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Foreword

ISO (the International Organization for Standardization) is a worldwide federation of national standards
bodies (ISO member bodies). The work of preparing International Standards is normally carried out
through ISO technical committees. Each member body interested in a subject for which a technical
committee has been established has the right to be represented on that committee. International
organizations, governmental and non-governmental, in liaison with ISO, also take part in the work.
ISO collaborates closely with the International Electrotechnical Commission (IEC) on all matters of

elect

The

desc
diffe
editd

rotechnical standardization.

proteatfres—Hsea—to—aeverop—ta e ehtana—tn ~—irrefrdea—tor— trther—+aatiatenance are
ribed in the ISO/IEC Directives, Part 1. In particular, the different approval criterianeeded for the
Fent types of ISO documents should be noted. This document was drafted in acéordance with the
rial rules of the ISO/IEC Directives, Part 2 (see www.iso.org/directives).

Attention is drawn to the possibility that some of the elements of this documént may be the subject of

patel
any

it rights. ISO shall not be held responsible for identifying any or all such patent rights. Details of
atent rights identified during the development of the document will be in the Introdug¢tion and/or

on tHe ISO list of patent declarations received (see www.iso.org/patents);

Any trade name used in this document is information given for the'éonvenience of users gnd does not

consfitute an endorsement.

For an explanation of the voluntary nature of standards; the meaning of ISO specifi¢ terms and

exprgssions related to conformity assessment, as wellvas information about ISO’s aglherence to

the World Trade Organization (WTO) principles in‘the Technical Barriers to Trade| (TBT), see

www.iso.org/iso/foreword.html.

This|document was prepared by Technical Committee ISO/TC 258, Project, programme qnd portfolio

mandgement.

This|second edition cancels and replacesthe first edition (ISO 21503:2017), which has been technically

reviged. The main changes are as follows:

— {ferms and definitions, figures and the text have been aligned with ISO 21500:2021 and
1SO 21502:2020.

Any feedback or question$ on this document should be directed to the user’s national standards body. A

complete listing of theseZbodies can be found at www.iso.org/members.html.
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Introduction

This document provides guidance on concepts, prerequisites and practices of programme management
that is important for, and has an impact on, the performance of programmes.

This document is intended for use by:

— executive and senior management and those individuals involved in the sponsorship of programmes;

— individuals managing and participating in programmes;

— develop|
— develop,

This docum|
better apply

ers or national or organizational standards;

ers of programme management methods and processes.

ent can be tailored to meet the needs of any organization or individual, so.that they can
concepts, prerequisites and practices of programme management.

Vi
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Project, programme and portfolio management —
Guidance on programme management

1 Scope
This document gives guidance on programme management. It is applicable to any type of organization
inclupdi T i I . in terms of
complexity.

This|document provides high-level descriptions of relevant terms, definitions, concepts, prerequisites
and practices, including roles and responsibilities that form good practice in pragramme njanagement.
It dogs not provide guidance on processes, methods and tools.

2 Normative references

Therk are no normative references in this document.

3 Terms and definitions
For the purposes of this document, the following terms@nd definitions apply.
[SO dnd IEC maintain terminological databases forsuse in standardization at the following gddresses:

— ISO Online browsing platform: available athttps://www.iso.org/obp

— IEC Electropedia: available at https:/fiwww.electropedia.org/

31
baseline
referjence basis for comparison-against which performance is monitored and controlled

[SOURCE: ISO/TR 21506:2018; 3.5]

3.2
benefit
created advantage,value or other positive effect

[SOURCE: IS@/TR 21506:2018, 3.6]

3.3
deliyerable
unique and verifiable element that is required to be produced by a project (3.14) or programme (3.10)

[SOURCE: ISO 21502:2020, 3.9, modified — “or programme” has been added.]

3.4
governance
principles, policies and framework by which an organization is directed and controlled

[SOURCE: ISO/TR 21506:2018, 3.25]

©1S0 2022 - All rights reserved 1
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governing body
person, group or entity accountable for the governance (3.4) of an organization, organizations or a part

of an organi
[SOURCE: IS

3.6
outcome
change resu

[SOURCE: I

zation

0/TR 21506:2018, 3.26]

Iting from the use of the output (3.7) from a project (3.14) or programme (3.10)

021502:2020 313 modified — “or prngrqmmp" has bheen added ]

3.7

output
aggregated
result

[SOURCE: IS

3.8

portfolio
collection ¢
strategic ob

[SOURCE: IS

39
portfolio c(
project (3.14

[SOURCE: IS

3.10
programm
group of prd

[SOURCE: IS

3.11

programm
assessable d
strategic an

[SOURCE: I§
together to
programme

tangible or intangible deliverables (3.3) that form the project (3.14) or programme (

