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Executive Summary 

 

 

  

PROBLEM Cross-border programme delivery fails not because teams are incompetent but because 
the governance architecture is not enforceable. Stage gates report what happened. 
Nobody changes what happens next. 

IMPACT Scope drift that becomes rework. Open items that become delays. Vendor promises that 
become disputes. Forecasts revised until finance stops believing them. PMO credibility 
eroding one steering meeting at a time. 

SOLUTION RESOLVE™ — built on The 5Cs Framework™: Contain the Scope, Command One Plan, 
Close Every Decision, Confirm Vendor Dates, Control Tower Cadence. Five enforceable 
mechanisms that turn governance from documentation into delivery control. 

RESULT A PMO that calls problems early. Vendors held to verified commitments. Decisions that 
close before they become delays. A control lead who walks into every steering committee 
with command — not explanations. 

 

THE RESOLVE™ PRINCIPLE 

Controls are only real if they change what happens next week. 

If they do not change decisions, vendor behaviour, or handoffs — they are not controls. 
They are artefacts. 

 



STEP 1  

 

Beyond Paperwork Governance 

Why most project controls look solid on paper and collapse on site — and the method that holds 
when reality pushes back 

 

The steering pack was green the week before the project blew up. 

 

The RAID log had 47 items. Eleven had owners. Three had deadlines. None had 
consequences. 

 

If you run PMO controls on the owner side, you already know the dirty secret: most project 
governance looks solid in a deck and still fails on the ground. 

The steering pack is polished. The stage gates are defined. The RAID log is busy. Everyone can 
point to a template. But week after week, the same things keep happening: scope shifts after 
supplier quotes come back, site constraints surface late, and decisions that should take 24 hours 
take three weeks because nobody truly owns them. Meanwhile suppliers keep missing dates, 
showing up under-resourced, or delivering partials — and every call comes with a new story. 

 

“The dashboard stayed green. The project drifted. Nobody saw the gap until 
the bill arrived.” 

 

The stakes are not just schedule and cost. The real risk is exposure. 

Because when delivery slips in a cross-border, politically charged environment — Europe to Africa, 
multiple sites, multiple suppliers, multiple jurisdictions — your PMO is the surface area where the 
blame lands. Forecasts get revised, executives lose trust, and governance becomes a performance 
instead of a control architecture. 

 

This report is written for the PMO Control Lead who is tired of being treated like the template police 
and wants what leadership actually wants: predictable delivery and no surprises. 

 



STEP 2 

 

The Governance Illusion 

Most owner-side PMOs are running what looks like control: stage gates, RAID logs, dashboards, 
monthly packs, steering cadence. 

On paper, it is governed. 

In reality, the work is being decided somewhere else — in side conversations, supplier calls, site 
constraints, and late-stage “we didn’t realise” moments. 

 

So delivery drifts. And governance stays clean. That combination is the problem. 

 

That is the trap: you are explaining the project instead of controlling it. And in a steering committee, 
nobody remembers the RAID log. They remember who looked in control. 

The PMO Director who had all the right reports — and none of the right answers. That is the 
reputation that sticks. 

 

Stakes & Consequences 

If you keep treating governance as proof of control, three things happen — and none of them are 
abstract: 

Your credibility takes the hit in steering committees. You end up defending process instead of 
showing command. When things slip, people do not remember the documentation. They remember 
who looked in control. 

Forecasts keep getting revised, and finance stops believing you. Each change feels reasonable in 
the moment, but over quarters it becomes a pattern: delivery is unpredictable, and your numbers 
cannot be trusted. 

Commercial leakage becomes normal. Change orders, disputed acceptance, and “that wasn’t in 
scope” arguments turn into real money leaving the business — and real time leaving your week. 

 

The Big Misconception 

If the governance looks right — stage gates, RAID, reporting — delivery will follow. And if it doesn’t, 
that’s an execution problem, not a controls problem. 

That second half is the dangerous part, because it lets the control function off the hook. 

In high-stakes, cross-functional delivery, controls are not a mirror. Controls are supposed to be a 
mechanism. If your governance architecture cannot force clarity, force decisions, and force 
alignment between the official plan and the real work, then it is not control. It is documentation. 

