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Today most organjsations are expedencing unprecedenred levels oî change. Change has
become a rvaS' ollife for organisarions rhat need to achieve greatcr efEciencyand berîervaluc
for money, and to be morc effecrive or competitii'e in ordcr to thrive. Managing rhc inberent
dsk àssociated$'ith changc and innovation is essenrial to su ccessful projecr dclivery.

Projects bring together rcsourccsJ skills, rechnology and ideas ro achieve bùsiness objecdres
and delivcr business benefiîs. Good project managemenr helps ro ensure rhat úsks are
identifìcd and managed appropriately, and objectivcs and benefiB are achicved $.iîhin
budget,{'ithin time andto the required qÌraliry.

PRINCE2 is recognised as a rvorld-class internarional producr and is rhe standard merhod
lorproject management, noî least because it embodies manyyears ofgood pracrice in projecr
management and provides a flexibleand ad.rptable approachto suit all projects.Ir is a projccr
manàgement method designed to provide a frameÍ'ork covering the wide varicty oî
disciplines and activitìes requiredrvithin a project. The focus throughout PRINCE2 is on the
Business Case, which describes drc rarionale and business justification for rhe project.The
Busincss Case drives a1l thc project management processes, from inirial project serup
through to successful finjsh.

Many organisations arc employing îhe skills and scrvices of extemal supplicrs, \r,orking
alongside in-house rcsourcesJ to enhance their ability to deliver successful projecrs.
PRINCE2provides amcchanism to harness rhcsc resources andenablc thc teamtointegrare
aùd {'ork together clìcctivelv on aproject.

The success of PRNCE2 in the public and private secror makes ir easy for me to commend
the PRINCE2 approach to you.I am confidenr that PRINCE2 wjll heÌp you ro deliverbeîrcr
projects and achieve success-

t / -  . 1  .  ' -
f  - '

Defutr ChbfExec Líxe Olli&f
olJìce of Goxeînnenî Cowler.e
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I N T R O D U C T I O N

PRINCE (PRojects IN Conîrolled Environmenîs) is a structured method for efiecuve
prcjecî managemenr. The method was firsî established in 1989 by CCTA (îhe Cenrral
Computer and Telecommùnications Agency) . PRINCE was deveÌoped ftom PROMPTII, a
project management method created by Simpact Systems Lrd in 1975. PROMPTII was
adopted by CCTA in 1979 as the standard ro be used for all governmenî informarion sysrem
projects. PRINCE supe$eded PROMPTTI in 1989 wiîhin govemmentprojects.

CCTA (now the Office of Govetnmenr Commerce) conrinued lo develop rhe melhod, ancl
PRINCE2 was launched in 1 9 9 6 in response to uset requir€ments for impîoved guidance on
prcject management on allproiects, not just informarion systems. PRrNCE2 is based on the
e4eriences oiscores ofprojectsJ project managers and project îeams,who have conîributed,
some ftom their mistakes or omissions, others from theh successes.

PNNCE2 is,a de fa.to star]'dard, used extensively by the UK government and is \À'idely
recognised and used in the pdvate secîor, both in the UK and inîernationalh

I .1 Why use a project management method?

Project failures are all too common - some make îhe headlines, but the vast majoriry are
quickly forgotten. The reasons for failure are many and varied. Some common causes are:

. Insufficient atrenrion ro checking rhar a valid Business Case exisrs for the project

. IÍsufficienr anenîion ro quality ar the ours€r and during development

o Insufdcient defrniîion Òfthe required outcomesj leading to confusion over whaî îhe
proiect is expecred ro ach;eve

. Lack ofcommunication with srakeholders and interested iarties,leading to produ€rs
being delivered that are not what the customer wanted

. Inadequate definition and lack ofacceptance ofproject ma4agemenr roles and
responsibilities, leading îo lack of direcrion and poor decision making

o Poor estimation ofduration and costs,leading to projects taking morc time and
cosring more monèy lhan expecred

. Inadequate plarìning and co-ordinaîion ofresources, leading to poor scheduling

a lnsufncient measurables and lack of control over progress, so îlìat projects do not
reveal their exacî status ùntil too laîe

o Ilck ofquality control, resulting in the delivery ofproducrs that are unacceptable or
ùlrìusable.



NTRODUCION

Viîhout aprojectmanagement method, dlose who commissìon a project, those who manage
it and those who work on it will have different ideas about how îhings shouldbe organised and
\rhen îhe different aspects of the project will be completed.Those involved will noî be clear
about how much responsibilityJ authority and accountability they have and, as a result, there
will often be confusion surrounding the project. Wiîhout a project management methodJ
projects are mrely completed on time and within acceptable cosr and rhis is especially îÌ'ue
of large projects.

A good project management method will guide îhe project îhrough a contolled, \rell-
managed, visible set of activities to achieve the desbed resul6. PRINCE2 adoprs the
principles ofgood project management to avoid the problems just identilìed and so heips to
achieve sùc€essful projects. These principles are:

. Aproje€tis a frnite process with a definire starr and end

. Projects always need to bemanaged in orderto be successftrl

. For genuine commitment to the pro,ect, all parries musr be clear aboút why îhe
project is needed, what it is intended to achieve, how the outcome is to be achieved
and what their responsibilities are in îhat achievement.

1.2 Benefits of using PRINCE2

Organisations are becoming increasingly aware ofthe opportunities for adopting a projecr
approach to the \À'ay that îhey address business change.They are aware ofîhe benefirs rhat a
single, common, structured method for projecr managemenr canbring:

. A method that is repeatable

. A method îhat is teachabÌe

. Buiiding on experience

. Ensuring dlat everyone knows what to expectJ where, how and when

. Early warning ofproblems

. Beingproactive, not reactive, but also able to accommodate sudden, unexpected

Projects may exist in their own righî, may have relationships with other projects or may b€
part ofalargerprograÍìme ofwork. PRINCE2 is applicable in all îhese situations. PRINCE2
provides the organisation \riîh:

. ControÌled managemenr ofchange, in terms ofinvestment and reîurn on investment

. Acîive invoÌvement ofuseff and stakeholde$ tlroughout îhe project to ensure that
the product(s) will meet the businessr functional, environmental, se ice and
management requirements

. An approach which distinguishes the management ofthe project ftom the
development ofthe product(s),so îhat the management approach is the same
whether îhe proiect is to build a ship orto implementnew workingpmctices.
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PRINCE2 provides benefirs to îhe managen and directors of a project and ro an
organisation through rhe conrtollable use ofresources and rhe abìlity ro manage risk more
effectively.

PRINCE2 embodies established and proven best pracrice in proiecr management. Ir is
widely recognised and undersrood, providing a common laruuage for all paÍicipants in a
project.

PRINCE2 encourages formal tccognirion ofresponsibilities within a proiecr and focuses on
what aproject is to deliver, why, when and for I,hom.

