Program Governance Overview
Governance may be defined as the use of institutions, statues of authority, and collaboration to allocate resources and coordinate or control activity within a project, program, or portfolio.

In order to establish a governance framework it is important to distinguish between project, program, and portfolio management. According to the Project Management Institute (PMI): 

A project is defined as “a temporary endeavor undertaken to create a unique product, service, or result”.
A program is defined as “comprised of multiple related projects that are initiated during the program’s life cycle and are managed in a coordinated fashion”.

A portfolio is “a collection of components (i.e. projects, programs, portfolios, and other work such as maintenance and related ongoing operations) that are grouped together to facilitate the effective management of that work in order to meet strategic business objectives. The projects or programs of the portfolio may not necessarily be interdependent or directly related”.

Departments, Agencies, and the State of California as a whole each has a portfolio of business which must be managed. Most projects and programs are managed by entities within a single department. 

On occasion a program arises whose scope spans multiple departments and perhaps even agencies which are not only sponsors but also actively manage component projects within the total program. A multi-departmental governance framework is needed which will provide the coordination and decision-making necessary to realize the intended benefits of the program. 
The multi-departmental project governance framework facilitates and guides the achievement of a common understanding and agreement among the Sponsors, Program/Project Management, and other key external stakeholders as to their scope of authority, relationships, expectations, roles, and responsibilities throughout the life of the program and component projects.

Governance Framework components include: a Charter, Governance Plan, Issue and Escalation Process, and Interagency Agreements or Memoranda of Understanding between partnering departments, agencies, and organizations. Early development and agreement on the governance framework is essential to successful collaboration which crosses the traditional division of authority and responsibility between departments and agencies. 

The role of the Program Director is separate and distinct from the Project Director (Executive) of each component project. The Program Director interacts with each Project Director (Executive) to provide support and guidance and to convey the important relationship each project has to the overall program. 

Program Directors should have a broad view both of program objectives and organizational culture and processes. Leverage of resources among program’s projects, evaluation of total ownership costs, and requirements and configuration management across projects are main issues for program managers. 

Program management requires a special blend of technical program management skills, time management abilities, and a solid foundation of people skills, including political skills.  The most important competence, however, is communication. A program director must have strong communication skills to deal with various stakeholders – team members, sponsors, managing directors, customers, vendors, senior management, and other program stakeholders. 

Program management responsibilities include the identification, monitoring, and control of the interdependencies between projects; dealing with any escalated issues and risks among the projects that comprise the program; and tracking the progress of each project and the work needed to consolidate and realize the program’s delivery of service and benefits. 

A program management team supports the Program Manager by providing the information needed to make decisions guiding the program (and component projects) and by providing administrative support in managing schedules, budgets, risks, issues, and other areas required for effective program management and oversight. The program management team also ensures projects are organized and executed in compliance with established standards (e.g. project management and enterprise architecture).
