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from the Board

ny business transformation is 
a major program, comprised of 
numerous individual projects. 

PMI Today asked two members of the 
PMI Board of Directors how effective 
project/program management can 
mitigate the risks inherent in a major 
change initiative and ensure a higher 
degree of success.

PMI Today: How would you define 
the risk management role of a project/
program manager?

Ms. Carneiro: First of all, let’s remember 
what risk is. Risk is an uncertainty (i.e., 
an uncertain condition or event). This 
uncertainty can have a positive or 
negative effect on one or more project/
program objectives. The most important 
mission of the project/program manager 
is to deliver what was intended and 
promote the outcomes desired—in other 
words, to achieve the set objectives. 
However, if risk management is 
forgotten, one or more objectives of the 
project/program can be in jeopardy. 

Therefore, risk management is essential. 
It is discussed in A Guide to the Project 
Management Body of Knowledge 
(PMBOK® Guide) and The Standard for 
Program Management. However, in 

Continued on page 4

A the real world, sometimes this area is 
relegated to the second or third level. 

The project/program manager 
must use techniques and work 
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Statistics through 30 June 2017

PMI Fact File

PMI has 287 chartered and
18 potential chapters 

…in 210 countries 
and territories 

TOTAL MEMBERS CERTIFICATIONS
Total Active Holders of: PUBLISHING

486,551 

5,612,895
Total copies of 

all editions* of the 
PMBOK® Guide 
in circulation

*includes PMI-published 
translations

More than 5 Million PMBOK® Guide Editions Now in Circulation!

CAPM® Certified Associate in Project Management 33,880
PMP® Project Management Professional 774,406
PfMP® Portfolio Management Professional 450
PgMP® Program Management Professional 1,967
PMI-RMP® PMI Risk Management Professional 4,158
PMI-SP® PMI Scheduling Professional 1,710
PMI-PBA® PMI Professional in Business Analysis 1,479
PMI-ACP® PMI Agile Certified Practitioner  16,283

with other stakeholders to capture 
threats and opportunities from their 
experiences in order to make an 
appropriate risk management plan, 
including identification, qualification, 
quantification, defining responses  
and control, as well as communicating 
this properly.

PMI Today: What are a project manager’s 
most essential skills for supporting a 
successful business transformation?

Ms. Carneiro: Business transformation 
is a contemporary buzzword, alongside 
innovation, agile and disruption. But 
organizations are in a permanent state 
of business transformation to fulfill their 
strategies, stay alive and be competitive. 
Robert T. Vanderwerf, transformation 
strategy leader, KPMG LLP, said that 
“we are living in interesting times,  
with multiple transformation triggers  
all present at the same time, all  
equally intense.”

Transformation does not just happen, 
like magic. It is made through programs 
and projects—there is no other way to 
promote change and achieve strategy.  
It is a very important and fruitful time 
to be a project or program manager, 
because this kind of professional already 
has the essentials skills and they can 
evolve easily to deal with a fast and 
transformational world.

Harold Schroeder, in his white paper 
Transformation: The Role of the Project 
Manager, said “The ‘art’ of transformation 
consists of the more intangible skills 
and attributes that are important in 
managing the people-related aspects 
of transformation, and effectively 
steering projects toward their goals 
in a fast changing, high-risk business 
environment….Management of major 
transformation projects inevitably 
requires a mix of logical, rational and 
analytical left-brain thinking and creative, 
intuitive and holistic right-brain thinking.”

Skills such as planning and control 
capacity, leadership, change 
management, communications and 
interpersonal abilities are essential in 
a transformational environment. Risk 
management is one of those essential 
skills, mostly because to transform a 
business is an unpredictable task, full of 
uncertainties.

You cannot say enough that program/
project managers should open their 
minds, be more holistic, not focus just on 
technical issues, and think more broadly 
than the actual scope of the project or 
program. The transformational business 
approach looks at strategy and business 
objectives—which are broader than just 
delivering outputs on time, on budget and 
with quality.

PMI Today: What tools and resources 
can project/program managers use 
to improve the success of a business 
transformation project?

