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CASE STUDY · 03

Building Executive Visibility
Across Complex Programs

ROLE: PMO & PROGRAM OPERATIONS
CONSULTANT

THE CHALLENGE

Large programs often struggle with fragmented reporting, inconsistent

governance, and limited executive visibility. Leadership receives conflicting

information from multiple teams—making it difficult to identify delivery risks,

understand dependencies, prioritize decisions, and maintain confidence in

program execution.

THE APPROACH

Designed PMO reporting structures, governance frameworks, executive

dashboards, and standardized documentation that created consistent

visibility across multiple workstreams. Developed repeatable reporting

processes, risk management tools, and executive-ready communications that

aligned teams around a common operational picture and supported timely

decision-making.

KEY DELIVERABLES

• Executive dashboards and portfolio status reporting

• RAID logs & risk tracking frameworks

• PMO governance documentation and standards

• Executive communication templates

• Reporting standards, workflows, and cadence guides

• Cross-functional alignment tools and briefing formats

OUTCOMES

Created repeatable governance and reporting systems that improved

executive visibility, strengthened cross-functional coordination, standardized

project reporting, reduced operational ambiguity, and enabled leadership to

make more informed decisions across complex, multi-workstream initiatives.

IMPACT AT A GLANCE

✓ EXECUTIVE VISIBILITY

✓
STANDARDIZED
GOVERNANCE

✓
PORTFOLIO-LEVEL

REPORTING

CORE SKILLS

Program Management

Portfolio Management

Executive Reporting

Risk Management

Process Improvement
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CASE STUDY · 03 · OPERATIONAL TRANSFORMATION

From Fragmented Reporting to a Single Operational Picture

BEFORE → AFTER

BEFORE

Conflicting status reports across teams

No consistent risk or dependency tracking

Ad hoc executive communications

Governance gaps and undefined decision

rights

Limited portfolio-level visibility for leadership

→

AFTER

Unified executive dashboards and status

reporting

Standardized RAID logs and risk escalation

processes

Repeatable executive communication

templates and cadence

PMO governance framework with clear roles

and accountabilities

Portfolio-level visibility supporting

confident decision-making

CONSULTING PROCESS

1

Visibility Assessment

Audit current reporting and identify gaps in

executive insight

↓

2

Governance Design

Define PMO structure, decision rights, and

escalation paths

↓

3

Dashboard Development

Build executive-ready reporting tools and

portfolio views

↓

4

Risk Framework

Implement RAID logs and risk tracking

workflows

↓

5

Cadence & Alignment

Establish reporting rhythms and cross-team

coordination

↓

6

Sustainable Governance

Embed standards for consistent, ongoing

operational visibility

CLIENT VALUE DELIVERED

Unified Operational Picture

Leadership gained a single, consistent view of program

status—eliminating conflicting reports and guesswork.

Faster Risk Identification

Standardized RAID logs and escalation paths surfaced

delivery risks earlier, when they were still manageable.

Stronger Governance Structure

Defined decision rights and accountability frameworks

reduced ambiguity and improved cross-team coordination.

Confident Executive Decision-Making

Timely, structured reporting gave leadership the information

needed to act with confidence across the portfolio.

Repeatable Reporting Infrastructure

Standardized templates and cadence guides created a

reporting foundation that holds across team and leadership

changes.



Evergreen Advisory LLC  ·  Cindy Jeffrey, MA, PMP, LSSGB  ·  cindyjeffrey.com Portfolio · Case Study 03  ·  Page 3

"Leaders make better decisions when they see one consistent operational picture—not

multiple versions of the truth."
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STRUCTURAL CLARITY™

Helping organizations improve execution through better systems, governance, documentation,

AI-enabled workflows, and operational design.

"Governance isn't overhead. It's the structure that allows leadership to lead—and

programs to deliver."

AREAS OF PRACTICE

Program & Project Management

Designing the structures, reporting, and governance

that allow complex programs to execute with clarity.

AI-Enabled Operations

Building practical AI workflows, prompt libraries, and

documentation systems that teams can actually use.

Process Improvement & SOP Development

Standardizing how work gets done so execution quality

doesn't depend on who's doing it.

Executive Reporting & Decision Support

Creating the visibility infrastructure that helps leadership

make faster, better-informed decisions.

Grants Management & Program Delivery

Designing and sustaining grant-funded programs with

the compliance, documentation, and operational rigor

they require.

Organizational Diagnostics

Identifying the structural patterns — not surface symptoms

— that slow execution and limit organizational

performance.
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Program Management · Process Improvement · AI-Enabled Operations · Organizational

Diagnostics
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