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Will you appoint a dedicated 
team solely to work on the 
program, or will you use exist-
ing staff to do the work along-
side their “day job”? 

Review and redesign your 
strategy to accommodate your 
constraints. It’s better to blend 
your ambition with realism. 
Otherwise you’re under severe 
pressure from day 1, and it’ll 
only take one “harmless” inci-
dent to push you under.

This is a mistake. Executing 
a program requires full-time 
focus. If you plan to use 
existing staff, assign them 
100% to the program – don’t 
ask them to balance both roles.

What type of Program Director 
will you appoint? 

Are your executive team all on 
the same page, in terms of what 
needs to be done?

No / Unsure

Don’t start. If one or more 
executives don’t share the 
vision, it will quickly hit choppy 
waters. Revise your 
presentation/pitch so you can 
get full exec-utive support.

Yes

How many business-critical 
programs do you plan to run at 
once?

Too many programs mean you 
have blurred focus. Adopt a 
step-by-step approach, where 
you have enough resources to 
successfully complete each 
program. Prioritise, and don’t 
take on, say, more than 2 busi-
ness-critical programs at any 
one time.

2+

Are your goals realistic? Have 
you allowed time for unforeseen 
circumstances? Have you 
factored in limits for budget, 
capability and resources?

1/2

Yes

The plan is to 
use existing 
staff only to do 
the extra work 

We’ll use a 
dedicated team

A full-time 
executive to 
actively lead it 

Bad idea. Make the Program 
Director a C-level appointment 
with matching authority for the 
tough decisions and judgment 
calls that will have to be made.

A coordinator 
to oversee 
the program

Have you set up a clear
reporting system that will 
enable you to answer 
questions like:

- What has happened?
- Why has it happened?
- Is it going to continue?
- What are we going to do
about it?

No / Unsure
This points the way to failure. 
Problems will stay hidden – 
until it’s too late to rescue a 
program. Taking shortcuts now 
will come back to haunt you 
later.

Do you have strategic 
relationships with suppliers 
you can trust?

Choosing the right suppliers 
and having strong working 
partnerships can make or break 
your program. Develop a 
‘partner-to-win’ approach and 
work with those who share 
your vision.

Are robust risk and 
contingency plans in place?

No / Unsure

The more you understand the 
risks, the more your team can 
steer clear of them. Avoid 
‘zero-contingency’ plans or 
schedules involving guesswork. 
Look out for cross-dependen-
cies between programs. Any 
program is vulnerable when its 
outcome depends on another 
program’s success. Review the language your

team uses to communicate. Is
there too much jargon? Is there 
a lack of ownership, with 
people using weasel-words 
such as ‘someone should do 
this’ or ‘that needs to be done 
by someone else, not us’?

Plain talk might not be easy, but 
it’s the only way to build a solid 
foundation for program execu-
tion. Using clear and precise 
language helps to invigorate, 
motivate and lead people. Most 
importantly, it means everyone 
fully understands what’s 
involved. You don’t have time to 
skirt around issues.

No

Great – you’re all set to start 
your program! 

To support your journey, equip 
yourself with Mentor’s eBooks 
for knowledge and advice from 
experienced program veterans. 
We also strongly recommend 
you visit the Mentor Blueprint, 
for in-depth analysis of the 
steps highlighted in this 
Decision Tree.

Yes

How to nail your transformation program 
The shift from strategy-mode to execution-mode is a time of huge vulnerability for any 
company.
 
This is a point where any bad judgement-call can cripple execution from the kick-off.
 
The same things go wrong again and again: companies frequently misjudge how 
much work is involved and casually exaggerate their delivery capability.
 
We have created a simple interactive Decision Tree to help you pinpoint and side-
step common problems that crop up continually on business-critical programs.

http://mentoreurope.com/contact/
http://mentoreurope.com/services/blueprint/
http://mentoreurope.com/resources/ebooks/
http://mentoreurope.com/