0 21502:2020, 3.14, modified — “or programme” has been added.]

f portfolio components (3.9) grouped together to facilitafe their management to
ectives

0/TR 21506:2018, 3.42]

mponent
), programme (3.10), portfolio (3.8), or otherxelated work

0/TR 21506:2018, 3.43]

2

lgramme components (3.12) managed in a coordinated way to realize benefits (3.2)

0/TR 21506:2018, 3.50}

e benefit
utcome (3.6) byymanaging interrelated programme components (3.12) together to ac
H operational/ebjectives

achjeve strategic and operational objectives” has replaced “viewed as an advantag
stakeholders and contributing to the programme objectives”.]

3.10)

meet

hieve

0/TR 21506:2018, 3.51, modified — “by managing interrelated programme components

re by

3.12

programme component
project (3.14), programme (3.10) or other related work

[SOURCE: IS
3.13

O/TR 21506:2018, 3.52]

programme management
coordinated activities to direct and control the realisation of identified benefits (3.2) and deliverables

(3:3)
[SOURCE: IS

O/TR 21506:2018, 3.54]
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project
temporary endeavour to achieve one or more defined objectives

[SOU
3.15

RCE: ISO 21502:2020, 3.20]

project management
coordinated activities to direct and control the accomplishment of agreed objectives

[SOU

RCE: ISO 21502:2020, 3.24]

3.17
spon
pers

[soy

3.18
stak
pers
affed

[SOU

4

4.1
This

to ey
orga

4.2

4.2.1
This

establishment, aligninerit, structure and stakeholders.

4.2.2

Prog|
char

sor
bn responsible for obtaining the resources and executive decisions to enable success

RCE: ISO/TR 21506:2018, 3.78]

eholder
bn, group or organization that has interests in, or can affect, be affected by, or perceiv
ted by, any aspect of the project (3.14), programme (3.10) or portfolio (3.8)

RCE: ISO/TR 21506:2018, 3.79]

Concepts of programmes and programme hianagement

General

clause describes the concepts of programmes and programme management. It provid
ecutive and senior management on, how programme management should be integ
hization or organizations.

Concepts of programmes

General

subclause describes the concept of programmes, and describes a programmsg

Programme characteristics

rammes can be strategic, transformational or operational, and have one or more of t
hcteristics:

e itself to be

es guidance
rated in an

'S purpose,

he following

— programmes comprise programme components that have interdependent and interrelated
relationships to one another;

— programmes provide outcomes and benefits for stakeholders and contribute to strategic,
transformational or operational objectives;

— programmes have complexity and uncertainty, which need to be managed and reduced where
possible.

Complexity and uncertainty in relation to programmes can include:

— unclear and uncertain objectives to be achieved;

— context and other external factors;

©ISO
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— social, political, economic, sustainability and legal dynamics;

— technological aspects;

— constraints, such as time, cost, quality and risks;

— interdependencies and integration among the programme components;

— logistical issues;

— stakeho

lders’ diverse viewpoints and expectations.

4.2.3 Pur

The purpos
to strategid
individually

pose of the programme

and operational objectives, that cannot be realized when componentsare man
The programme can also have objectives, such as improving efficiency,«educing th

and realizing opportunities.

4.2.4 Pro
When estab
— develop,
— managi
— commu
— improvi
— optimiz
— optimiz
— managi
— steering
— support

— identifyj
6.6);

— aligning

When estal
consideratid

pramme establishment

ishing a programme, activities that should be considered include:

ing a common approach to managing programme compornents;

hg stakeholders’ views and interests (see 6.4.8);

hicating internal and external aspects of the programme;

ng benefits realization, particularly in scheduling the early realization of benefits (see

ing the use of resources across programme components (see 6.4.5);

ing cost, schedule and quality (see'68.4.6, 6.4.7 and 6.4.4);

hg the risks and issues of the programme (see 6.4.2);

r and aligning the programme components (see 6.4.2);

ing a business rationale; which defines the objectives of the programme;

ing benefits to beyrealized by managing the individual components as a programme

with one-of more of the strategic, transformational and operational objectives.

blishing® a programme, organizational risk or uncertainty can be of concern.
ns.to be addressed include:

e of the programme should be to deliver outcomes and realize benefits, whichrare aligned

aged
reats

6.6);

(see

The

— level of complexity (see 4.2.2);

— level of risk associated with the achievement of the programme’s objectives and potential changes;

— degree of organizational change required;

— level of risk regarding required resources.