Dr. White: According to the Boston 
Consulting Group (BCG), between 
two-thirds to three-quarters of business 
transformations fail to deliver their 
envisioned results. BCG, therefore,  
argues that companies need to ensure 
that they not only have the resources to 
attain the desired outcomes, but also to 
sustain them.

Project and program managers need to 
understand that initiatives cannot be 
considered a success until the intended 
benefits are realized. PMI’s The Standard 
for Program Management provides an 
excellent framework for ensuring that the 
benefits of a business transformation are 
not only realized, but also sustained. This 
framework advocates that the success 
of transformation initiatives should 
not only be measured by the extent 
to which they are compliant to scope, 
time and budget baselines, but also by 
the extent to which the transformation 
satisfies the need for which it was 
undertaken. I would also add that a 
properly developed and well-executed 
organizational change management plan 
is of critical importance. This will ensure 
that there are effective and ongoing 
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KRI Risk Metrics Threshold

Employee 
turnover 

Losing  
talent 

Number of separations during the period/average 
number of employees in the period * 100 > 5%

Overall  
solvency 
ratio  

Insolvency
After Tax Net Profit + Depreciation 

Long-term liabilities
< 20%

communications and stakeholder 
engagement prior to and throughout the 
life cycle of the transformation. 

PMI Today: How do the principles of 
project/program management work 
to manage risk during the business 
transformation journey? Are these 
different in any way from managing the 
risks of a “regular” project?

Ms. Carneiro: Risk management is 
a valuable practice and skill, more 
essential today than ever. In fact, risk 
management is a good and useful 
practice not just for project and program 
management, but also for strategy 
implementation (which includes business 
transformation), financial practices and 
corporate governance. 

There are different approaches to risk 
management, such as the Enterprise 
Risk Management Framework from the 
Committee of Sponsoring Organizations 
(COSO) and ISO 31000. The good news 
is that risk management processes 
and practices used by project/program 
managers are compliant with those 
frameworks, in general. The processes 
of managing risks are very similar in 
audit and internal control, governance 
and compliance, program/project 
management in a “regular” way and 
program/project from a business 
transformation perspective. 

Essentially, what changes in the way of 
managing risks (and it is important to 
reinforce) is the mindset. The project/
program manager must not miss the  
big picture and the business goals, 
outcomes and benefits desired 
when dealing with risks in a business 
transformation context.

PMI Today: What types of risks 
are project/program managers best 
positioned to address from the outset of 
a business transformation project?

Dr. White: If we consider risks to be 
uncertainties, then we will realize that 
risks are an inherent feature of business 

transformation projects, some of which 
may be identifiable from the outset. 
Some of these uncertainties relate to the 
unpredictability of market and economic 
forces. The challenges associated with 
the need to innovate in order to satisfy 
changing needs, pressures to reduce costs 
to remain competitive, and the need 
to constantly adapt to evolving tech-
nologies will also introduce risk. Another 
significant source of risk that project and 
program managers need to be aware of 
at the outset is resistance to change.

PMI Today: What sorts of risks should be 
watched during the course of a business 
transformation project?

Dr. White: For any business 
transformation to succeed, the project or 
program manager needs to ensure that 
the people, processes and systems are 
closely aligned to the business strategy. 
A sound risk-identification process is 
critical for ensuring that all uncertainties 
are identified for analysis, and that the 
formulation of response strategies are 
timely, adequate and appropriate.

Research conducted by McKinsey & 
Company has shown the top three 
risks in a business transformation 
project are: 1) employee resistance to 
change; 2) management behavior not 
supporting the change; and 3) lack of 
adequate resources. We, therefore, urge 
project and program managers who are 
responsible for transformation initiatives 
to carefully monitor and manage these 
three risks throughout the execution.

PMI Today: What role do metrics play 
in managing project risks during a 
business transformation?

