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This template can be used to define roles and responsibilities – a few typical examples for roles within a Programme are given here.
	Title
	Programme Manager

	Role
	The Programme Manager is responsible to the SRO for managing the delivery of the change needed to achieve the strategic objective.  This means managing a range of projects in a coherent way so that the sum of the benefits is greater than the sum of the component parts.

The Programme Manger is likely to be an experienced Project Manager and will also require skills in negotiation and change management.

	Responsibilities

	· Overall management and co-ordination of the programme, its projects and their interdependencies.

· Contributing to strategy, policy and procedure.

· Managing supplier/consultancy/contractual relationships.

· Detailed programme planning and control including:

· Developing and maintaining a detailed programme plan.

· Budgetary control of the programme of projects.

· Managing project outputs in line with the programme plan.

· Managing programme issues and escalating where necessary - includes reviewing escalated project issues to evaluate whether they will affect the programme.

· Resolving cross-functional issues at programme level.

· Liaising with other programme managers particularly where projects have outputs affecting more than one strategic objective

· Ensuring projects maintain focused on benefits.

· Reviewing project requests for change to scope to evaluate any impact at programme level.

· Monitoring project progress and performance.

· Liaison with, and updates progress to, programme steering board/senior management.

· Managing communications with stakeholders (in partnership with Benefits Manager)

· Managing programme evaluation and dissemination activities.

· Working closely with the Benefits Manager to ensure the programme embeds any new working practices.

· May act as Project Sponsor/Executive to the programme’s projects.

· Undertakes the role of Benefits Manager if that role is absent.

	Number of People
	1
	Days per Week
	5
	Total Days for Programme
	1000


The above example resource estimates are assuming a 5-day working week over a total programme lifespan allocation of 200 weeks.

	Title
	Programme Sponsor/Senior Responsible Owner (SRO)

	Role
	The SRO is ultimately responsible for the Programme and delivery of benefits and therefore should take appropriate action where necessary to ensure success.  He or she needs to ensure that the Business Case continues to be sound as external and internal influences, drivers and barriers change during the course of the programme.

The SRO is ultimately responsible for ensuring that authorised levels of expenditure are available to the Programme Manager as necessary.

	Responsibilities

	· Acts as champion of the programme.

· Is accountable for the embedding and institutionalisation of planned outcomes.

· Is accountable for the realisation of benefits.

· Ensures resolution of issues escalated by the Programme Manager or Board.

· Sponsors the communications programme; communicates the programme’s goals to the organisation as a whole.

· Makes key organisation/commercial decisions for the programme.

· Assures availability of essential programme resources.

· Approves the budget and decides tolerances.

· Ensures that the Programme Manager is appraised of any changes to strategy

· Leads the Programme Steering Board.

· Ultimate authority and responsibility for the programme.

	Number of People
	
	Days per Week
	
	Total Days for Programme
	


	Title
	Steering Board/Group Member

	Role
	The SRO is unlikely to work in isolation to govern the programmes within their portfolio.  Unless your organisation is very small the SRO is likely to chair a Programme Board which will include, as a minimum, the Programme Manager and Business Change or Benefits Manager(s).

The Board should meet at key decision points where it may be necessary to take crucial decisions regarding the continuity of the programme.  In addition the SRO, perhaps at the behest of other board members or the Programme Manager may call an extraordinary meeting of the Board should any critical issues arise

	Responsibilities

	· Championing the programme and communicating to stakeholders.

· Managing the Risks associated with the programme.

· Resolving Issues escalated by the Programme Manager.

· Managing Changes that could take the programme outside agreed Tolerance Limits

· Reviewing the Business Case for the programme at key stage boundaries.

· Monitoring external factors that might affect the strategic objective that the programme is addressing.

	Number of People
	
	Days per Week
	
	Total Days for Programme
	


	Title
	Benefits Manager

	Role
	Sometimes called the Business Change Manager, the Benefits Manager has a remit to ensure that the benefits identified by the SRO are delivered by the programme.  The Benefits Manager must be familiar with the existing business processes of the area of the organisation affected by the programme and therefore a large programme affecting several areas, may require several Benefits Managers.

	Responsibilities

	· Works with the SRO / Sponsoring Group to identify and define benefits, how they will be measured and the outcomes necessary to realise them.

· Works with the Programme Manager to identify the necessary projects.

· Works with the Programme Manager to ensure that each project has a scope that encompasses all the necessary deliverables to ensure realisation of benefits.

· Maximises improvements in both Before-Change and After-Change states as projects deliver outcomes into operational use.

· Manage the Change Management requirements of the programme to prepare operational areas for the transition to the After-Change state.

· Co-ordinate and manage any Change Agents

· Ensure measurements are taken of the Before-Change state to enable comparison once the After-Change state is reached.

· Identify, monitor and manage resistance

· Liaise with other appropriate teams and management eg HR, Heads of affected functions, departments and teams

· Monitors climate – morale, workloads, capability to identify risks at programme level

· Ensures continuity of business during the transitional phase

	Number of People
	
	Days per Week
	
	Total Days for Programme
	


	Title
	Project Administrator or Co-ordinator

	Role
	Responsible for maintenance of the programme plan, maintenance and updating of a programme website (if appropriate).  Provides administrative support to the Programme Manager.  May provide a similar centralised function for the programme’s projects and project managers in lieu of multiple project administrators.

	Responsibilities

	· Sets up and manages support functions covering planning, tracking, reporting, quality management and internal communication.

· Produces consolidated reporting to the Programme Steering Board, including milestone summary, key issues, risks, benefits, summary of costs incurred.

· Establishes standards, tools and procedures for use on the programme, including Issue, Risk, Change and Information Management.

· Manages the Programme Library.

· Reviews programme activities for compliance with procedures and standards.

· Manages data security, version control, software and license control.

· Assists with the production of user documentation.

	Number of People
	
	Days per Week
	
	Total Days for Programme
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