© IS0 2022 - All rights reserved
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4.2.5 Programme alignment

Programmes can be established in a single organization, across multiple organizations or within a
portfolio. Programmes should be aligned to the governance framework. An example of programme
alignment is shown in Figure 1, which illustrates a context and environment within which a programme
can exist. The organizational strategy should be used to identify, document and evaluate opportunities,
threats, weaknesses and strengths, which can help inform future action. Selected opportunities and
threats can be further examined and justified resulting in a programme being initiated. The outputs
from the programme are expected to deliver outcomes, which should realize benefits for the sponsoring
organizations, as well as for internal or external stakeholders.

External environment

Organizational environment
< Stakeholders Gov,
Organizational governance environment
- Opportuiities, >
_________ Strateqy, Objectives )< > 4
! & 9 2o Threats
! Governance of projects, l
) programmes and portfolios Requirements,
Benefits Business cases
¥
| O N Portfolios
Opejrations :
: \cg' Programmes
: N5
: X : :
: N : Projects
¥
R WY \O ............
Outcomes, ¢ ~
Outputs, <
Deliverables |
NOTH The dashed lines\ofithe operations box indicate that operations can stretch into projects,|programmes

and gortfolios (the dashedlines can be referred to as “other related work”).

Figure 1 -<An example of programme alignment within an organizational context

© IS0 2022 - All rights reserved 5
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A programme should consist of at least two programme components. The structure of the programme
should be designed to reflect aspects such as the outcomes and outputs required, the nature and
complexity of the work, the types of components needed and the characteristics of the organization

performing the programme.

Figure 2 shows an example of a structure for a programme including relationships between and among
programme components such as projects, a programme and other related work.

NOTE
the program

Other related work can include activities performed by functional and operational areas that support
e and its components

[ Organization ]

Portfolio

Por

Figur

4.2.7 Pro
The stakehd
— be affeq
— influeng
— have ex
Programme
— sponsof
— busines
— prograrj

— interna

folio Progra

1
; Other 1 Other
[ Project J [relatedwork} [ Prgegy J [relatedwork}

Other

[ Project J [ related work

S,
S OWNers;

hme teain;

p 2 — An example of relationship between projects; programmes and portfolios

pramme stakeholders
lders of a programme can:
ted by the programme, its outcomes; outputs or its deliverables;

e the programme, its outcomes, outputs or its deliverables;

pectations of the programme, its outcomes, outputs or its deliverables.

stakeholders can include:

and éxternal partners and organizations;

— core fu

ctional teams,

— support teams;

— programme management office;

— users.

4.3 Concepts of programme management

4.3.1 Gen

eral

This subclause describes programme management, its purpose and its life cycle.

© IS0 2022 - All rights reserved
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4.3.2 Programme management

Programme management comprises those activities required to meet the programme sponsor’s
requirements. These activities should provide a consistent approach and should include:

Progjramme management can enable the realization of twetypes of benefits:

establishing the organization of the programme;
developing and implementing the governance and management framework of the programme;
initiating, steering and aligning programme components;

managing the programme to achieve objectives, deliver outcomes and realize benefits (see 6.5);

anaging stakeholders’ engagement;

anaging the risks and issues of the programme (see 6.4.2);

ontrolling changes to the programme baseline (see 6.4.3 and 6.5);
anaging the integration of the performance of programme components;
anaging communication;
anaging scope, cost, schedule, resources and quality;

anaging resources across programme components.

internal benefits that are generated by managingthe programme components, as an integrated set
f activities;

¢xternal benefits that contribute to achieving strategic, transformational or operationgl objectives.

Benefits, tangible or intangible, can be;Tealized both during the programme life cycle and after
the dlosure of the programme. The programme should be organized and planned in ordé¢r to deliver

outcpmes and realize benefits as early as possible.

4.3.3 Programme management purpose

The purpose of programme’management is to provide a consistent approach to the following:

embracing complexity and uncertainty in the context of the programme;
¢nabling inVestment in programme components;

qligningwith the organizational strategy and acceptable level of risk;

(Pptimizing organizational capability and capacity;

securing benefits from investment;

identifying and managing stakeholders’ interests.

One example of implementing the organizational strategy and realizing benefits through programmes
and related projects is depicted in Figure 3.

©1S0 2022 - All rights reserved 7
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NOTE 0}
Figure 3
4.3.4 Pro

'(_;‘:letir_ilztit_e_to Strategy, Assess /" Opportunities, >
! Objectives Threats
! Develop l
. < Requirements,
Benefits Business cases
1 Define
Programmes
Realize .
Projects
Accomplish
Outcomes, i
Outputs, <
Deliverables

bportunities and threats are seen from a strategic perspective.

