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Some notes on programme roles 

§  In general one person takes only one role in a programme – although 
it is possible that one person may undertake several roles. For 
instance, the programme owner may also be the champion 

§  The programme is an opportunity for members of the organisation to 
learn about change management. Their role is therefore an 
opportunity to improve their change management capability. In fact, 
the programme can also be viewed as a structured vehicle to allow 
such learning to take place. 
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Example of full-scale programme roles 
(details will vary between programmes) 

Programme Board 

Members 
l  Programme champion 
l  Delivery Team Leaders 
l  Other Senior managers 
l  Programme Team Leader 

Members for each team: 
l  Delivery Team Leader 
l  Delivery Team Member 
l  Programme Team Member 

Programme Owner 

Programme Team Programme Champion 

l  Project management expertise 
l  Dedicated team 
l  Change agents 

l  Provide overview 
l  Protect resources 
l  Remove barriers 
l  Resolve overlaps and 

conflicts 

l  Accountability 
l  Ownership 
l  Support 
l  Challenge 

Preliminaries 

Commitment 

Action 

Responsive 

Energy 

Focus 

Uniformity 

Leading 

8 Delivery teams 

CAREFUL partner 

l  Provide coaching, content 
and support at all levels 
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Example of small-scale programme roles 
(details will vary between programmes) 

Programme Board 
Members 
l  Programme champion 
l  Delivery Team Leaders 
l  Other Senior managers 
l  Programme Team Leader 

Members for each team: 
l  Delivery Team Leader 
l  Delivery Team Member 

Programme Owner 
l  Provide overview 
l  Protect resources 
l  Remove barriers 
l  Resolve overlaps and 

conflicts 

Preliminaries 

Commitment 

Action 

Responsive 

Energy 

Focus 

Uniformity 

Leading 

8 Delivery teams 

CAREFUL partner 

l  Provide coaching, content 
and support at all levels 
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Programme Roles: Programme Owner 
What is a Programme Owner? 
§  The Programme Owner ‘owns’ the programme at 

the executive or board level without necessarily being 
directly responsible for its execution (in smaller 
programmes, they will have more direct responsibility) 

§  The programme is protected, supported and – if 
appropriate - funded by the programme owner 

§  The programme owner is the person who provides 
assurance for the programme and for the programme 
champion, if there is one. 

§  The programme owner may be a senior manager 
from another organisation, or may also be from a 
higher level within the same organisation 

§  Ideally, they should have senior line-management 
responsibility for the area where the programme is 
being delivered 

What does this mean practically? 
§  Living-up to the standards and principles of the 

CAREFUL organisation 
§  Verbal and written promotion of the successes of the 

programme and its principles 
§  Two-weekly or monthly one-to-one meetings with the 

programme champion, if there is one 
§  Attendance at milestone meetings 
§  A coaching relationship with the CAREFUL partner 

What does the Programme Owner do? 
§  Supports: the programme owner’s role is primarily 

one of support and visibility, particularly of the 
programme champion. 

§  Promotes: the sponsor actively promotes the 
programme across the whole organisation and more 
widely 

Notes 
 
§  In smaller programmes, the Programme Owner is 

likely to also be the Champion and may also need to 
be one of the Delivery Team Leaders. 
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Programme Roles: Champion 
What is the Champion? 
§  The champion is the person who drives the 

programme, is responsible for its execution and is 
accountable for its success 

§  The programme “belongs” to the champion 
§  The champion is one of the senior leaders - if not the 

senior leader - in the organisation 

What does this mean practically? 
§  Living-up to the standards and principles of the 

CAREFUL organisation 
§  Preparation for and chairing of the Programme Board 
§  Regular reporting of the programme’s progress and 

results to the Programme Owner and more widely 
within the organisation 

§  Frequent coaching / ‘check-in’ with delivery team 
leaders 

§  Weekly one-to-one meetings with the programme 
team leader, if there is one. 

§  Guidance and support for the programme team, if 
there is one 

§  A coaching relationship with the CAREFUL partner 

What does the champion do? 
§  Leads: the champion is the overall leader of the 

programme - visible and active. 
§  Promotes: the champion extols the benefits and 

progress of the programme within the organisation 
and beyond. 

