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Program Deconstruction

An Exercise in Optimization



About Wronski Associates
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Leadership Program Delivery Process
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Design Pillars
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1. Understand and be able to clearly articulate the program’s purpose

2. Be of the mindset and ensure the organization understands the 
program is a long-term investment

3. The program needs to benefit the participants and more importantly 
the organization

4. Agree at the start on metrics that will demonstrate both long-term and 
short-term impact/ROI

5. Organizational passion, advocacy and participation drives program 
success

6. Senior leadership is actively involved and sets the example.



Today’s Fictitious Scenario
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Sample Scenario 

ACME Inc.

▪An International Industrial Conglomerate and Services Provider

▪Employees: 40,000

▪Headquarters: Kalamazoo, MI 

▪Other locations: San Diego, North Carolina, Germany, Brazil, Sweden, 
India, and England. 

▪History: Founded in 1973. Company has grown extensively the past ten 
years.  The majority of this growth having been via a host of 
acquisitions.  To date the company has effectively operated these 
acquisitions in a somewhat decentralized manner but there are 
challenges.
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Acme’s Business Challenges:

▪Stovepipes between the different business units.  

▪Limited insight into talent outside of the business unit or even beyond 
one’s direct org.

▪Aging IT and engineering workforce.  A very inexperienced data science 
capability. 

▪A desire to create a “growth-mindset” and collaborative culture

▪Few technical associates have demonstrated strong business acumen 
skills and have a true understanding of the needs of clients. 

▪To stay ahead of the competition and stop customers from going 
elsewhere  the company needs to operate in a more agile fashion this 
includes fully adopting agile project management processes. 
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The Design Process 



Where Do You Begin?
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Foundations

• Sponsorship

• Funding

• Resources

• Headcount Management

• Strategic Focus

• Tracks - Functions/lines of business

• Measurement & Metrics

• US only or global

• Program Office

Structure

• Length 

• Rotations (number, length, functional 

areas, Selection/Assignment Process)

• AL selection/development

• Performance management

• Training curriculum (frequency, duration, 

delivery method, experience, content, 

certifications

• Off-program placement strategy

• Calibration processes

• Onboarding CalendarParticipants

• Recruiting profile – (universities, majors, 

degrees), work experience, geographic 

locations, skills & competencies

• Sourcing strategy – campus recruiting, 

internships/co-ops, internal candidates, 

referrals, diversity, invitationals)

• # of hires (year 1, year 2, and beyond)

• US citizen versus international

Communications/Marketing

• Stakeholders

• Key messages

• Delivery vehicles

• Timing



Q1 - Sponsorship
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▪Who is requesting this initiative?   

▪Who is the sponsor?   

▪Are they a lone wolf or is there strong support throughout the leadership 
team or organization for its implementation? 

▪Who controls the budget?  

▪Who will own the overhead?  

▪Are there other stakeholders? 

You find out that she has the backing and support of the CEO, but that Sasha will be the key sponsor 

and she will be funding the program through her budget using the savings derived from the operational 

efficiencies she intends to secure. You also learn there are some leaders in the organization that are 

not fully onboard because they feel it comes at the expense of their own budgets. 



Q2 – Why Now?
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▪What challenge (or opportunity) will this initiative address?   

▪Why must it be addressed now?

▪What is the impetus or catalyst for this initiative? 

The initial aims of the program might look something like this:

• Quickly cultivate project managers who can deliver high-quality, on-time results

• Create a future pipeline of future technically oriented leaders to drive innovation, streamline 

processes and set strategy

• Build talent sustainability by establishing the company as a destination for top engineering and 

technology graduates. Hire talent that is both mobile and adaptable and is willing to relocate during 

throughout their careers.



Q3 – What Does Success Look Like
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▪What does success look like?  

▪How will we know if the program has been a success? 

Program Mission:

• Develop associates in three essential areas:

• Grow Capability to positively influence the quality and timeliness of client deliverables and pursue 

opportunities that add value for clients.

• Drive Execution of solutions that delight the client while simplifying processes and improving 

productivity

• Build leadership skills fostering an environment of engagement and innovation to generate 

groundbreaking solutions and products for clients. 

As an organization:

• Get leaders to know the talent

• Create a growth-mindset and coaching culture

• Attract, retain, and promote exceptional, innovative, early career talent.