PRINCE2 provides projects with:

A controlled and organised sraÍ, middle and end

Regular reviews ofprogress agaìnsrplan and against the Business Case

Flexible decision poinrs

Automatrc management controÌ ofanydeviarions from rhe plan

The involvement ofmanagementand stakeholders at rhe righr time during îhe
pmjecr

Good communication channels between theproject managementteam and rhe rest
ofthe organisation

Agreement on the required qualityatúe outser and continuous monitoring against
those requirements,

ProjectManagers usingPRINCE2 are able ro:

. Establishrerms ofreference as a prerequisite to the srart ofa project

. Use a defrned strucrure for delegation, authofity and communicarion

. Divide the project into manageable srages for more accurate planning

a Ensure that resource commitmenr from management is part ofany approval to

Provide regular but brief management reports

Keep meetingswih managemenr and stakehoideft ro a minimum but ar the viral
points in the project.

Thosewhowillbe directly involved with using the products or outcomes ofa project are able

.  P a f l i c i p a t e i n a l l ù e d e c i . i o n m i k i n g o n a p r o j e \ r

. Ifdesired, be tully involved in day-ro-day progress

. Participate in quality checks îhroughout the projecr

. Ensure that their requirementsf beingadeqùarely sarisfied.
..'

For senior management of the/project, PRINCE2 uses the .managemenr by exceprion,
conceptJ r.e. managemenr agree a ptan, and then ler rhe projecr Manager ger on wirh it unless



something is forccast to go wlong. Senior managers are kept fuÌly informed of the project

sîatùs without having to attend frequentJ time-consuming meetings.

1.3 Support  for  PRINCE2

There are many service providen offedng îraining, consultancyJ tools and services for

PRINCE2, thus ensuring a competitive supply ofservices îo sllpport organisaîions in their

implementation and use ofthe method.

There is an international accreditation pmgramme for traine$ and consuÌtants, ensuring a

high quality and consistent tevel of service to organisations. There are professional

qualificaîions in PRINCE2 that assess an individual's knowledge ofthe method and abilityto

apply it to protect scenados. In addition, there is an active user group dedicated t,r the

support, promotion and súengÎlÌening ofthe method.

1.4 Structure of  the manual

PB NCE2

There are five major parts to this manual, as shown in Figure 1.l.

e@sh

Figure 1.1 Structure of the manual

@
-&\rtr

Introduction preser,Îf rJ\e basic principles gbverning proiect management and how PRINCE2

addresses themi it aiso shows how PBn'{CE2 fits with îhe related topic of programme

management. 
/

Processes describes the PRINCE2lrocess model, explaining what has to be done to manage a

proiect by bringing îogether and applyingthe principles in a successtul manner.

NIRODUCILON

E
q @
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PRINCE2 N'IRODUC'IION

Cofiponents expla'iùs and descdbes th€ major elements of project managemenr, such as
organìsation and €ontrol) and how PRINCE2 incorpomtes them. These componenrs
represent île {mw mate als'ofgood proiect managementj inclùding quality managem€nt
and the management ofrisk.

Techni4ues explairÉ so'Jìe techniques ofproiect management that are specific to PRINCE2.

Appatdíces otrer Product Description oùtlines for PRINCE2 managemenr producîsr role
descîipîioîs, a seri€s of'healthcheck' quesrions for organisarions to ask themselves when
using PRINCE2, risk categodes and a suggested flling scheme for management documents.

In addition, there is a tull glossary ofterms.

1.5 Using the manual

This manual is aimed atpeoplewho will be playing apartin a PRINCE2 proiect or those who
wish îo understand how PRINCE2 contributes to the projecî managemenî process; rìis
would include senior managem rcsponsible for the overall direction of a project) Projec!
Managers, projecî auditors, quality assurance pemonnel and members ofthe projecrteam.In
addition, line managers ofproiect peIsorìnel may 6nd it useful to gain an appreciation ofrheir
staff s involvement in a proiecr by re\ ieu ing l, intnrlut'ìnn to PRtNCE2, Chapter 2.

T'his manual has been designed to provide a compÌete reference to the PRINCE2 meúod. As
such, t}le entire manual provides essential reading for all Projecî Managels. However, rhe
following is offered as a focus for specifrc groups:

. Project Managers coming to PRINCE2 for dÌe 6rst time should:

r read and understand Anintroduction ta PRINCE2, Chapter 2 to appreciate rhe
overall approach that PRINCE2 tak€s to creating and managing a proiect

r use the process descriptions in the P,'or€rs€r section as îhe basis for pÌanning a
project and deciding onresource requirements

r read and understand t\e Components sectioî to familia se rhemselves with the
interaction between the componenîs and the processes

. Proj€ct Managers already familiar with PRINCE2 should read and Lrnderstand rhe
process model descdbed in the.Ilocessas section to appreciate the changes ofemphasis
and process-driven approach

o Senior manage$ rrho will be involved in a proiect at Proiect Board level should gain
an appreciation ofPRlNCE2 and îheir roles within a proiect by srudying Inioduction,
Chapters 1 and 2; B4srress Cdse,,Chapter 13; Organísation,Chapter 74 al].d t\e
descdption of the process Direcqng a Project Chapter 6

. Programme manage$ with PBÍNCE2 proiecrs iÍ their programme should gain a
clear understanding ofthe apfroach that PRNCE2 takes to creating and managng a
pro)ect. /
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1.6 PRINCE2 terminology

The following rerms are the most imporîantro understand with regard toPRINCE2 and are
all included in the Glossary. Readen should familiarise îhemselves with them to prevent any
possible contusion when using PRINCE2.

Business Case isused to define the information that justìfies the setting up, continuatìonor
termination ofthe project. It answem the question:'\lhy should this project be done?'It is
updated at key points throughout theproject.

Customer is used to represent îhe person or group who has commissioned the work and wìll
be benefiting from the end resùlts.

Product is used to descdbe everything that the projed has to create or changej however
physical or otherwise this may be. Results ofproiects can vaq' enormously ftom physical
items, such as buildings and machinery, to intangible rhings such as culture change and
pÌrblic perception.

Progralnlne is a collection of projects that together achieve a beneficial change for an
organ6atlon.

Supplier is used to mean the group îhat is providing specialist resources and skills to the
project or is providing goods and services îo create the project outcome required by the
cùstomer anduser(s).

User is defined as the penon or group who will ùse or operaîe the final product. In some
situations, the cùsromer andusermaybe the same group ofpeople.



A N  I N T R O D U C T I O N  T O  P R I N C E 2

2.1 What is a project?

PRINCE2 defines a project as:

A monogement envirannent that is credted fot the purpose af delivering ane ar nare business products
occording to o specífied Busìness Cose.

Another definition ofa projecr mighr be:

Atenparcryoryonisotionthotisneeded ta praducea uniqueand predefinedautconeat resultoto
ptespecified ti ne usi ng predetermlnedresources

PRINCE2 additionatty supposes î1lat those îesponsible for the project may not have
expeîience of working togetler to produce a similar seî of outcomes or results for the same
customer in the past; that co-ordinaîion betweenthose working on îhe projectwill need ro be
well organisedj and that úe responsibilities shared among îlose undeÍtaking rhe work, îhose
managing it and those sponsoîing it will need to be clearly defined.

