assumptions, risks, and constraints associated with the effort.
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Many of the assumptions, risks, and constraints are similar across both inflight and proposed projects and can often be reused, with updates specific to the unique items of the proposed project. Like all other processes, tools, and templates discussed in this document, the project estimating tool matures over time, and the team develops a rhythm for quickly assessing the inputs, along with the unique assumptions, risks, and constraints, to provide a conservative estimate that they can confidently accomplish.

1.1.2.2 Project Schedule 

NOW THAT THE PROGRAM has a reliable way to manage scope, the next step is to clearly understand the approach of the development team and establish a standard development process for all project teams across the program. This can most effectively be achieved through a standard project schedule, beginning with the project life cycle and work breakdown structure.

It is possible that more than one type of schedule template may be required. For example, you may need different schedules for various types of application development projects, such as transactional system projects, reporting projects, business intelligence development projects, and standard templates for implementing and upgrading new products. Creating standard schedule templates for project managers is the most effective way to ensure consistency in the information provided across the program. The ability to set up this tool for project managers will play a significant role in how easily the program office can expand and contract.
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back in 30 minutes, he is on top of Space Mountain”.
As the team waited for the return call, stresslevels
increased because the customer was aware of the
issue and tracked the remediation time as part of
their quality metrics. In this particular scenario, the
problem was resolved within a couple hours but it
caused unnecessary stresson the team member, the
customer, and the larger program team and
interruption to the family's quality time.
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Career Note: The program manager should be well
versed in program and project management. The
person in this role should either already have or set
a goal of obtaining, at minimum, a Project
Management Professional (PMP) certification,
Program Management (PgMP) certification, or an
advanced degree in project management. Having a
deep knowledge of the business, facilitation and
communication, is helpful with the executive
management interaction.
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Note: One approach is to start by delegating as
many tasks as you can to the most junior resource
on the team. The right junior staff members are
often eager to learn and provide value. This
approach may take a bit of time; however, it pays
dividends during crunch time when the leader has
to focus on strategic initiatives.
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Note: Some government organizations have a
mature process for approval steps to access their
systems.If the approval processis not automated or
actively managed, an approval task may sit in
someone’squeuefor a long time. Understanding the
end-to-end process allows both the customer and
the client organization to work together to
determine the best process to track the progress
and help minimize any schedule risk due to
onboarding delays.
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Anecdote:  Personal  scenarios based on
practitioners’ working experience.
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Note: If the program manager has two deputy
managers, one for Application Development and the
other for Infrastructure and Operations, then it is
recommended that you have at least three sections:
Program Office (capturing the knowledge assets
including templates, training, deliverables, and
contract material); Application Development
(capturing the development standards and process
with deliverables from each application project);
and Infrastructure and Maintenance, (capturing the
key performance indicators and SLAS for help desk
response and infrastructure reference content).
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Note: Many individuals new to the field of project
management find estimating to be frustrating
because of the upfront lack of information. One
technique is to agree and reconfirm the assumptions
of the estimate. The estimates, like project plansand
schedules, do change over time. The project team
should have a high level of confidence of any
estimate or schedule provided to the customer f the
assumptions, constraints and risks are constant.
This approach makes it more acceptable for the
managers providing the conservative input, and
allowsthe decision makers to assessthe information
to make the best decisions while working with the
customer on finalizing the initiative scope.
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Career Note: Considerations for individuals
interested in pursuing a particular area of study
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Career Note: The product support team member
supporting this activity can study and prepare for
schedulespecific certification (i.e., PMI - Scheduler)
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Note: General tip or note about the topic.
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