- An example of strategy implementation through programmes and related projects

pramme life cycle

The programme should start from the time a decision is made to initiate it or on an agreed start|date,
5 the earliest. The programme should end when a decision is made to close it or a date for
closure is fofmally agreed, whichever is the later.

whichever i

Reasons to (
— the prog
coordin|

achieve

lose a programme can include:

bramme scope has been completed;

ation of the interrelated components of the programme is no longer needed;

ment of the benefits is no longer possible or necessary.

A programnpe should be phasediiirorder to organize, manage and integrate the programme components

that enable

he delivery of the-outcomes and realization of benefits.

5 Prerequisites-for programme management

5.1 Gene

ral

This clause provides guidance to executive and senior management on the prerequisites that should be
considered before implementing programme management within an organization and its sustainment.

5.2 Evaluating the need for programme management

When deciding whether to implement programme management within an organization, the ability to
integrate other related work and the capacity to absorb change should be considered. To evaluate the

need for programme management, factors can include:

— impact on governance within the organization;

— alignment with strategic and operational objectives;

organizational structure, maturity and culture;

© IS0 2022 - All rights reserved
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ability to work across and within organizational boundaries;

impact of organizational change, both internally and externally;
availability of human resources, and their knowledge, skills and abilities;
budget impacts;

effort required for implementation.

Justification at the organizational level should address the need, risks, benefits, resources required, and
how the proposed implementation of programme management aligns to the strategic and operational
obje¢tives of the organization. The implementation of programme management can be ¢valuated in

term|s of the following:

takeholder engagement and management;
alanced stakeholder views and interests;
internal and external communication;

se of resources;

rganizational efficiencies;

udget, schedule and quality;

gkills required;

fisk visibility and management;
Iuanagement of complexity;

rogramme alignment, control and reporting of the programme components and associated
¢lements;

trealization of benefits.

The Justification for the implefmentation of programme management within an organizatign should be

docujmented in a business case or other similar documented analysis.

5.3

Implementing programme management in organizations

Whepn planning €e~implement programme management, executive and senior management should

address:

‘]mnanaging the need for the alignment of programmes to organizational strategy;

vestment in the required financial and additional resources;

the need to negotiate, invest in and balance resources throughout the organization;
the management effort required to monitor and control the programme and its intended benefits;

the demand for coordination and communication both internally and externally to support the
programme;

the need for change and complexity management;
conflicts in project and programme management integration;
conflicting priorities between organizational and operational functions;

organizational challenges in relation to culture, skills and geographic location.

©1S0 2022 - All rights reserved 9
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5.4 Governance of programmes

Alignment of programme management should consider organizational governance. This alignment
should have a strategic rationale and relationship. Strategic alignment of programme management
should achieve synergistic outcomes within the organization or across the participating organizations.

At the organizational level, systems, procedures and processes should already be aligned. The
organization should define how and which resources will be allocated to the management and control
of programmes and their components so that opportunities for efficiencies and alignment can occur.

Programme management should align with the governing organization or portfolio. The alignment

ts to

should imp
realize addi

Sustainabili
balancing aj
the executiy
strategic ali

Refer to ISO

5.5 Estab

ovatha managamant and daolivary of nrograrmmac and thate 1ndividial comnanag
OV et T T S ST e T T S ST ey Sy OT o5

programmes—and-their individual compone:
fional benefits.

Ly of programmes and their components within an organization should be aligng
1d optimizing social, economic and environmental characteristics. The relationship a
e and senior management to have oversight of programme managentent, and en
bnment and the selection of programme components.

21505 for further information on this topic.

lishing programme roles and responsibilities

5.5.1 Genleral

Executive 4
responsibili

assist W

support

nd senior management should assign and defipe ‘the programme management 1
fies, accountabilities and limits of authority. These'roles should be defined to:

ith providing the required resources, capabilities, processes and tools;

and enable organizational change and«fealization of the programme’s benefits.

Key roles and responsibilities to be defined include the programme sponsor (see 5.5.2), progra

manager (s€

5.5.2 Pro

The prograr
the progran

— aligning
aligning

commu

e 5.5.3) and programme managenient team (see 5.5.4).

pramme sponsor

nhme sponsor should beresponsible for the programme overall strategy and for advocg
ime including:

the programme with the organizational strategy;
the programme with the business case or with similar documentation;

hicatingthe objectives of the programme;

delegati

d by
lows
hbles

oles,

mme

cy of

ng.authorities to the programme manager;

making

interfac

approvi

10

decisions that impact the programme;

ing with executive management or other organizational management bodies;

engaging customers and other stakeholders;

resolving issues and conflicts beyond the programme manager’s authority;

ng or facilitating changes to the programme baseline.