Q4 – Foundational Decisions
Target Population

▪Who will be the target population?

▪ Is this a single or multi-track program?

▪Will this be a US only program or Global?
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After consultation it is decided that the program will focus on technology and operations associates.

The program for the foreseeable future will be limited to US-based candidates. 

The program will have two tracks with customization addressed via rotational assignments. 



Q5 – Foundational Decisions
Funding and Headcount

▪Headcount?   

▪How much of a financial commitment is the company and/or sponsor willing 
to invest?

▪Will the program have a dedicated program office?
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The goal will be to hire 12-16 associates for year 1 and expand to 16 -20 associates for year 2 with 

an even split between technology and operations. 



Q6 – Associates
Graduate Profile

▪What roles will program graduates be hired into? Are roles guaranteed?

▪What leadership, and technical or functional skills will they need to have?

▪Will they be individual contributors or managers? 

▪Will they be in strategic or tactical roles?

▪Will they have budget responsibilities?

15



Q7 – Associates
Recruiting Profile

▪ Identify your candidate profile?

▪Which majors and universities?  Any alternative pathways?

▪Required skills and competencies?   Required Work/Life Experience?

▪Geographic location? Mobility?

▪Diversity? US Citizen only?

▪Other attributes?
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Q8 – Associates
Candidate Sourcing Strategy

▪ Select campus recruiting?

▪ internships/co-ops? 

▪ internal candidate? 

▪ referrals? 

▪ sponsored programs? 

▪ competitions?

▪ High school / community partnerships?
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Q9 – Program Structure
Length/Rotations

▪What is the duration of the program?

▪How many Rotations?
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Q10 – Program Structure
Assignment Leader: 
Expectations/Selection/Development
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Q11 – Program Structure
Training
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Q11 – Program Structure
Training

TRAINING ROADMAP

Bootcamp Session 2 Session 3 Session 4

Grow Capability • Intro to Acme’s 

Business

• Transition School to 

Work

• Translating client needs 

into business requirements

• Creating flexible platforms 

• Understanding our clients' 

needs 

• Client research

• Strategic Thinking

• Acme’s strategic and 

operations planning 

processes

Drive Execution • Project Management 

Fundamentals

• BPI Basics

• NPI Overview

• Business Acumen

• Managing Complex 

Projects

• Root cause analysis

• Design in Quality

• Professional Service Skills 

(prepare for client facing 

rotation)

Leading Project Teams

Build Leadership • Team Foundations

• Professional Image

• Giving and receiving 

feedback

• Influencing 

stakeholders 

• Managing Ambiguity

• Building an Effective 

Network

• Presentation Skills

• Facilitation Skills

• Innovation – change the 

way you think

• Making a Case for Change

• Creating a Client Focus

• Projecting a positive image 

of Nielsen

• Managing Stakeholder 

Expectations 

• Influence and Negotiation

• Career Planning

• Managing others

• Decision Making and 

Consensus Building

• Fostering Innovation

• Driving change
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Q & A

Sharing Thoughts
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Final Thoughts

Attributes of Great Programs
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Attributes of Great Programs 

1. Leadership Involvement 

2. Clear Program Mission and Objectives

3. High Quality Managers

4. Great Recruiting

5. Challenging Work Assignments

6. Consistency & Community

7. Effective Management

8. Continuous Improvement
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Q12 – Program Structure
Performance Management

▪Varies by company

▪Will it be aligned with the company’s regular process and timing or will it 
be a unique process for on-program associates.

▪What is the process for both voluntary and involuntary terminations.

▪Be transparent on process and rankings
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Q13 – Program Structure
Off Program Placement Strategy

▪Construct and communicate a plan to associates and the organization

▪Be transparent

▪Be adaptable but fair 

▪Balance needs of associates and the organization
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Q11 – Launch Timeline

▪Phase 1: Initial Planning & Approval

▪Phase 2: Detailed Planning

▪Phase 3: Development

▪Phase 4: Recruiting

▪Phase 5: Launch/Implementation
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Q12 – Communication Strategy

▪ Internal & External Communications

▪Program & Company Branding 

▪Stakeholders

▪Key Messages

▪Delivery Vehicles

▪Timing
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