A PRINCE2 project, therefore, has îhe foÌÌowing characteristics:

. Afinite and defined life cycle

. Defined and measumbie business producrs

. A corresponding set ofactivities to achieve the business products

a A defined amount ofresources

. An organisation structure, with defined responsibilities, to manage the proiect.

Each project falls within a specilìc business context. A project may be stand-alone, it may be
one in a sequence of relaîed projects or it may form part of a ptogramme or corporate
súaregy,

A prcject, by its nature, is a temporary structure, created to achieve a specilìed busin€ss
benefit or objective.When theworkhasbeen compleîed, the project ìs disband€d.

A projecî has a life cycle) which is the palh and sequence through d1e varìous activities to
produce the 6nal product. The term 'life span' is used to describe the life of a product. The
two should not be confused. Figure 2.I sho\\s hovr a producL W srar? might starr f.om rhe
initial idea or conception, through to the operation of the product, frnishing with rhe evenîual
scnpping ofthe product when iî comes to t}le end ofits usefulness.The project lfe cycle covers
the task of specifying and designing the prodùctJ through to its tesîing and handover inro
operatìonaluse. PRINCE2 coven theprojectlife cycle plus some pre-project preparatron.
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Life 5prn

1 Prod

Cyde

uct life span and project life cyc eFjgure 2.

2.2 The scope of PRINCE2

Figure 2.2 shows where PRINCE2 6ts into a business and project environment. PRINCE2 is
noî intended îo cover all subjects relevant to proiect management.The project management
techniques and tools needed wilt vary according to the proj€ct tlpe and the corporate
environmeùt. There are also cefiain aspects ofproiect management that are well covered by
€xisting and prov€n methods and are îherefore excluded ftom PRINCE2. Examples ofthese

. People management techniques such as modvation, deiegation and team leadership

. G€neric planning techniques such as Gantt charts and criticalpath analysis

. T]le cr€ation and management ofcorporate qualiiy management and quality
assurance mechanisms

. Budgetary control and earned value analysis techniques.

PRINCE2 covers the management of the project and the management of îìe resources
involv€d in €arring out the activities ofthe project- It does not cover the specialisttechniqùes
involv€d in îhe oeation ofîhe products. This is the iob of other meîhodsJ although PRINCE2
must intedace with them to enable information on such areas as estimaúng tobe providedfor
proiect management.

Although PRINCE2 is centred on the project, itbegins before the project does bypreparing
the grcùnd so îhat the projecî starîs in an organised and controlled manner,

Another often critical project area is purchasing. PRINCE2 assumes that the proiect is run
within the context of a contract. The conîracting process is not ìncÌuded widlin the meîhod
itself. Contracting and purchasing are themselves specìalist activities (like software
engineerìng) and can îherefore be managed using îhe PRINCE2 method. If purchasing or
contra€ting is to be ùndertaken duing the early stages ofthe projèctJ changes may be needed
to the ProjectBoard and other parts ofthe project management team once tiese stages have
been completed. For example, it may be appropîiate to have a senioî representaîive ofthe
purchasing department as a member ofthe Project Board (in d1e role of Senior Supplier)
untìÌ suppÌiers are appointed.

8
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Figure 2.2 lhe PRINCE2 relat ionship with projects and business

Contîact and purchasing issues will also increase t1le importance ofa complete and accurate
Proj€ct Initiation Docunenî (PID), {'hich \irdll need to be kepr in line wirh rhe text ofthe
conîra€t(s).Vhere PRINCE2 describes project roles, tlle conveÎsion ofthese into formal iob
definitions for a particular project will also reqúire careful attention, for example, Projecr
AssuBnce, the approval ofProduct Descriptions and the allocatiÒÍ ofrisk'owneîship'.

2.3 PRINCE2 in context

PRINCE2 maybeused on any lrpe ofproject in any environment.It contains a complete set
of concepîs and proiect management processes tlat are the minimum requfuements for a
properly run and managed project. Howeverj îhe way in which PRINCE2 is applied to each
proiect wìll vary considerablyj and tailoring the method to suir rìe circumsrances of a
particularproiect is critical to its successful use.

PRINCE2 proj€cts are always focused on delivedng specified products to meet a specified
Business Case. PRINCE2 enables the project to capture and retain a definition of îhe
business benefits that are the driving force behind the project iîself. The benefits are sîated in
the project's Business Case. Benefits can take many different forms:

. Financial, in îhe form ofadditional profî or avoided cosîs

. Stîategic, by providing a pÌadorm to move rowards one of the organisation's sùa r€grc
aims

. Legislative, bytuÌfilling some absolute requirement laid down by head omce or a
government body.

Throughout a PRINCE2 pro,ect, the Business Case is reviewed and progress is measured
against any revised expectaîions of achieving defined benefits. During any project tlìeîe are
often opportunities îo discover new beÍefits, which may enlance îhe prcject's product or
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indeed impact on anotherproject. However, any deviarions ftom rhc original Business Case
must be controlled through the Project Board.

Within any pro,ect there are stakeholders with an interest in the projecr and its producr,
including:

. Custome$, \rho have commissioned the work and $.i11be benelìting from îhe end

. User(s), who will use or operate the final producr.The cusromer and usermaybe the
same group ofpeople

. Suppliers, who are providing specialisr resources and/orskills to îhe projecr orarc
providìng goods and services

. Sub-contractors, who provide producrs orseflicesto rhe supplier.

The customer/supplier environment assumes lhat there will be a cusromer who wiÌl specilr
the desired producr, make use ofthe final products and (in most crses) pay for rhe projecr,
and a (prime) sùpplierwhowill provide resources and skills to creare rhatproducr. PRINCE2
is wrìtten from the standpoint that these two parties come from separatelymanaged areas and
tlpically from commercially sepaîate organisarions. Wherej as may oflen be rhe case, boîh
customer and supplie. have a common managementr this will ìnfluence îhe composition of
the project management team,

Whatever the team composition, îhc customer should always participare (rhrougl.ìout the
projecî) in the creation and verilìcation ofproducrs.

Aprojecr, by its nature, is set up ro inrroduce change and the future is always less predictable
than with routine work. During the projectj the specilìcarion of products will ìnevirably
undergo change.These changcs need ro be conrrollcd because rhet' can easily desrroy the
projecCs chance ofsùccess. Conrrolling changes is linked to version conrrol, a topìc that is
covered within PRINCE2 under configurarion managemenr. Configuraîioù managemenr is
an essentialpart ofproiect control as iîis focused on contmllingrheproducts beingdeliveîed,
knowing where they are at any point in time, what iheir status is, \rho is worldng on rhcm and
which is the latest version.

In addition, proiects canbe large and complex, dealing wiú novel orunusual facrors. Risk is
therefore a major factor to consider du ng projecr managemenr and PRINCE2 incorporates
the management ofriskinro its processes.

