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Three levels of guestions

The words describe different management purposes and decision
horizons.

Project question
How will we deliver a defined change? A project

Is a temporary undertaking creating a unigue
result. Success includes useful delivery and its
connection with the intended objectives.

Program question
How do related changes work together to realise

benefits? A program coordinates related projects
and other relevant activity to achieve benefits
that separate management would miss.

Portfolio question
Which investments should the organisation pursue

and balance to achieve strateqy? Portfolio choices
can include projects, programs and operations that
need not be related to one another.

TAKE IT TO YOUR PROJECT
Give one example of each question in your organisation.
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Follow a health-service example

One improvement initiative can contain several kinds of work.

The project
A hospital installs a new appointment system.

The project must deliver usable software,
migration, training and an operating handover
within its authorised scope.

The program
A patient-access program coordinates that system

with a call-centre redesign and clinic workflow
changes. The combined aim is more timely,
reliable access to care.

The portfolio
The health network compares patient access with

building repairs and diagnostic equipment
investments. Funding and specialist capacity
constrain the mix of work it can authorise.

TAKE IT TO YOUR PROJECT
Place a real initiative at the level of the decision being made.
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I Size is a poor shortcut

A large budget does not by itself turn a project into a program.

Look at the purpose
A project can be large and complex. A program

needs coordinated management of related
components for combined benefits. A portfolio is
organised around strategic investment decisions.

Health-service example
A single major building project may cost more

than several coordinated access projects. Its size
does not determine whether the program label is
useful.

Ask for the management need
ldentify which decisions reguire integration,

benefit management or investment prioritisation.
Use that need to define the structure and
authority.

TAKE IT TO YOUR PROJECT
Explain why a budget threshold alone can misclassify work.
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Outputs, outcomes and benefits

The levels remain connected through the change the organisation
wants.

Trace the chain
Outputs are delivered results. Outcomes describe

what changes when people use them. Benefits
express valuable consequences for relevant
stakeholders and the organisation.

Health-service example
The appointment system is an output. Staff using

a consistent booking process is an outcome.
Shorter waiting times may be a benefit if
evidence supports that result.

Keep ownership visible
The project can support adoption, while program

and operational owners coordinate the wider
changes needed for benefits. Assign responsibility
for later measurement.

TAKE IT TO YOUR PROJECT
Trace one benefit back to the outputs and operating changes it depends on.
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Project-level management

A project manager turns an authorised need into coordinated
delivery.

Manage the work

Clarify objectives, scope, plans, responsibilities,
guality, risk and controls. Coordinate the team
and suppliers, adapt to evidence and escalate
decisions beyond delegated authority.

Health-service example
The appointment project discovers that historical

data is inconsistent. It assesses migration work
and options, then seeks the required scope or
funding decision.

Report the useful evidence
Show delivered progress, readiness, remaining risks

and a credible forecast. Link output delivery with
the objectives the project is meant to support.

TAKE IT TO YOUR PROJECT
Write the decision your project needs from its sponsor.
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Program-level coordination

Related projects can succeed locally while the combined change
fails.

Manage the joins
Coordinate dependencies, benefit pathways, shared

resources, organisational change and decisions
across related components. Resolve conflicts with
the overall intended benefit in view.

Health-service example
The system qoes live before call-centre staff

learn the new booking rules. The program
coordinates training and operating changes so the
combined service can work.

Use integrated evidence
Track the interfaces and readiness conditions that

individual project reports may miss. A set of green
status labels does not establish an integrated
outcome.

TAKE IT TO YOUR PROJECT
Name a benefit that needs two projects and an operating change together.
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Portfolio-level selection

A portfolio keeps investment choices connected with strategy and
constraints.

Compare the options
Evaluate strategic contribution, benefits, risks,

cost, capacity and relevant obligations. Decide
what to start, continue, defer, change or stop
using an appropriate governance process.

Health-service example
The network can fund either another clinic pilot

now or urgent equipment replacement. A portfolio
discussion compares the consequences and binding
requirements rather than the loudest request.

Review the mix
Strategic priorities and evidence change.

Rebalance commitments through authorised
decisions while recognising dependencies and the
cost of interruption.

TAKE IT TO YOUR PROJECT
ldentify a capacity constraint that affects which investment can start next.
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Governance and escalation

Each level needs decisions it can make and a route for the rest.

Define the boundaries
Clarify project, program and portfolio authority,

decision criteria and reporting. The labels alone do
not allocate funding rights or operational
accountability.

Health-service example
The project can adjust tasks within tolerance. A

cross-project readiness trade-off goes to program
qovernance. A decision to redirect major funding
needs the relevant investment authority.

Avoid duplicate approvals
A decision should have an accountable route and

useful evidence. Parallel committees giving
inconsistent directions can slow delivery and
weaken ownership.