 

“Controls are not a mirror. They are supposed to be a mechanism.” 

 



The Hidden Cost of Governance That Doesn’t Enforce 

 

GOVERNANCE FAILURE TYPICAL IMPACT 

RAID items with no owner or deadline Delays that were preventable become programme-
critical in weeks 

Scope accepted without written criteria “Was that included?” becomes the weekly meeting 
agenda 

Vendor dates accepted without proof of 
readiness 

Idle crews, expediting fees, cascade delays 

Status calls that report history Slippage visible only when recovery is no longer cheap 

Multiple plan versions Enforcement impossible — nobody agrees on what was 
actually committed 

No decision consequence Open items drift for weeks; crises replace decisions 

 

Each of these failures is individually manageable. Together they compound. That is what 
governance drift looks like at velocity. 

 

Mistake #1: Starting Without a Locked Scope 

The project did not start. It splintered. Three versions of scope, three versions of the plan, 
and a weekly meeting that became scope court. 

It feels right because everyone is under pressure to start. Stakeholders believe they roughly agree 
on what’s needed. Details are expected to emerge after suppliers quote, after site walks, after 
engineering gets deeper. 

Why it fails: when requirements are half-baked, the project splinters. Procurement quotes one 
version, ops expects another, engineering designs a third, and the supplier optimises for whatever 
is easiest to deliver. 

Then governance gets dragged into the worst kind of weekly meeting: not “are we on track?” but 
“was that included?” The cost is rework, re-quoting, change orders, and a PMO that has become 
the referee for scope arguments instead of the owner of progress. 

 

Mistake #2: Running Deck Governance Instead of One Real Plan 

The plan in the deck and the plan on site diverged at week two. Nobody noticed until it 
mattered. 

It feels right because the master schedule exists, the stage gates are defined, and the report format 
is accepted. Leadership sees neat documents and assumes the machine is running. 

Why it fails: when the official plan is built for reporting, and the site reality runs on informal priorities, 
the two diverge fast. By week two, the team is managing two projects — the one in the deck, and 
the one happening on the ground. 

Because there is no single operating truth, the contract terms, handoffs, acceptance criteria, and 
responsibilities also drift out of alignment. When delivery slips, you cannot enforce. You can only 
argue. 



Mistake #3: Treating Decisions as Alignment Instead of a Controlled Output 

Without a consequence, a deadline is a suggestion. 

RAID — Risks, Assumptions, Issues, and Dependencies — is the standard log most PMOs use to 
track open items. In theory, it is a control tool. In practice, it is often a list of things nobody has 
decided yet. 

Why it fails: open items do not stay open. They turn into delays, then redesign, then disputes. If a 
RAID item has no single owner, no decision-by date, and no consequence, it is not a control tool. It 
is a list of future surprises. 

The PMO Control Leads who earn trust in high-pressure steering rooms do three things differently: 
they force clarity early, they run one plan that matches how work actually happens, and they force 
decisions to close before they become delays. 

 

The fix is not more governance. It is making governance enforceable. 

That is what The 5Cs Framework™ is built to do. 

 



STEP 3 

 

The 5Cs Framework™ 

 

Core Insight 

Every project that failed had a governance framework. Most of them had a good one.  

That is the problem nobody talks about. 

 

 

Projects do not fail because the team is weak or because of bad luck. They fail because the 
governance architecture is not enforceable — scope, plan, decisions, vendor commitments, and 
cadence are left loose, negotiable, and unenforceable. Frontier markets do not create these 
problems. They reveal them faster. 

Fix the system before the project forces the fix through delays, rework, and blame. 

 

Most programme controls are built to report what happened. The 5Cs Framework™ is built to 
prevent what should not happen. It replaces the standard governance stack with five operating 
mechanisms that turn clarity, decisions, and plan alignment from intentions into obligations. 