Whatever îhe narure or size ofa proiect, PRINCE2 defines an ìniriation srage rhat covers the
planning and definition of îhe project. The iniriarion srage enables a managemenr review
bef-ore making any commitmentto later stages and their associated resources and costs

There will be many higherlevel details surrounding the projecr.These will need to be deair
with by oîher methods and approaches, such as programme management. PRINCE2 is
aimed at the middle ground berween these higherlevel, morc srrategic details and rhe
specìalisr rechniques required to creare îhe rechnical products.

Fewproiects can be completed entirely in isolation from orher work. PRINCE2 projecrs may
exist as paft of a programme, contributing ro the realisarion of benefits of a larger
organisationaÌ change.In a programme contextJ rhe outputs fromone projecr may be used as

r0
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inputs by anotherproject.There maybe other dependencies between projects, su€h as shared
resources. PRINCE2 places strong emphasis on the products îhat the proiect is required to
deliver and so provides a firm basis for defining the boundaries.

Feasibil i ty studies

In some situationsj a feasibility study mighr be reqùired îo invesrigare rhe situation and
determine options for the way ahead. Using PRINCE2, the optimum approachwould be to
handle îhe study as a separate and distinct project.

Fi$re 2.3 shows the (relativel, simple life cycle for a feasibility study project. lt has one
Proiect Plan, one Business Case, one set of risks and one final product the
rccommendation. The possibÌe options may each vary €normously in theb costs and
timescales. Each option would have a different Project PÌan, Business Case and set of risks,
but at dìe end of the feasibility study project îhere is one recommendation. A PRINCE2
project is based on getting a clear definition ofthefinal product, a Pro,ect Plan and abudget
by îhe end of iniîiation. If the feasibility study were paît of the PRINCE2 prcject, coming
before the development ofthe recommended soluîion, then it wouÌdnotbe possible to get a
clear definition ofîhe lìnal product before the end ofinitiation since this definition would
depend on the option chosen durìng the feasibility study. The appropriate oprion should be
chosen in a sepante feasibility study projectJ allo$.ing the second projecî îo proceed wiîh a
straightforiva.d set of project information.

F qure 2.3 Life cycle of a 'easib litv <tudV proje.l

2.4 Overview of PRINCE2

PRINCE2 is a stflrcnrred project management method based on the expe ence ofscorcs of
project managers, !\'ho have conúibuted, some from their mistakes or omissions, othen from
îheirsùccess.

PRINCE2 has a process-based approach to projecr management.The processes define the
management activities to be carried o11t during the project.In addition, PRINCE2 describes /
a number of components that are applied within îhe appropîiate activities. Fìgure 2.4 shows ./
îhe components positioned around îhe central processmodel.

11
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2.5 The Drocesses

The PRINCE2 process model, shoivn in Figure 2.5, consists ofeight distinctive management
processes, covering îÌle aclvities from setting the project off on the dght tîacK through

contolling and managing the projecl's progress, to the completion of the pîoject. The

colJ].l]]Lor\ Planning (PL) process is used by four of the other processes.

Any project run underPRINCE2 wiltneed to address each of these processes in some form.

However, the key to successful use of the prócess model is in tailodng it to îhe needs of the

individual project. Each process shordd be approached with úe question: 'How exteùsiveìy

shol d this process be applied to îllis prcject?'

Figure 2.4 PRINCE2 processes and components

12
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13

Flgure 2.5 The PRINCE2 process model

2.5.1 Sta{ing up a Project (SU)

This is the fìrsî process in PRINCE2.It is a pre-project process) desjgîed ro ensure that îhe
prerequisites for initiating îhe proiect are in place. The process expects t1le e-.<istence of a
Project Mandate that defines in highlevel terms t}le reason for the project and what product
is reqùùed. The process should be very short.

The work ofthe process is built around ùe establishment ofseven îhings:

. . The design and, as far as possibÌe, appojnrmenr ofùe projeft managemenr ream

. The Project B ef

. The ProjectApproach (ìn general terms how a solutìon will be provided)

. The customer's quality expectations

. A Risk l-og

. An outlineBusiness Case

. The initiation Stage Plan.

The Diily f-og is opened here for the Project Manager's use throughout the pîojecî.

2.5.2 Directing a Project (DP)

Dùecting a P@ject îvns ftorJ' Statîing up a Project (StD until îhe projecî's closure.

This process is aimed at the Proiect Board, a group of managerial decision makers
representing business, users and suppliers. (The Proiect Board is fully explained in
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Oryanisatíon, Chapter 14.) The Projecr Board manages by exception, monitoG via reports
and controls rhrough a number ofdecision poinrs.

The key processes for th€ Project Boaîd break into five main areas:

. Authorising initiaîion (starting the proiect off on the îight foor)

.  Autbori \ ing a projecr (revieu ofrhe Proiecr IniÚarion Documenl toensurei t  is
sensible îo commit major invesÍrìent ro rhe project)

o Sîageboundaries (commiúrìent ofmore resources after checking results so far)

o Ad hoc direction (monitoring progress, ptoviding advice and guidanceJ reacting to
màjor theats to plans orbenefrts)

. Proiect closure (confrming the proiect outcome and bringing the projecrro a
controlled €lose) .

2.5.3 Initiating a Project flP)
The obj€ctives ofln r'ad ùúg a Proje.t aîe to.

. De6ne how îhe required product quality wìll be achieved

. Planand costth€ project

. Revise îhe Business Case and confum that an acceptable Business Case exisrs for r}Ie
project

. Ensure that îhe investment ofrime and efoîî required by dÌe projecr is jusaified,
takìng account ofrhe sks to îhe projecr

. Enable and encouage the Pro,ectBoardto take ownership ofthe proiect and agree to
dre connitment ofresources for the next stage

. Provìde îhe baseline fot the decision-making processes required duringrhe project's
life.

The key producî of this process is rhe Ptoject Initiaîion DocumentJ which defines rhe whaî,
whyr who, when and how ofrhe projecî.

Three other blank products are created in readiness for use dudng tlìe proiect. These are:

. The Qualiej l-og

. The Issue l-og

. The Ilssons karned I-og.

Another requùed product is the next Stage Plan. This, however, comes ftom dte process
Managing Stage Boundalr'€s (SB), which will occur towards rhe end of the initiarion stage.

2.5.4 Managing Stage Boundarìes (SB)

This process produces the information on which the Proiect Board will rake key decisions on
whether to continue wiîh îhe proiect or not.

1 4
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The obiectives ofthisprocess are to:

o Assure the Project Board that all products plannedin the current Stage Plan have
been compÌeted as defrned

. Provide the informatìon needed for the Project Boardto assess dre conrinuing
viability of the projecr

. Provide ùe Project Board with any other infotmation needed to approve the current
stage's completion and aurhorise île start ofrhenextstage, tog€îher with its
delegated tolerance level

. Record any measurements orlessons tìat can heÌp later stages ofrhisprojecr ancuor
otheîpîojecîs.