§  Supports: the champion provides support to the 
programme team and the delivery teams   

§  Communicates: the champion ensures that the 
programme is widely communicated and understood 
through the organisation 

§  Unblocks: the champion is responsible for removing 
barriers faced by the programme 

§  Anticipates: the champion looks ahead to assure 
the success of the programme 

§  Resources: the champion ensures that the 
programme is adequately resourced – the right 
people with protected time with adequate funding 

§  Reports: Reports the progress of the programme, its 
costs and benefits to the leadership team or board of 
directors 
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Delivery teams guide implementation 

•  Delivery teams are set-up sequentially (not all-at-once) 
•  Each has a leader with expertise or interest in the area 
•  Delivery team members are drawn from across the 

organisation 
•  Members may include those with ‘subject specific 

knowledge’ as well as ‘users’. Size of the team will vary 
according to complexity – but usually between 6 – 10 

•  Results, measures of success, will be agreed by the team 
•  Teams meet weekly or fortnightly for about an hour 
•  All teams initially receive training in meeting effectiveness 
•  Time ‘off the floor’ dedicated to the delivery team must be 

promoted and protected by the champion  
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Programme Roles: Delivery Team Leader 
What is a Delivery Team Leader? 
§  The Delivery Team Leader is accountable for delivery in 

a particular area 
§  The Delivery Team Leader works closely with the 

programme team and members of the Delivery Team to 
develop new ways of working within an area 

§  The Delivery Team Leader is responsible for coaching 
and helping the members of the team and people within 
the area to improve their capability 

What does this mean practically? 
§  Living-up to the standards and principles of the 

CAREFUL organisation 
§  Organising, preparing for and chairing regular 

(preferably weekly) Delivery Team meetings 
§  Identifying actions, taking actions and following up on 

actions from that meeting in order to assist with delivery 
§  Working closely with, and coaching, the Delivery Team 

members in order to identify issues and solve problems 
in the area 

§  Developing a close coaching relationship with members 
the programme team and the CAREFUL partner 

§  Attending and reporting at the Programme Board 
§  A coaching relationship with the CAREFUL partner 
 

What does the Delivery Team Leader do? 
§  Leads: Provides motivation and vision for the Delivery 

Team members, developing and encouraging teamwork 
§  Supports: Provides day-to-day support to the Delivery 

Teams 
§  Challenges: Provides appropriate challenge to the 

Delivery Team members and programme team 
members to assure performance and delivery 

§  Plans: Creates and drives plans for results and for 
activities in the areas. Looks forward to assure delivery. 

§  Organises: Delivery Team meetings 
§  Anticipates: Works with programme team leader and 

members to anticipate and prevent barriers to the 
programme  

§  Coaches: Acts as coach to the Delivery Team 
members 

§  Role-models: Acts as a role-model to the Delivery 
Team and more widely within the organisation 

§  Reports: Reports the progress of the Delivery Teams to 
Programme Board and to the programme champion 
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Programme Roles: Delivery Team Member 
What is a Delivery Team Member? 
§  The Delivery Team member is responsible for 

delivering improvements within an area, in 
conjunction with other Delivery Team members, the 
Delivery Team leader and the programme team 

What does this mean practically? 
§  Living-up to the standards and principles of the 

CAREFUL organisation 
§  Attending a regular (preferably weekly) Delivery 

Team meeting 
§  Identifying actions, taking actions and following up on 

actions from that meeting in order to assist with 
delivery 

§  Working closely with the Delivery Team leader, the 
programme team, and other members of the Delivery 
Team in order to identify issues and solve problems 
in the area 

What does the Delivery Team Member do? 
§  Promotes: The Delivery Team member promotes the 

programme, and particularly the results in their own 
area, within the organisation 

§  Supports: The Delivery Team member provides 
support to other members of the Delivery Team and 
to the Delivery Team leader 

§  Communicates: The Delivery Team member 
communicates the programme within and outside the 
area 

§  Unblocks: The Delivery Team member works to 
overcome barriers to their area programme 

§  Reports: Where necessary the Delivery Team 
member reports on progress in their area 
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Programme Roles: Programme Board 
Member 
What is a Programme Board Member? 
§  The Programme Board is made up as follows: 

–  Champion / Programme Owner 
–  Delivery Team leaders 
–  Programme team leader / members 
–  Other individuals from the wider organisation (e.g. 

directors / board members / NEDs) 
§  Programme board members are jointly responsible for 

delivery of the programme as a whole 

What does this mean practically? 
§  Living-up to the standards and principles of the 

