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EXECUTIVE SUMMARY

Platform programs often lose control in the space between procureme
gsegggions. Requirements describe features, suppliers describe acti
;églgﬁéject plans describe dates—-but no single model connects decis
ée?jénce, ownership, and operational readiness.

ACﬁountable delivery creates that connection. It assigns decision r
1ghts

defines acceptance evidence, maintains transparent dependencies, an
d transfers . -

the knowledge and assets required for stable operation.

THE SIX DELIVERY CONTROLS

1. OUTCOME OWNERSHIP _

Every mgterlal outcome has one accountable owner. Committees can ad
vise an

approve, but accountability should not be distributed so widely tha
t no one

can resolve priorities, accept risk, or confirm value.

2. DECISION ARCHITECTURE

Define which decisions belong to executives, product owners, archit
ecture,

security, Erocurement, suppliers, and operations. Maintain a decisi
on log wit

context, options, owner, date, and consequences. Revisit decisions
when their

assumptions materially change.

3. REQUIREMENT TRACEABILITY . - o .
Connect business outcomes to requirements, solution decisions, deli
very

increments, tests, and acceptance evidence. Traceability should sup
port

decisions and audits without becoming a documentation exercise deta
ched from

delivery.

4. SUPPLIER AND DEPENDENCY CONTROL - - _ _

Use one éntegrated view of dependencies, obligations, risks, interf
aces, an

milestones across suppliers and internal teams. Escalate based on 1
mpact and .

decision deadlines, not only on overdue task status.

5. EVIDENCE-BASED ACCEPTANCE



Define evidence before implementation begins. Examples include demo
nstrated . _ o

business scenarios, performance results, security findings, recover
y tests L : :

dgta reéonc1llat10n, operational documentation, and completed knowl
edge

transfer. Acceptance is a governance decision supported by evidence

6. OPERATIONAL READINESS

Treat operations as a delivery stream from the start. Confirm monit
oring, : : : : —
support, identity, backup, recovery, capacity, patching, incident m
anagenment, . . . .

s%rv1ce ownership, documentation, and supplier escalation before go
-live.

STAGE GATES

FRﬁME: outcomes, scope boundaries, decision rights, risk appetite,
an
commercial strategy are explicit.

DESIGN: target operating model, requirements, architecture principl
es
acéeptance model, and sourcing boundaries are agreed.

SEhECT: evaluation is evidence-based; contractual commitments match
the
delivery and operating model.

DELIVER: increments demonstrate usable outcomes; dependencies and d
ecisions
remain visible; documentation evolves with the solution.

TRANSITIgN: operational readiness, recovery, support, knowledge, as
sets, an
open obligations are accepted by accountable owners.

MEASURES THAT MATTER

Usela small set of decision-relevant measures: time to resolve crit
ica

decisions, acceptance evidence completed, high-impact dependencies

without an

owner, escaped defects, recovery performance, knowledge-transfer co
mpletion,

and realized operational outcomes. Activity volume is not delivery

evidence.

COMMON FAILURE MODES

- Governance forums receive status but cannot make binding decision

S.

- Product ownership is reduced to backlog administration.

- Suppliers optimize their work package while cross-system risks re

main open. . _ . -

- Acceptance criteria are negotiated after delivery. -

H Docugentatlon and transition are postponed until the budget is ex
austed.

- Go-live 1is treated as completion rather than the start of account



able use.
EXECUTIVE REVIEW QUESTIONS

5023&22 three decisions currently constrain progress or increase ex
51@23; evidence will prove that the next milestone is genuinely com
— Con Operations recover Psupport. and change the Service gfter han
dover? ’ ’

- Which expected outcomes are visible in operational measures?

THE DECISION PRINCIPLE

Accountability is not more reporting. It is a clear chain from inte

nded value . . - -

E? decisions, delivery evidence, operational ownership, and measura
e use.

Programs remain governable when that chain is visible and actively

maintained.
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