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Case Study: The "Future-Fit" Initiative

Background

Project Manager: Alex, newly appointed.

The Undertaking: The "Future-Fit" Initiative. This initiative is a massive overhaul of the
organization's entire customer engagement ecosystem.

e Scope: Replacing the legacy Customer Relationship Management (CRM) system,
developing three new customer-facing mobile applications, migrating all historical
customer data, retraining the global sales and support teams, and building a new
Al-driven analytics platform to track the performance of the new systems.

e Organizational Impact: It is directly linked to the top-level business goal of “Increasing
Customer Lifetime Value by 25% over the next five years."

e Timeframe: Estimated to take 3-5 years to fully implement.

@ Alex's Dilemma: Project, Program, or Portfolio?

Alex recognizes the huge scope and is trying to decide the right structure for governance and
execution.

Option 1: Manage it as a Single Project (with Phases)

A Project is a temporary endeavor to create a unique product, service, or result.’

Consideration Outcome for "Future-Fit" Why it Fails

Complexity & Scope Too massive; it involves A single Project Manager
multiple different, and Project Charter would
specialized teams (IT, struggle to manage the
Sales, Marketing, Data disparate dependencies
Science). between developing an
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app, migrating data, and
retraining staff.

Benefits Realization

Benefits are only realized
at the end when
everything is complete.

The organization needs to
start realizing value sooner
(e.g., the new CRM being
used by the Sales team
while the Al platform is still
in development).

Integration

It's difficult to manage the
underlying conflicts (e.g.,
the mobile app needs data
that the migration team

hasn't finished moving yet).

It would be an unwieldy,
high-risk single project.

Option 2: Manage it as a Program

A Program is defined as a group of related projects, subsidiary programs, and program
activities managed in a coordinated way to obtain benefits not available from managing them

individually.?

Consideration

Outcome for "Future-Fit"

Why it Succeeds

Complexity & Scope

The "Future-Fit" Initiative
can be broken down into
smaller, related projects, all
working toward the same
strategic goal.

It allows a Program
Manager (Alex) to focus on
strategic alignment,
interdependence, and
benefits realization, while
individual Project
Managers handle the
day-to-day execution.

Benefits Realization

Benefits can be delivered
incrementally.

The new CRM can launch
(delivering the first
benefit), followed by the
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first mobile app (delivering
the second benefit), all
governed under the
umbrella goal of
"Increasing Customer
Lifetime Value."

Integration

The Program Manager
manages the
dependencies and conflicts
between the projects (e.g.,
ensuring the Data
Migration project delivers
its cleaned data to the Al
Platform project on time).

This structure is perfect for
a large-scale,
interdependent, strategic
change initiative.

Option 3: Manage it as a Portfolio

A Portfolio is a collection of projects, programs, subsidiary portfolios, and operations

managed as a group to achieve strategic business objectives.

Consideration

Outcome for "Future-Fit"

Why it Fails

Strategic Goal Alignment

The "Future-Fit" Initiative is
one key business strategy.

A Portfolio manages
multiple, potentially
unrelated strategic
initiatives (e.g., "Future-Fit"
Initiative, "New Market
Penetration" Initiative, and
"Manufacturing Cost
Reduction" Initiative).

Relationship of

All components (CRM,

Portfolio components are

Components apps, data) are highly often not directly related in
related and terms of execution, but
interdependent. only share the same

organizational resources
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and strategic priority.

Focus

Portfolios focus on "Are we
doing the right things?"
and resource allocation
across the entire company.
Programs focus on "Are we
doing the things right?"
and delivering the specific
strategic goal.

ax

Recommendation for Alex

Based on the scope, complexity, and direct link to a single, major strategic goal, the
Future-Fit Initiative must be structured and managed as a Program.

Alex should transition from a Project Manager role to a Program Manager role, with the

following structure:

e Program Name: Future-Fit Initiative (Program)
e Program Manager (Alex's Role): Strategic oversight, dependency management,
stakeholder communication, and ensuring benefits realization.

Component Project

Goal

Managed By

Project 1: CRM System
Replacement

Implement and stabilize the
new CRM for sales and
support teams.

Project Manager A

Project 2: Mobile
Application Suite

Design and launch the
three customer-facing
mobile apps.

Project Manager B

Project 3: Legacy Data
Migration

Clean, transform, and move
historical customer data to
the new platform.

Project Manager C

Project 4: Al Analytics

Build and train the Al

Project Manager D
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Platform engine for customer value
tracking.

This structure ensures the entire initiative is aligned with the business strategy while providing
the necessary management focus for the interdependent and complex component parts.

Would you like a brief summary of the key differences between a project, program, and
portfolio?
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