CAREFUL organisation 
§  Preparing for and attend the Programme Board 

meetings 
§  Identifying actions, taking actions and following up on 

actions from that meeting in order to assist with 
delivery 

§  Attending other programme team meetings as 
necessary 

What does a Programme Board member do? 
§  Promote: Programme Board members promote  the 

programme widely within the organisation 
§  Support: Programme Board members support each 

other and the members of Delivery Teams and 
programme team 

§  Communicate: Programme Board members  ensure 
that the programme is widely communicated 
throughout the organisation 

§  Unblock: Programme Board members help to 
overcome barriers to the programme’s success 
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The programme team supports the 
programme and the delivery teams 
§  Not all programmes will have a Programme Team – larger 

programmes will require them. 
§  A programme team is a dedicated resource to help ensure that the 

programme is a success. 
§  The programme team leader and programme team members are 

there to support the delivery teams in developing and implementing 
the content of the programme across the organisation 

§  These are significant development opportunities for the individuals 
concerned; ideally, the roles should be given to individuals who are 
considered already to have significant potential within the 
organisation. 
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Programme Roles: Programme Team 
Leader 
What is a Programme Team Leader? 
§  The Programme Team Leader is the person who 

manages and leads the Programme Team on a day-to-
day basis 

§  The Programme Team Leader is accountable to the 
Champion for the delivery of the programme to time and 
on budget and for the development of the Programme 
Team 

 
What does this mean practically? 
§  Living-up to the standards and principles of the 

CAREFUL organisation 
§  Daily contact with all Programme Team members - 

coaching and managing them closely 
§  Preparing for, organising and chairing weekly reviews 

and planning meetings with the programme team 
§  Organising and attending the programme board 
§  Attending relevant Delivery Team meetings – taking 

actions and following up 
§  A coaching relationship with the CAREFUL partner 

What does the Programme Team Leader do? 
§  Leads: provides motivation and vision for the 

programme team, develops and encourages 
teamwork within the programme team 

§  Consults: acts as an ‘internal consultant’ assisting 
Delivery Teams where appropriate 

§  Plans: creates and drives plans for results and for 
activities. Looks forward to assure delivery 

§  Organises: Programme Board and programme team 
meetings 

§  Anticipates: works with champion and the 
CAREFUL partner to anticipate and prevent barriers 
to the programme 

§  Coaches: acts as coach to the programme team 
members and delivery team leaders 

§  Role-models: acts as a role-model to the 
programme team and more widely within the 
organisation 

§  Reports: Reports the progress of the programme, its 
costs and benefits to the programme champion 
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Programme Roles: Programme Team 
Member 
What is a Programme Team Member? 
§  The Programme Team Member acts as an internal 

consultant within the organisation, helping Delivery 
Teams to deliver results 

§  The Programme Team Member is accountable to the 
Programme Team Leader and champion for the 
delivery of results – often for one or more Delivery 
Teams. They are responsible for the development of 
the Delivery Team leaders and Delivery Team members 
in those areas. 

What does this mean practically? 
§  Living-up to the standards and principles of the 

CAREFUL organisation 
§  Daily contact with Delivery Team leaders and members 

- coaching them to deliver 
§  Organising and planning Delivery Team meetings and 

supporting the Delivery Team leader in chairing those 
meetings 

§  Taking actions from those meetings and following up on 
actions from those meetings 

§  Attending Programme Board, if requested, and taking 
actions from that 

§  A coaching relationship with the CAREFUL partner 

What does the Programme Team Member do? 
§  Leads: provides motivation and vision for the Delivery 

Teams and their members, developing and encouraging 
teamwork within them 

§  Consults: acts as ‘internal consultant’ assisting 
Delivery Teams, providing them with materials, 
concepts, models, and practical help 

§  Supports: provides day-to-day support to the Delivery 
Teams and to other members of the programme team 

§  Challenges: provides appropriate challenge to the 
Delivery Team leader and members to assure 
performance and delivery 

§  Plans: creates and drives plans for results and for 
activities in the areas. Looks forward to assure delivery. 

§  Organises: Delivery Team meetings and programme 
team meetings 

§  Anticipates: works with programme team leader and 
members to anticipate and prevent barriers to the 
programme  

§  Coaches:acts as coach to the Delivery Team leader 
and members 

§  Role-models: acts as a role-model to the Delivery 
Team and more widely within the organisation 

§  Reports: Reports the progress of the Delivery Teams to 
the programme team leader 