The products olthìs process are:

. An End Stage Report, given by the Project Manager to the Project Board, contajning
information on the stage achìevements

. Current Stage Plan actualsJ showingpedormance againsr the original Stage Plan

o The next Stage Plan or Exception Plan, for which approval is sought

. A revised Project Plan

. The updated Risk Log, Ì'hich, together wiîh îhe Business Case andProjecr Plan, is
used by the Proiect Board to review the continuing viability ofrhe pro,ecr

. Anupdated Business Case

o The Lessons Irarned Log, updated with any lessons leamed ftom the current stage

. Any changes to the structure or stafdng of the project management ream.

TeamPÌans may also be produced whilstplanningthe nextstage as they \À'ill help to defìne the
work required dudng the slage.TeamPlans are optionitl.

2.5.5 Controll ing a Stage (CS)

A proiect may have many stages.This process describes the monitodng and control a€tiviries
ofthe Project Manager involved in allocatingwork, ensudngthat a stage stays on course and
reactingto unexpected events.The process forms the €ore ofîhe PmjectManager's efforr on
the projecî, being the process thathandles day-to-day management ofthe project.

Throughoì.1t a stage there wiÌÌ be a cycle of:

o Authorising work to be done

. Gathering progress information about îhat work

. Watching for changes

. Reviewing the situation

. Reporting

a Taking any necessary corrective action.

15
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This process covers rhese activities, together with the ongoing work ofrisk and.projed Issue
management. Pmducrsproduced dudng dte sîage on a cyclic basis are:

. VorkPackages

o Highlight Reports, regular progress reports from rhe proiect Manager to the project
Board

. Proj€ctlssues (and updated Issue Log)

o An updated Risk I-og

. A regularlyupdared Stage Plan.

There may also be the need for an Exception Report.

2.5.6 Managing Product Delivery (N/P)

The objective ofthis process is to ensure thar pJanned products are creared and deljvered by
the project by:

The Team Manager negotiating derails of Vork packages wiî_h îhe projecî Manager

Making certain thaî work on products allocated ro the team is effectively aurlìodsed
and agreed

Ensuring îhat wotk conforms îo the r€quiremenrs of intelfaces idenrifled in îìevork
Package

Ensuring that rhe \i'ork is done

Assessing work progress and forecasts regularly

Ensuring that completed products meet qlrality crite a

Obtaining approval for the complered products.

Products created or updated during this process are:

a Team Plans

. Quality Log updares, giving the Projecr Manager a view ofquatiry work being done

a Projectlssues

. Risk I-og updates

. Checkpoinr Repofis, regulaî progress repofis ftom rheTeam Manager ro the projecr
Manager.

2.5.7 Closìng a Project (CP)

The purpose ofthisprocess is to execure a controlled close to rheprojecr.

The prccess covers the Proiect Manager's work to wlap up the project either at its end or al a
prcmature close. Most of rhe work is îo prepare inpuî to îh€ project Board to obrain ils
confumation îhar dre proiect may close.

}d"
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The objeLrive. ofC/os/,ia d I}qì'. r are. rherefore. ro:

Checkthe extent to which the objectives or aims set ouî in ric Project lniriation
Document have been met

Assess to what extent aÌÌ expected products havebeenhanded over and accepredby

Confirm thatmaintenance and operadon arrangements are in place (where
appropriare\ ìncluding iny relevcnr rraining

Make any recommendations for future \rork (Follow-on.{ction Recommendations)

Capture lessons resùltingftom the proiect and compÌete îhe Lessons karned Report

Prepare an End Pmject Report

Archive îhe project files

Produce a Post-Proiect Review Plan

Prepare a recommendation ro the ProjectBoard to notìE thehost oryanisadon ofthe
intention to disband the project otganisation andrelease úreresources (endprojecî
recommendation).

AN INIRODUCI ON TO PR NCE,I

2.5.8 Planning (PL)

Planning is a repeatable process and plals animpoÍantrole in orherprocesses,the main ones
being:

Planni s an Iniiatìon Stase (S\J6)

Plannine d hoject (lP2\

PLnnins a Stase (SBr)

Updarine a Pîoject Pldi (.582)

Accepîine awo& Pachaee (MPI)

Prutucins dn Exceptíon Plan (5B6) .

Apart from a plan, rhe process produces:

o AProduct Checklist, which is atable oftheproducts to be produced by rhe worl
planned, with space for plarìned and actual dates for delivery of draft, quality-checked
and approved products

o The Risk Log, updated with any risk situation changes made as aresultofrhe
planning activity.

2.6 The com ponents

Ea€h component is desc bed in further detaìl 1î îhe Components section of this manuaÌr
showing how the particular subject affects project management and providing guidance on
\rrhen and how to address theissues.

1 1
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Euslress Cose

0rgonisotian

Contrcls

lhe existence of a viab e Business Case ls the rnain contro condit lon of a PRINCE2
project. The Business Case is verlfied by the Project Board before a project begins and
at every major decislon point throughout the project. The prolect sho!ld be stopped lf
the vjabi ity of the Business Case disappears for any reason.

PRINCE2 provldes a siructure of a project managenent team and a deflnit ion of the
responsibi l t ies and relatlonships ofal roles involved ln the proiect. According tothe
size and complexity of a project, these roles can be combined or shared-

PRINCE2 offers a series of plan eve s that can be tai lored to the size and needs of a
project and an approach to plannlng based on products rather than actlvlt les.

PRINCE2 provides a set of controls which facìl i tate the provision of key declslon-
naking lnformation, al lowing an organisation to pre empt problems and make
decisions on probLern resolution. For senior manaqernent PRINCE2 controls are based
on the concept of manaqernent by €xception, Le. we agree a plan, then let the
manager get on with l t  unless sornethinq is forecast to go wrong.

n order to promote sound management control, a project ls sp i t  into stages as an
approach to defining the review and commltment points of a project. {Llsing stag.'s
also helps to reduce the arnount of work that the Project N/lanaqer needs to p an ln
detai at any one t irne.)

Risk is a rnajor factor to be considered during the life of a project. PR NCE2 defines
the key mornents when rlsks should be reviewed, outl ines an approach to the analysis
and managenent of r isk, and facks these throuqh al l  the processes.

PRINCE2 recognises the importance of qua ity and incorporates a qua lty approach to
the r.anager.ent and technical processes. t beqlns by estab lshlng the customer's
qua lty expectatiofs and fol lows these up by aylng down standards and quali ty
inspection methods to be used and by checklnq that these are being used.

frackinq the components of a f ina product and their versions for release ls cal led
configuration rnanagement. There are many methods of conflquration manaqement
avaiable. PRINCE2 def nes the essentia faci i t les €nd informauon requirements for a
confiquration rnanagement rnethod and hol^r i t  shou d l ink with other PRINCE2
corn ponents and techniques.