Ms. Carneiro: To measure anything, it 
is necessary to have indicators and/or 
metrics. In the jargon of enterprise risk 
management, it is necessary to set key 
risk indicators (KRIs). A KRI provides an 
early signal of increasing risk exposures 
in various areas of the enterprise and 
can be used to provide a perspective 
into a company’s risk position to lead 
decision making, actions and responses. 
For example, see Table 1 below.

PMI Today: To what extent—and 
how—can a project/program manager 
ensure stakeholder expectations are 
both understood and reasonable 
throughout the life cycle of a business 
transformation project?

Dr. White: This requires an active 
effort to engage stakeholders and 
manage their expectations. It is 
critical that the process of stakeholder 
identification and analysis is complete 
and that all stakeholders are 
accounted for, and that their needs 
and expectations are understood. 
Stakeholder engagement should be 
a continuous activity through the 
transformational project, as it is likely 
that stakeholder opinions and attitudes 
may change during the transformation 
life cycle. By engaging and interacting 
with stakeholders throughout the life 
cycle, project and program managers 
will be able to keepthem abreast of 
developments and changes, and be 
able to respond to any questions, issues 
or concerns they may have.

PMI Today: What’s unique about 
communication needs during a 
business transformation project?

Continued on page 6

Table 1: Examples of Key Risk Indicators (KRIs)
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Dr. White: Under normal circumstances, 
an effective communications strategy 
is a strong determinant of project and 
program success. With a transformation 
project, the changes are usually more 
dramatic and impactful. Therefore, a 
communications strategy and plan for a 
transformation project should address 
additional issues that are unique.

The outcomes and desired benefits 
of the transformation have to be well 
defined and disseminated on a timely 
and ongoing basis. People need to 
understand where the organization is 
heading, and the role that they will play 
to make it happen. John Kotter wrote 
that for a transformational project to 
be successful, a sense of urgency has to 
be created. This sense of urgency needs 
to be carefully communicated with key 
messaging as part of a comprehensive 
staff engagement plan throughout 

on conference learning and might offer 
solutions to your project dilemmas and 
career-path perspectives that you might 
not have thought of.

The exhibition hall is a place to explore 
and learn from vendors. Activities include 
product showcases, topic-based huddles, 
workshops, one-on-one and small-group 
career-focused activities, team building 
exercises and more.

New in 2017, the first day of PMI Global 
Conference (28 October) will also be the 
last day of the PMI Leadership Institute 
Meeting 2017—North America. Network 
and mingle with more than 1,000 
volunteer leaders who will be attending 
from all over the world.

And there are the keynote speakers—
three of them—to inspire you and get 
you in the mood to learn and use what 
you learn.

the transformation life cycle. 
Additionally, the need for transparent 
communication tends to increase 
during transformation projects. As 
such, it is a good practice to include 
a feedback mechanism to facilitate 
timely responses to questions and 
concerns. 

PMI Today: How does a business 
transformation further strengthen  
the role of project managers as  
change agents?

Ms. Carneiro: Change agents are 
individuals or groups who instigate or 
manage changes in the organization. 
Business transformation is all about 
a change management strategy, and 
ultimately has the aim to align people, 
processes and technology. According to 
Kasia Moreno in Forbes Insights, there 
are four steps to a successful business 
transformation: 

n Getting the right strategic vision
n Execution, the hardest part of 

transformation
n Facing the biggest challenge to 

transformation, a leader wedded to a 
past or current success

n Taking a broad view of customer 
demand when embarking on business 
transformation

It is easy to perceive that project and 
program managers can be valuable 
change agents to organizations in the 
current world. Project managers can 
help organizations transform by using 
their skills in leading, planning, making 
interpersonal interactions, engaging 
people, managing risks and so on. 

This is what I would like to say to 
project/program managers: Be an active 
part of this transforming world. After 
all, the PMI aspiration is “Empowering 
people to make ideas a reality.” 

Sir Tim Berners-Lee 
Sir Tim Berners-Lee, the inventor of 
the World Wide Web, will be the 

opening keynote speaker. His talk is 
entitled “A Look Ahead Into the Future 
of Tech.” 

Sir Tim Berners-Lee.
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