 

# PILLAR NAME WHAT IT DOES 

C1 CONTAIN Contain the Scope Fuzzy requirements → written scope with assumptions, 
acceptance criteria, and explicit out-of-scope items locked 
before work starts 

C2 COMMAND Command One Plan Deck governance → one operating plan that matches site 
reality week to week 

C3 CLOSE Close Every Decision RAID drift → every open item has a single owner, a 
decision-by date, and a stated consequence 

C4 CONFIRM Confirm Vendor Dates Optimistic promises → capacity, lead times, handoff 
dependencies, and proof of readiness verified 

C5 CONTROL Control Tower 
Cadence 

Status updates → fixed weekly rhythm, same inputs, same 
outputs, slippage caught before it compounds 

 

C1 — CONTAIN the Scope 

Fuzzy requirements become a written scope with assumptions, acceptance criteria, and explicit out-
of-scope items locked before work starts. This is not a document exercise. It is the commercial 
mechanism that removes the most common excuse for rework, change orders, and disputes. 

C2 — COMMAND One Plan 

Deck governance becomes one operating plan that matches site reality week to week. A single 
version of truth that site, procurement, engineering, and suppliers all recognise — not a parallel 
deck that diverges from the ground by week two. 

The PMO had the right report. The wrong project. 



C3 — CLOSE Every Decision 

RAID drift becomes a controlled output. Every open item has a single owner, a decision-by date, 
and a stated consequence if it stays open. “I’ll align offline” stops being an acceptable output of any 
meeting. 

 

“Without a consequence, a deadline is a suggestion.” 

 

C4 — CONFIRM Vendor Dates 

Optimistic promises become verified commitments. Dates are only accepted when tied to capacity, 
lead times, handoff dependencies, and proof of readiness. The vendor cannot hide behind “we were 
waiting on you” when readiness is defined upfront. 

The supplier confirmed they were on track. They were not. Nobody had checked. 

C5 — CONTROL Tower Cadence 

Status updates become a fixed weekly rhythm — same inputs, same meeting, same outputs, every 
time. Slippage is caught early. Corrections happen while there is still room to move. The PMO 
becomes a control tower, not a reporting function. 

 

“The PMO that surfaces problems at the steering committee is firefighting. 
The PMO that surfaces them eight days earlier is controlling.” 

 

CATEGORY CLAIM 

This is not PMO tooling. It is not project controls compliance. 

It is Distributed Delivery Governance — the operating architecture that makes execution 
hold when stakeholders are in different countries, the work is remote, and the standard 
playbook breaks down. 

 

PMO Governance Maturity — Where Does Your Function Sit? 

LEVEL OPERATING 
REALITY 

WHAT THIS LOOKS LIKE IN PRACTICE 

Level 1 Template Compliance Stage gates exist. RAID log exists. Nothing closes. Site runs on 
informal priorities. 

Level 2 Reporting Without 
Control 

Governance looks polished in the deck. The real plan lives in a 
WhatsApp thread. 

Level 3 Multi-Version 
Confusion 

PMO has one version of progress. Site has another. Finance has a 
third. Nobody reconciles. 

Level 4 Verified Governance 
Cadence 

One plan. Decisions closing with owners and deadlines. Vendors held 
to verified dates. 

Level 5 Control Tower PMO Framework operating. Slippage caught early. Steering committee 
gets command, not explanations. 

Most PMO functions operate between Level 2 and Level 3. The gap between Level 3 and Level 5 is 
not tooling. It is architecture. 



Proof That This Is Not Theory 

Equatorial Guinea — Camp Delivery 

Remote camp build in Equatorial Guinea. Standard assumptions: frontier market, no supply chain, 
limited local capability. 

Delivered in 28 months vs 36-month standard. At roughly 1/10th typical cost.  

Zero claims filed. 

Payment released by the state client on a single note: “We have started the works.” 

 

MEASURED OUTCOMES: 

• Decision cycles compressed from 6–8 weeks (formal letter exchanges) to a matter of days 
(direct phone calls) 

• PM team relocated from Malabo — a full day’s travel from the project — to direct on-ground 
contact in Oyala, adjacent to the site 

• The relationship and trust built through that physical presence were the operating conditions 
that made delivery hold 

• No fence required — the local community built it; no claims filed; zero disputes at completion 

 

What held: scope was clear before mobilisation, the plan was shared, decisions were forced, vendor 
commitments were verified. 

 

When controls match reality, delivery becomes predictable — even in environments where most 
projects drift. 