PR NCE2 emphasises the need for change controL, and thls ls enforced with a change
contro technlque p us identlf icatjon of the processes that capture, ana yse and
proqress the change controì,

Monogenent

Auolityino
prcject

Confìgurotion
nonogement

Chongecantrcl

2.7 The techniques

PRINCE2 otrem very few techniques, preferring to leave the choice of technique to the users

of îhe method and according to the cir€umstances of the projecî. Buî in support of the
meîhod the manual does contain details of three techniques: producî-based planning,

change conùol and quaÌity review

PRINCE2 provides a product-based start to the planning activity. Iî also provides a planning

ftamework îhat can be applied to any trpe ofproject.This involves:

Establishing what products are needed

Defining úe form and content ofeachproduct

Determining rhe sequence in which each product should be pîoduced.

t 8
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Part ofîhe product-based planning îechnique enables the projecr ro defu1e îhe standard of
qualìty to which each product must conform.

Eveîy project needs a technique for îhe conùol of changes. For organisarions that do nor
already have a suitable technique, PRINCE2 descdbes a change control technique.

PRINCE2 also describes a specific techniqùeJ qÌrality review, which is parti€ularly suitable
for th€ quality resring of document-based products, although its prin€iples can be applied ro
any form of quality îesting and review

2.8 Process and component links

It is often difflcult for newcomers to PRINCE2 to understand dre main relationships and
links between the pîocess€s, componenîs and îechDiques. In which processes are d1e
components used?Wher€ is this technique ìrsed? Figure 2.6 gives a pictute ofthese links.

1 9
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Figure 2.6 Use of PRINCE2 components and techniques in the processes

' :

Stading up a Project

Controling a Stage

Delivery

l,lanaglng Stage



I N T R O D U C T I O N  T O  P R O C E S S E S

3.1 Management levels

Project management is seldom straightforward enough îo be a simple, linear process. In a
PRINCE2 context, thete are four management levels îo rake inro account (see Figure 3.1).

Figure 3.1 The four management leve s

These management levels are reflected in îhe PRINCE2 process model.

. At úe highest leveÌ is corporare orprogramme managemenr. While not parî ofproiect
management as such, this higher managemenr level is imporîant, as ir will often set
Lhe busines. contexl forone or more proiects

. Vrìthin the project iîselfdìe high€st level is Dùectíng a I-\rojecî (tr]e Projecr Board
work).This level is for key decision making and direction setting

. At the next level, Controlling a Stage,a great deal ofmanagement effort ìs expended in
day-to-day planning and conùol. This is largely handled by the Project Manager

. The lowestmanagemer\tlevel,Mandgirg Praduct Deliaery,íshandled byTeam
Managers,
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There are t'n'o major ways in which these levels inîeract:

a The higherleveÌ processes exercise conîrol over the lower levels. For example,

Controlling a Stage provides the Work Packages that defne the work for Mdz,rgirg

L'rcd ct Deli'uery

. The outpllt ofthe lower-level processes provides the inpùts that allow îhe hìghelìevel

processes îo irnctlon effectively. For exampleJ Contolling a Stage provdes essential

planning and control informatìon to enable t}le eff€ctive conduct ofactivities in

Diecting a Project.

3.2 Structure of each process description

Each process within PRINCE2 is described using the following structue and format.

3.2.1 Fundamental principles

Undeî this heading the following qùestions are addressed:

o $flhy have thìs process?

. w}ìat i: ir aiming to achieve in proiecl management îerms?

. Why is this process fundamental to good project management and hence a minimum

requiremenr of PRINCE2?

3.2.2 Context

Tlìis section puts eachprocess in context witl the otherprocesses and with activities gojng on

outside îhe scope of PRINCE2. A context diagram supports each €ont€xt description. The

context diagram shows the maior infoîmation flows into and out ofthe proc€ss.

3.2.3 Process description

This section describes the process by explaining the objectives and holÀ' the process fulfils the

furdamental principles.The steps involved in carirìg out îl1e process are desc bed.

No att€mpt has been made to lay ouî the steps in a stdct sequence, since such a haîd and fast

sequenceseldom exists. However, they have been listed in as logical a sequence aspossibÌe

3.2.4 Scalabil ity

Any project run under PRINCE2 will need to address each of the processes in some form

HoÍ'ever, the key to succ€ssful use of PRINCE2 is its îailoring. Each process must be

approached wiú the qu€stion: 'How extensively should this process be applied to this

project?'Foreach ofthe main PRINCE2 pmcessesJtlere is a section describing îhe factors to

considerwhen tailoring the process to 6t the needs ofthe project.
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3.2.5 Responsibil i t ies

Thìs section spe€ifies who should be accountable for the successful condùct ofîhe process
and responsible for its management.These are only stated for the sub-processes, as it is at that
level thaî responsibilities can be decided.

3.2.6 lnformation needs

This section contains a table ofîhe important information îequired for the sub-process to
tuncîion and achi€ve its objectives. Some entries willbeproducts, such asplans and reportsj
others are in îhe natue ofdecisions.

3.2.7 Key criteria

This se€tion highlishts the main issues that will dictate the ultimate success or failure of tlle
sùb-process.

3.2.8 Hints and t ips

Projects by their nature are very varìed. The environments within which they operate also
vaîy tremendously.The PRINCE2 processes lay out the anticipated requirements for th€ vast
majority ofprojects in most envhonments. The -H?r?rs d?rd ,?rr sections provide some guidance
on îh€ application ofPRINCE2 in certain circumstances and indicate how PRINCE2 might
be appliedinpractice.They are noîexpecîed tobe a definitive guide.Iîis súonglyadvised thaî
this section be fleshed ouî using besî pracîice and normal approaches for each projecr
environment that adopts PRINCE2.

3.3 Diagram and text notation

The following sFnbols are used in îhe various tlpes of diagram used in îhe Pr"oce$es chapters.

This is a repository for all
management prodùcts îhat are
created and may be ùsed in many
otherprocesses.

This symbol indicates îhe archiving of
proiect documentaîion,

This represents people orbodies
outside the PRINCE2 identified roles,
such as corporate orprogramme
management.
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Capitalisation

All PRINCE2 prodùcts are denoted by the us€ of upper case letters for their initials, for

examplej 'Business Case'. Oîher products which may b€ useful in practice but are not

considered as an integral part of îhe method are shown wiîllì lower case letîers fot their

initials, for e.yample,'proje€t closure recommendatìon'.
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Plan the wofk Ììeeded to
prcpare prol€ft pans ana

cortr0ls ard qet mana9ement
apprcval forthe project to

Figure 4.1 overview ofStarting up a Project

4."1 Fundamental principles

There must be a basic business requirement that triggers rhe project. Indeed, before
any work is commenced or resources ale cofìmitted, there is a requtemenî îo be abl€
to answer the basic question: 'Do we have a .l'iable and worîhwhile projecr?'This
question must be answered honestly to ensue thaî îesources are not committed and
wasted

Nothing can be done in the projecr unril responsibilities are defined and key roles
have been 6lled. Someone has to'kick-sîarC dre proiect into being and make d1e fust
decisìons

Ceftain base information is needed to make rational decisions abouî îhe
commissioning of the projecr

An initiation Stage Plan must be submitted for appîoval before the initiation stage
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4.2 Context

This is the first process \rithin PRINCE2. The project begins once this process has be€n
conducted and îhe Pro,ect Boardhas approved commencemenr ofproject iniriarion.In terms
ofprocesses, it leads to I uthorisíng Initiation (DP I) .

