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MANAGING BUSINESS TRANSFORMATION

with a

TRANSFORMATION PROGRAM OFFICE

No company remains unimpacted by the digital transformation, perhaps your company is at the forefront of this industry
evolution. More likely, your company is like the rest — fighting to react to ever changing competitive pressures and trends.
Assessing and evaluating where to deploy financial and human resources to catch up to the leaders and level the playing field
can create disruptive organizational distractions. Technology innovations are driving so many companies to evolve rapidly
resulting in so many companies needing to reframe their view of organizational culture and to stay ahead of the competition.
One way companies are finding success in managing business transformation is through deployment of a robust Transformation
Program Office or a Transformation Management Office (TMO).

TRANSFORMATION PROGRAM OFFICE (TPO) STRUCTURE

What does a Transformation Program Office offer your company? By dedicating a group of visionary, high impact individuals to a
common purpose, the Transformation Program Office can provide guidance and leadership to the broader organization. This
group would be responsible for driving organizational change in the areas of skill and capability development, technology
adoption and decision support tools to enable realization of the strategic vision. Consider these key pillars of the Transformation
Program Office:
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NOT A TRADITIONAL PROGRAM MANAGEMENT OFFICE (PMO)

The primary differentiation of a Transformation Program Office from a traditional PMO is the emphasis on creating a strategic and
action-oriented mindset. The ultimate purpose is to create sustainable business value despite the significant uncertainty surrounding
transformation. For example, this group will be responsible for developing and driving long-term change. They will also be responsible to
have the vision and ability to implement the right organizational structure to support the business strategy and stated initiatives while at the
same time building a capability to change.

In addition, the TMO is responsible for transforming Strategic Vision into Operational Reality. It provides linkage between the C-level and
shop floor execution through clearly articulated goals, plans and effective resource planning.
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PORTFOLIO MANAGEMENT

A key area of responsibility is portfolio management and strategic project selection. This activity is required to ensure that the
organization is focused on the right initiatives and aligned on priorities. The scope of responsibilities may vary from one
organization to another but at a minimum, strategic initiatives should fall under the purview of the TPO. Be careful not to bog
down the TPO with responsibility for selection of small scale initiatives and specific minor projects. Allocation of capital and
project funding may well be part of the TPO responsibilities as determined by senior leadership.

RESOURCE PLANNING AND ALLOCATION

The TPO should be responsible for critical resource management decisions that will invariably arise as the organization
competes for constrained resources. This must be clearly conveyed to the organization and supported by senior leadership

BENCHMARKING

An important component of the TMO’s remit is benchmarking both internally and externally to ensure that key strategic areas of
the business are performing as expected vis-a-vis the competition. This would also include understanding where the
organization seeks to be competitively advantaged or where the organization is satisfied to be competitively sufficient. A
critical aspect of the TMO agenda is to analyze and assist in creation of appropriate action plans to address competitive gaps.
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METRICS, REPORTING AND PERFORMANCE TRACKING

To ensure that the organization is proceeding against stated goals, it is incumbent that appropriate targets be established and
actual results be measured against those targets. The Transformation Program Office should be the scorekeeper and
broadcaster of these results. Effective tracking should include dashboards and easily understood scorecards that draw
attention to gaps in performance and areas of exceptional performance. The measures must be dynamic and focused on the
areas of performance that matter most. A common mistake is to create overly complex or data laden reports that go unread or
require excessive time to understand. Clear, unambiguous visual reports will go a long way to driving the right actions and
behaviors.

-

PREPARING FOR BUSINESS TRANSFORMATION

Though it may be the right thing for your business to do, creating a transformation program office isn’t without potential pitfalls.
Many companies underestimate the change management challenge. If there is a lack of adequate leadership acceptance or a
lack in clarity around the objective of the program, your transformation will be at risk. Focusing on managerial tools and systems
before processes are well defined is another watch-out.

Ensure organizational alignment to the function’s objective by selecting a leader who has widespread organizational credibility
and political equity. It's imperative that you gain alignment about how the Transformation Program Office will be integrated into
your corporate structure from the start and that it’s clearly understood how the group will be staffed. And, regarding staffing,
make sure to build this function to attract the best and brightest talent from your organization.

Building a team dedicated to sustainable change within your organization can be a successful mechanism to manage business
transformation. A key to success is to have a stable of flexible, deeply experienced and respected resources focused on
identifying and removing barriers to implementing your corporate strategy. Companies that design and implement effective and
efficient forward-looking transformation structures have a much higher likelihood for success. A well-run Transformation
Program Office will accelerate delivery of strategic initiatives and create sustainable business value to enable organizations to
compete in the market in the future.
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