 

 

 

Baltic Pipe / EnergiNet — €850M+ Cross-Border Infrastructure 

Major cross-border pipeline programme. Multiple jurisdictions, hostile contracting environment, 
complex multi-party interfaces. 

 

The 5Cs Framework™: scope locked through supplier quote cycles. One operating plan recognised 
by all parties. 

 

Decision log with owners and deadlines enforced through the commercial framework. 

 

Vendor commitments verified against capacity and lead times before acceptance. 

 

Weekly control tower cadence with evidence-based reporting replacing story-based updates. 

 

MEASURED OUTCOMES: 

• Result: programme certainty held under pressure. Claims exposure of €30M+ documented 
and maintained in real time. 

• Zero disputes surfaced at completion. Commercial leakage contained. Delivery held. 

 

 

 

 



A Major Metro Programme — Qatar 

2017. Saudi army at the border. Ports empty. All GCC goods — aluminium, glass, steel fixings, 
construction materials — blocked in Dubai or cancelled with penalties. Not a force majeure event per 
the contract. The commercial exposure sat open. 

 

The contractor’s estimate at the time: a one-year project stall and a 30% overrun on the overall 
programme budget. Without intervention, that was the trajectory. 

 

The intervention: new suppliers identified and qualified in Turkey and Asia within weeks. Design 
adapted to available materials without reopening scope.  

Contracts closed cleanly. Everything shipped through non-GCC routes without disturbing the project 
rhythm. 

 

MEASURED OUTCOMES: 

• Zero claims filed despite full regional embargo conditions 

• Zero cost increase — slight saving against budget 

• Metro line opened on time and on budget 

• Contractor’s estimated 30% overrun avoided entirely 

• Supply chain rebuilt in real time when every neighbouring country’s goods became 
inaccessible overnight 

 

A Major West African Port Infrastructure Programme — Port Harcourt 

Two governance challenges. One 10-year programme. Both resolved without litigation, without delay, 
without budget impact. 

 

Challenge 1 — Land collapse. €25M+ exposure. Dredger in Russia. 

A major dredging contractor spent months on reclamation works for the port extension. In the final 
stage, sections of the reclaimed land collapsed. The ground in the Onne/Amadi area has unique 
geotechnical characteristics — unstable in ways that catch even the most experienced contractors. 
The dredger had moved on to a project in Russia. Remobilisation alone: €1M minimum. Full scope of 
rectification: €25M+. 

 

The claim was not clean. The contractor had options — insurance, client responsibility, shared risk. A 
dispute would have taken the project sideways for months. The resolution used the programme’s 
own architecture: a three-phase, 10-year structure that allowed costs to be apportioned across 
Phase 2 and Phase 3, the timeline adjusted, and the investor and lender framework restructured to 
keep the programme viable. No single party absorbed an impossible cost. The programme 
continued. 

 

Challenge 2 — 5,000 land certificates, one airstrip, communities that could not be 
approached. 

The airstrip required assembling 5,000 individual land certificates. Some were missing. Some 
communities were in active conflict with each other — which blocked any discussion. Some were 
holding a few square metres in the middle of the runway, fully aware of the leverage. Physical access 
required proper introduction; visiting without one carried personal risk. 

 

The resolution was not legal. It was relational. Village chiefs engaged as the real decision-makers. 
Communities linked to each other and to the project’s long-term value. Fears addressed directly. Not 
every party could be fully satisfied — but enough influence was mobilised to move. Corporate offices 
have limited resources to navigate these situations. Local legal support can fuel conflicting interests 
rather than resolve them. What unlocks the project is operational relationships and the intelligence to 
use them. 



 

MEASURED OUTCOMES: 

• €25M+ exposure resolved through programme restructuring — no single party absorbed an 
impossible cost 

• Zero litigation across both cases — for 10 years 

• Both projects started on time. No budget impact on either. 

• Legal fees redirected from proceedings to resolution — a better investment on both counts 

 

The lesson across all five: programme certainty depends less on perfect reporting and more 
on enforceable mechanisms — across scope, vendors, decisions, and the operating 
environment itself. Frontier markets do not create these problems. They expose them faster, 
and at higher cost. 