© IS0 2022 - All rights reserved
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5.5.3 Programme manager

The programme manager should be responsible for the overall performance of the programme and
coordinating the programme components including:

5.5.4 Programme management team

The
one

The

The

managemeit, performance management, assurance, audit and other functions as required
on the pfogramme management team can have specific or additional roles and responsibil

of a

acting on direction from the programme sponsor;
leading and resourcing the programme and the programme management team;
making decisions and directing the programme management team;

achieving the programme objectives and realizing the programme benefits;

esolving problems and conflicts within the programme;
roviding an interface to organizational management;
roviding an interface with stakeholders;
onitoring and advising the programme sponsor on the alignment and.progress of the

yorking with the programme sponsor and organizational managemeént to support the
programme;

¢ontrolling the interrelationship between programme coniponents.

brogramme management team should be responsible for the performance and impler]
or more programme components or functions.

programme management team can includethe following roles:

rogramme Sponsor;
Irogramme manager;

¢hange manager, when appropriate;

Pprogramme component managers;

jdministrative suppert;

ther technicalfunctions required by the programme.

programine management team can be supported with reporting, training, consulti

programime,;

needs of the

nentation of

ng, contract
Individuals
ities as part
the broader

programme. Those working on the programme components can be considered part of]

programme team.

6

6.1

Managing a programme

General

This clause describes the practices for the establishment, integration, control, benefits management

and

closure of a programme.

© IS0 2022 - All rights reserved
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6.2 Establishing a programme

6.2.1 General

Establishing a programme should include defining and establishing a framework for programme
management, consistent with the management context, and a programme design and plan.

6.2.2 Framework for programme management

The framework for programme management should enhance the performance of the programme
including identification and realization of benefits. The development of the framework should include:

— establishing responsibility and accountability for programme planning, implementation| and
control;

— facilitatiing supporting roles and providing necessary resources.

6.2.3 Programme design and planning

Programme|design and planning activities should include:

— identifyjing the vision and objectives of the programme;

— identifyling the needs and expectations of the stakeholders;

— identifyfing a strategy and activities associated with change;

— developjing a strategy for stakeholder engagement;

— identifyling the possible programme components;

— identifyling interdependencies between programime components;
— developjing the programme plan, prioritiessand integrated schedule;
— identifyjing the resources required fox the programme;

— identifyling and securing funds;

— planning for benefits realization;

— identifyling the reportingframework of the programme;

— identifyling roles and-responsibilities.

6.3 Programme integration

6.3.1 General
Programme integration should include the integration of strategy, requirements, components and

functions. Programme integration can also include taking advantage of the synergy created by
managing components together.

6.3.2 Strategic integration

By balancing the programme’s deliverables, outputs and outcomes against organizational strategy and
objectives, the organization should be able to improve sustainability and benefits realization.
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6.3.3 Requirements integration

Requirements integration should support, but may not be limited to, the following:
— mapping of the programme benefits to the stakeholders’ expectations;

— aligning requirements of the programme and its components;

— coordinating requirements among the programme components.

6.3.4 Componentintegration

Integration of programme components should consider interdependencies, which can inclulde:
— gimilar or interrelated programme components;

— awareness and control of the larger investment;

— ¢fficiencies in shared resources;

— programme-level approach to threats and opportunities;

— ¢ostreductions through shared activities;

— ¢nvironmental controls and impact;

— 1Inanagement and control of programme components;

Programme component integration should be established and may include:
— ¢versight of the interactions among programmie components;

— ¢ompatibility between the processes and systems;

— ¢oordination of outputs to meet objéctives;

— ]ntegration of the inputs and putputs of the programme components;

ntegration of the outcomeés to enable the realization of programme benefits.

6.3.§ Functional integration

Fundtional integration’ can require the alignment of engineering, quality, legal, finance, operations,
information techfielogy, human resources, programme processes, systems and change activities. This
integration sheudd be performed to realize expected benefits and achieve programme obje¢tives.

6.4 | Programme management practices

6.4.1 General

A common application of practices across programme components should be applied to enable
programme integration, control and management. A programme may require the component managers
to select and implement specific programme practices and systems. Also, there are practices that are
unique in their application within the programme to enable integration control and oversight. The
practices described in 6.4.2 to 6.4.8 can be used throughout the programme life cycle.
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