TAKE IT TO YOUR PROJECT
Map the approval route for one significant cross-project change.
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Dependencies and integration

A dependency has a needed result, an owner and a timing
assumption.

Describe the connection
Record what one component needs from another,

the evidence of readiness and the consequence of
a miss. Include external organisations and
operations where relevant.

Health-service example
The booking project needs validated clinic capacity

data from the workflow project. The receiving
team should know when it will arrive and how it

will be checked.

Manage actively
Review the dependency before the handoff date.

An unresolved interface can require coordination
beyond the individual project's authority.

TAKE IT TO YOUR PROJECT
Write one dependency as a clear supplier-receiver agreement.
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I Shared resources

A collection of reasonable plans can still overload the
organisation.

Look across commitments
ldentify critical skills, facilities and decision

capacity shared by components. Evaluate timing
and priority conflicts using actual availability
rather than nominal assignments.

Health-service example
Three projects each plan to use the same

migration specialist full time next month. Program
or portfolio coordination must resolve the
impossible combined demand.

Choose a feasible mix
Resequence, reduce concurrent starts, develop

capability or change scope. Explain the effect on
benefits and commitments when choosing
between options.

TAKE IT TO YOUR PROJECT
Compare one specialist's combined demand with real available time.
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Bewnefits and measures

Count the result at the level where the change is supposed to
matter.

Choose useful evidence
Project measures may track delivery and

readiness. Program wmeasures can track
coordinated outcomes and benefits. Portfolio
measures assess strategic contribution and the
performance of the investment mix.

Health-service example
A system test pass is relevant to the project.

Reduced booking errors across clinics tests an
access outcome. Strategic reach and affordability
inform the portfolio view.

Keep causal claims honest
An outcome can change for several reasons. Use a

baseline, measurement period and relevant context
before attributing the whole benefit to one
project.

TAKE IT TO YOUR PROJECT
Define a benefit measure with its owner and review date.
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Change and reprioritisation

A local improvement can affect a larger commitment.

Assess the effects
Trace a proposed change through scope,

interfaces, cost, risk, benefit timing and other
components. Use the relevant authority at each
affected level.

Health-service example
Adding a new identity check improves one

requirement but delays training materials and
call-centre changes. Program coordination
examines the combined effect before promising
the new date.

Communicate the decision

Update affected plans and explain which
commitment changed. A portfolio priority change
also needs a controlled response in the projects
that lose capacity.

TAKE IT TO YOUR PROJECT
ldentify who must be involved in a change affecting two components.
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Operations and transition

The benefits usually depend on work that continues after projects
finish.

Plan ownership
ldentify the people who will operate, maintain and
measure the result. Coordinate readiness, training,

support, data and ongoing funding rather than
treating handover as a final emalil.

Health-service example
The booking system is technically ready, but

operations has no support rota. The project and
program resolve the readiness gap before
expanding the rollout.

Review after handover
Assign benefit reviews and improvement

responsibilities. A project's closure can coexist
with continuing operational work and
program-level benefit management.

TAKE IT TO YOUR PROJECT
Name an operating responsibility that needs explicit acceptance.
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Funding and control

Use budgets to support decisions at the right level.

Understand the relationship
A project budget controls a delivery commitment.

A program needs a view of coordinated costs and
benefits. A portfolio allocates and reviews
investment under strategic and capacity
constraints.

Health-service example
Moving funds from a delayed clinic pilot to urgent

equipment is not merely a task-plan adjustment.
It changes the investment mix and needs the
appropriate authority.

Keep the records aligned
Record the authorised decision, affected

components and updated forecasts. Avoid counting
a transfer as a saving in one report and ignoring
the added cost elsewhere.

TAKE IT TO YOUR PROJECT
Trace a proposed funding transfer through its required approvals.
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Work a conflicting-priority case

Apply the levels to a situation where every team has a credible
need.

Scenario
The booking project needs the specialist next

week, the call-centre change needs the same
person, and urgent equipment work also needs
funding.

Reason through it
Resolve the related access-component dependency

through program coordination. Bring the wider
funding and strategic trade-off to the investment
authority with options and consequences.

Check the evidence
Ask what benefit is delayed, what risk is reduced,

which commitment is binding and what capacity
is actually available. Choose a feasible authorised
response.

TAKE IT TO YOUR PROJECT
Write the decisions needed at project, program and portfolio levels.
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Your classification and decision check

Use the terms to improve ownership and coordination.

Aslk about the purpose
Is the main task delivering a defined change,

coordinating related changes for combined
benefits, or choosing and balancing investments
for strateqy?

Apply the evidence
The same initiative can appear in different views.

The appointment system remains a project while
also contributing to an access program and the
networl's portfolio.

Check the structure
Name the decision rights, interfaces, benefit

owners and reporting evidence. A useful
classification helps people act; a label without
these details leaves the work unresolved.

TAKE IT TO YOUR PROJECT
Classify one initiative and explain the next decision its structure should support.
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