 



STEP 4  

 

How a RESOLVE™ Engagement Works 

01 DIAGNOSE 02 EXPOSE 03 INSTALL 04 RUN 05 HAND OFF 

Scorecard + 
Reality Check 

1–2 control moves 
that will stabilise 
delivery fast 

5Cs control 
architecture 
deployed on live 
project 

Weekly cadence, 
decision log, 
vendor verification 

Client team 
running the 
framework 
independently 

 

Five Shifts That Change Everything 

If you are serious about no-surprises delivery — controls that match reality — do this next. 

Shift #1: Instead of “That wasn’t in scope,” try “We lock one written scope before work 
starts.” 

Locking scope is not paperwork — it is removing the most common excuse for late work, rework, 
and finger-pointing. When scope is written in one place — assumptions, acceptance criteria, and 
what is explicitly out of scope — “was that included?” disappears. The PMO stops adjudicating 
surprises and starts owning progress. 

Shift #2: Instead of “The RAG is amber,” try “We run one real plan the site actually uses.” 

A RAID and a RAG can describe a mess without changing it. Running one real plan means the site, 
procurement, engineering, and suppliers all reference the same operating truth. When delivery slips, 
you can enforce, not just argue. 

Shift #3: Instead of “I’ll socialise and align offline,” try “Every open decision has an owner, a 
deadline, and a consequence.” 

“I’ll pick it up in the next steering” is not a decision. It is a delay with a meeting attached. Forcing 
decisions to close means RAID items stop being a list of future surprises and start being a control 
mechanism. 

Shift #4: Instead of “The supplier confirmed they’re on track,” try “We only accept dates tied 
to capacity, lead times, and proof of readiness.” 

Supplier optimism is not a schedule. Confirming vendor dates means verifying against actual 
capacity, actual lead times, actual handoff dependencies — before accepting the commitment. 
When dates are verified, they hold. When they slip, you see it early enough to recover. 

Shift #5: Instead of “We meet when things get noisy,” try “We run a fixed weekly cadence 
with the same inputs, same outputs, every time.” 

Reactive meetings are a symptom of a system that surfaces problems too late. A fixed control tower 
cadence catches slippage when it is still recoverable. All parties — site, procurement, engineering, 
suppliers, owner — exchange together, not sequentially. 

 

The clearest sign these shifts are working: your steering committee stops asking what 
happened. It starts asking what’s next. 

 



STEP 5 

 

The Questions You’re Probably Asking 

Even when you can see what’s broken, it is still normal to hesitate. As Head of PMO, you are 
accountable for outcomes but you do not control every function, site, or supplier. So if part of you 
thinks “we already have stage gates” or “this is too political,” that is not resistance. It is pattern 
recognition from projects where governance looked solid on paper but reality did not move with it. 

 

“We already have stage gates and templates — this is what we do.” 

You already have the standard kit. But templates do not create control — operating truth does. If the 
official plan and the real plan diverge by week two, stage gates become a paperwork exercise. Your 
pain shows up in the weekly steering meeting: debating scope instead of tracking progress, late 
commissioning surprises, constant reforecasting. 

 

“This is too political — I cannot force decisions across functions and borders.” 

You are not trying to win politics — you are trying to shorten the time decisions stay open. The 
leverage is not authority, it is decision design: clear owner, decision-by date, required inputs, and a 
consequence if it stays open. When you install a fixed cadence with explicit decision rights, you 
create a repeatable path to closure that holds even when stakeholders are in different countries. 

 

“We cannot get real control because the work is happening on sites we cannot see.” 

Access is not the same as control. You do not need to be on site to run the work — you need a 
definition of proof. What counts as done this week, what evidence must exist, and what the next 
handoff depends on. Most remote programmes fail because reporting is story-based instead of 
proof-based. 

 

Distance is not the problem. Undefined proof of progress is. Fix that, and the time zones 
stop mattering. 

 

“Vendors are the problem — we cannot control them.” 

Vendor slippage is usually enabled by weak commitments, not bad intentions. If dates are accepted 
without proof of readiness — drawings frozen, materials ordered, approvals done, handoffs defined 
— the vendor can always claim “we were waiting on you.” When commitments are rebuilt around 
capacity, lead times, and acceptance criteria, you get fewer surprises because the supplier is 
measured on controllable leading indicators, not optimistic promises. 