Projects can be identifred in a variety of ways and îlus have a lvide vadation in the
information available to the project managemenr ream at the time ofstart-up.The úigger for
îhe project is the Proiect Mandate. This is normally pîovided by corpomte or programme
management.Iî is accepted thar lhe Ptoject Mandate may be an,'thing from a verbal requesr
to a complete Project B ef.

Theprccess expects îllle existence ofinformaîion explaining the reason for îhe projecî andrhe
ouîcome expected.This ser ofinformation has been given îhe ride Project Mandare to avoid
confusion with more dgorously defined sets of information creared wirhin PRINCE2.The
pro.ess Stafting up a .lloyacr (SU) should be of short duration relative to the size of the
remainder of the oroiect.

4.3 Processdescription

The work ofthe process is built around the production of seven elemenîs:

. Designing and appointing the project management ream

. Ensudngthat the information required for the Proiect Briefis available

2 6

Proj€ct r/andare 
J

Corporate/programme manag€ment

Fiqure 4.2 Starting up a Project
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Establishing îhe Project Approach

Establishingîhe custome/s quality expectations

Creating an outline Business Case

Setting up a Risk I ,og

Creating the initiation Stage Plan.

The objective oftheprocess is to enable a controlled start ro îhe project by ensuring rhar:

o All the îec€ssary project management authorities exist for undertaking the project

. Sufncient information is available to fotmalise the îerms of refer€nce for the project

. lndividuals are appointed who will undettake the workrequir€d in project initiation
and/or will take signifrcant prciecr management roles in rh€ proj€ct

o The workrequired forprojecr iniriation is planned

. The organìsation that will host rhe ptojecr team is informed ofdre existence and
implications of the new proiecr.

The process begins by receiving from some extemal source the definition of a problem or
opportunity thaî îhe project has to sarisfy. 'Projecr Mandate' is a teim used for wharever
information comes in to tdgger the project, be iî a feasibility study or detaits on the back of an
envelope. The closer ahe quality of informaîion in the Project Mandate can get to rhe ideal
described in the Product Description oùtline for the Project Mandate (see Appendix A), rhe
easier the start-up process will be.

An additional input that will help with the deation of both the initiation Sîage Plan and
Proje€t Plan is the Prolect Approach, explaining the way in which ir is inrended îhar the end
prodùcts ofthe project be produced.

Ifîhe project is part ofa programme, the programme should provide rhe Prolect B efand
Project Approach and appoint some, if not allj members of rhe Ptojecî Board, thus
eliminating much of rhe work requúed in this proces..

'Whilst 
the process model shows two parallel sets ofprocesses ro do with assembling a projecl

management îeam (SU2 and SU3) and a$eeing terms ofreference and Proje€t Approa€h
(SU4 and SU5), in pra€tice there will be considerable interylay between these two elements
ofwoîk. This will depend on how much is l]lown about î}ìe nature of the proiect, and how
mùch has aheady been agreed about îhe structue and content of the projecî managemenî

The target work location is informed of the impending projecî and îequesîs are made fot any
appropriate logistical supporr required ro carry our pro,ecr inirialion.

4.3.1 Scalabil ity

There are a variety ofapproa€hes to this process, which fall inîo three categories:

. It is a stand-alone project and all the steps ofthis process will apply. Ifîhis is îlle case,
îhere is Ìittle problem in deciding which sîeps îo carîy out
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This project is part ofa programme.The programme has passed down
documentation that is either a compieîe Project Bdef or even a Pro;ecr Iniriarion
Document.The Projecî Board may alr€ady be defined; the Project Approach and the
Risk l-og are controlled at progmmme level. In orher words, all dle ivork of Sturting p
/r P/rJ'ec, (SU) andmost ofthe iniîiation work has been done.In such a case, the work
ofthisprocess is simply to checkwhether any more work needs to be done on rhe
start-up products and that all îhe information provided is stili correct and cuffent

The îhird possibiliry is that îhe projecî is very small.In suchcases rlle process can
usuallybe handled in an informal mannerr possibly only taking a matter ofminutes.
AProiect Managershoùld avoid the temptarion ro b!.!ass iraltogether.

twi nota ways beapproprlate,or;ndeed possib e, toappolnttheentire project r.anagement
team priortothestartofin t iat ion. Butat eastthe Executiveand the Project[/ ]anagershou d
be appointed, so that the input to inlt iat ion can be prepared and decisions can be rnade-

Lessons Learned Reports frorn sirnilar previous projects shou d be referenced to inforrn the
set up and conduct of this project.

l f  the Project Approach ls not defined \aithin the Project l /andate, or ]t  cannot easily be
identlf ied,then consideration shou d be given to redirecUnq thisworkasa feasibi l i tystudyto
define the appropriate Project Ap proach. 0 nce comp eted, the feasibi tystudywil lprovldean
exce lent Project N,4andate foIthe nrain project.

4,4 Appointing an Executive and a Project Manager (SUl)

4.4.1 Fundamental prìncìples

To get anÍlìing done in the project, you need a d€cision make! and someone to undertake rlìe
plannng.

4.4.2 Context

Before iniîiation of the proj€ct can begin, there must be a plan for thar iniriation work. The
appointment ofthe Executive and Projecî Manager is aprerequisite for this work.

Hints and t ips
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Coryorate/prosramme managenent

Figure 4.3 Appointing an Executive and a Project I\lanager

4.4.3 Process descriptìon

The objectives ofthis sub-process are tol

. Iden tj Er the Execuúve from the projec I t st akeh old ers

. ldentìEr the most appropdate Proje€t Manager for lhe project

. Confum the selected people's availability, thefu acceptance ofthese rol€s and their
commiùnent îo carry îhem out

. Appoint them to their respective roles.

A prerequisiîe of this fust sub-process is the existence and availability of a Proiect Mandare.
Because this is dìe process t1ìat precedes the whole of îhe pro,ecr, it will be very variabte in
application, depending paÍicularly on the quality ofthe Projecî Mandare information. The
foÌÌowing steps will be involved:

. RatiE the key elements ofthe Project Mandate

. EsîabÌìsh any missing informarion

. Identify candidates for Executive and Proiecr Manager

. Establish the responsibiliîies for ea€h role

. Appoint Execìrtive

. Appoint Proiect Manager

. Confum appoinft'ìents via agreement to iob descriptions by €orporate or programme
management and appointeesì

The Project Mandate should indicate îhe general type ofproiec, irs size and complqxity and
its politi€al and business sensitivity. This informarioÍ will help ro identiry approprbre
candidates for the Project Managerrole.

Executivejob

[4anaqer job
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There may be a dmft Proiect Plan included in the Project Mandate ftom earlier work. This
would give an idea ofîhe time frame ofthe project useful when confirmingthe availabilityof
people îo frll the roÌes.