 



STEP 6  

 

The Core Truth 

A PMO Control Lead is not there to police templates. They are there to make delivery hold — 
especially when reality pushes back. 

 

Your value is not more documents. Your value is control that survives contact with the field. 

 

The 5Cs Framework™ is the lens: controls are only real if they change what happens next 
week. If they do not change decisions, vendor behaviour, or handoffs, they are not controls. 
They are artefacts. 

Two Worlds 

World A — Old Beliefs: “If we tighten governance and report harder, delivery will 
behave.” 

Emotional: You carry the weight of knowing something is wrong — but you cannot point to where 
until it blows up in steering. 

Behavioural: You chase updates across emails, WhatsApp threads, and spreadsheets, then try to 
reconcile three versions of the truth. 

Practical: Rework, redesign, re-quoting, change orders, procurement delays, and vendor 
renegotiations become normal. 

Identity: You get treated like the PMO police — the person who enforces templates while projects still 
slip. 

 

 

World B — New Method: “If controls match reality, delivery becomes predictable.” 

Emotional: You stop bracing for surprises because slippage is caught early and handled cleanly. 

Behavioural: You run one real weekly cadence with the same inputs, the same meeting, and the 
same outputs — and decisions actually close. 

Practical: Scope is locked with explicit assumptions and acceptance criteria. Vendors commit to 
dates that hold because readiness and capacity are verified. 

Identity: You become the person who makes delivery hold — the control leader finance trusts, site 
leaders respect, and vendors take seriously. 

 

The True Cost of Inaction 

If nothing changes, the leak continues — not as one big failure, but as hundreds of small ones. 
Scope keeps drifting. Governance keeps floating above the work. Vendors keep slipping. Problems 
keep surfacing late — when they are expensive, political, and slow to fix. Forecasts keep getting 
revised, and credibility keeps getting chipped away one steering meeting at a time. 

DIY attempts usually make it worse because they create more reporting without changing the 
operating architecture. Half-solutions create the illusion of control while the same cycle repeats: drift 
→ slippage → escalation → renegotiation → delay → “lessons learned” → repeat. 



 

Your Future — No-Surprises Delivery 

No-surprises delivery feels like this: the scope is clear enough that “was that in scope?” stops being 
a weekly argument. There is one page everyone recognises as reality. Decisions do not linger. 
Vendor updates are verifiable commitments. The weekly rhythm becomes a control tower: early 
warning, fast correction, fewer escalations, fewer surprises. 

You are no longer the person managing templates. You are the person installing operating 
truth. 

 

Controls that don’t match reality are just documentation. 

No-surprises delivery is not a reporting standard. It is an operating standard. 

 



STEP 7  

Ready to Make This Real? 

If you are a PMO Control Lead and this report felt uncomfortably familiar, do not start by rebuilding 
templates or adding more governance. Start by getting a clean diagnosis of where control is actually 
breaking down. 

 

OPTION 1 — ASSESS YOUR GOVERNANCE EXPOSURE 

The RESOLVE™ Scorecard is a free, 8-question diagnostic. It takes 10 minutes. 

It tells you whether your main exposure is scope drift, governance that doesn’t match the 
field, or vendor slippage — and gives you a written report you can share with your Project 
Director, Ops, and Procurement. 

 

Take the RESOLVE™ Scorecard → contracks.global/scorecard 

 

OPTION 2 — DELIVERY CONTROLS REALITY CHECK 

30 minutes. We pressure-test one live project and identify the 1–2 control moves that will 
stabilise delivery fast using The 5Cs Framework™. 

If we are not a fit, you still walk away with a specific next step you can run internally. No 
obligation. 

 

Book a Delivery Controls Reality Check → contracks.global/resolve 

Alternative Starting Points 

If you’re ready now: Skip the scorecard and book your Delivery Controls Reality Check directly at 
contracks.global. 

If you want to build internal alignment first: Take the RESOLVE™ Scorecard (free, 8 questions, 
instant result), then share the written report with your Project Director, Ops, and Procurement before 
booking a joint call. 

If you want to read the method in full before committing: Start here. Take the scorecard. Book the 
call when you are ready. 
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