The oútline ofthe roles ofExecutive and Project Manager, given in P/oJ;.t management îeam
roles, Appendi! B, should be used as the basis for discussion betweeî d1e Executive and the
Proiect Manager on tailo ng and agreemenî of îheir roles.

4.4.4 Responsibil i t ies

Responsibility for this sub-process lies with corporaîe or programme management.

4.4.5 Information needs

Table 4.1 Su1 information needs

[/lanagement information

Project Nlandate

Agreed job descrlptions for the
Executive and Project Nlanaqer

Appointed Executive and
Project N,4anager

Explanation

The trigqer for the project

Basls for sign-up by the Executive and
Project N,4anager

^h . l p ( . r i n r i ^n (  i ^ , éè r l

usage

Input/Update

0utput

0utput

4.4.6 Key criteria

o lfthe project is pafi of a programme, \ .ì11 the programme management îeam ful6l any
roles on the Project Board?

o Does îÌle proposed Executive have rhe financial and functional authority necessary ro
support the project adequately?

. Has the availability ofcandidates been measuîed against any forecast duration ofthe
proiectto ensure îhat individuals are available for as much oftheproject as possible?

. Are any candidates likely to change jobs in the near future in a dbection that would
remove tlem from îhe proiect? Ifso, has this information been taken into
consideration \i'helr making îhe appointments?

. Do îhe appoìntees have the skills and knowledge requited to undettake îheirtasks?

Where the size of importance of the project warrants i t ,  aqreed job descript ions shou d be
slgned by the person or persons undertaking the role, plus, where appropriate, their l ine
management; copies should be held by that person or persons and a signed copy also he d in
the project fles.

For small or loh, risk projects it may iot be appfopriate to have formaljob descriptions, but
the people shoud have read and ufderstood the responsibi l t i€s contained in the roe
descript ions.

Hints ar ld t ips

30



PRINCE2

Executive and

l,4anaqerjob

SIARI NG UPAPRO]EC'I(SI])

3 l

lf  the project is part ofa prograrnme, progranfie management wi appointtheExecutiveand
nriay lnf uence the appointment ofthe Project Manager as,,\ ,el l . lhe programme may leave the
appointment ofthe remainder ofthe Prolect Board to the Executive.

4.5 Designing a Project Management Team (SU2)

4.5.1 Fundamental principles

o The project needs the ght people in place) with the auîhority, responsibility and
knowledge to make decisions in a timely manner

o The project management team needs to reflect the idteîesrs ofatt parties who will be
involved, including business, user alrìd supplier inîeresrs

. Proiect managemenî îequires resources and calls foî a rang€ of skills, which must be
available within dle project managemenr ream

. It is importanî that consideration is given îo all the activities that are involved in
managing the project so tlat no important aspects are overlooked. Iî is also important
that all the skills needed by dìe project are made available. All the îoles id€nri6ed in
fhe Organisatian component must be filled in some way in each project.

4,5,2 Context

Having identifred an Executiv€ and the Project Manager, rhe next job is to review the projecr
sizer complexity and areas impacted by úe 6nal ourcome, rhen design the projecr
management team with appropriate represenrarion ofuser, suppliet and Pîoject SuppoÍ.

In practice it is normal that this sub-process and the îert, Appointing a Project Managernetu
?rt? rSUS). wi l l  ha\ e considerable overlap.

Corporate/progranme manasement

Dranjob

Figure 4.4 Designing a Project N/lanagement Team
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4,5,3 Process descriDtion

The obiectives ofthis sub-process are to:

. Design the projecî management team súuctùre appropriate tothe size and nature of
the proiect and the groups involved

. Identiry candidaîes for each role in orderto produce a recommended projecî

management team

. Determine th€ responsìbiÌiti€s and requisite skiÌÌs foreachposition

. Where th€ project is part ofa programme, progmmme managem€nt has
responsibility for ensuring the establishment ofan appropdate Project Board.Ifthis is
done,mostofthis sub-processwill noî be requircd.The programme may, however,
leave the appoinîment ofthe remainder ofthe Project Boardîo theExecutive.

The PRINCE2 proiect management team structure described in Orf"anis.trion, Chapter 14
aîd. Pnject management team roles, Appeîdtx B should be used as a basis for the sub-process.
There are certain steps that must be undertaken:

. Identify €andidates for îhe Project Board roles and cr€ate their job descriptions

. Assess whether any members ofthe Project Board are likely to delegate any oftheir
assuran€e responsibilities; îhis will assist the Project Manager to advise on the design
ofanyassurance roles and îhe selection of candidates to fill them; this aspect may
need toberevisited after the other Project Boardroles are actually appointed

. Consider whether separate individuals are likely to be needed asTeam Manager(s) or
wheîher the Pîojecî Manager will be filling this role personally; îhe final decision on
this may not be taken untiÌ the planning of each stage

. Examine îhe Project Manager role definition and propose any Projecî Sìrpport roles
required; a checÌdist ofpotentiaÌ Project Supporî responsibilities is sho\itilí Project
mdndgement tNam rcles, Appeîdir< B

. Assign candidate names to all roles identified; îhe design should state \rhether each
role will be allocatedto one individual, shared or combrned with another role. AIso
assess the îime and efort required to fill the role

. Identify who will need to approve these appojntmenrs in the next sub-process, SU3.

It may be necessary to obtain information from d1e Project Brìefand Project Approach in
order to complete this sub-process.

4.5.4 ResDonsibil i t ies

The Executive and Project Manage! are iointly responsible for the design. The Executive will
take specific responsibiliîy for the Proiect Boarddesign.
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4.5.5 Information needs

Table 4.2 SU2 information needs

[ / lanagement information

Agreed Executive and
Project [,4anager job descriptions

Project [/]a ndate

usage

Inpu t

Inpu t

Project rnanagement team structure 0utput

Draftjob descriptions for the
remainlng rnembers of
tne project rnanagement tean

Explanation

Speclf ies the exist ing agreed responsibi l t ies to
avoid gaps/over aps

ndicates the lke y user and customer
lnterests

This forms the basls of discussion with the
appolntees and wlth the senior management

Ready for discussion and approva ir sub-
process su3

0utput

4.5.6 Key criteria

. Hav€ the customer and supplierresident quality assuranc€ and intemal audiî
fiDctions been catered for?

. Does the organisatioÍ design balance wirh rhe overall projecred cost, c ricaliry and
importance of the project?

. Can the proposed Project Board members make the commitments required ofthem?

. Have all the roles and responsibilities been allocated? Ifnot, are the o<clusions
ju.tifiedì

Doesthe design allocat€ roles and tesponsibilities ro individuals with rhe.equisite
knowledge, time and aùthority ro carîy îhem out?

AÌe all relevant stakeholders represent€d in the project management team?

How should the PRNCE2 model be adapred wh€re the cusromer or sÌrpplier uses
methods or technology that call for specific organisaaion-and-conùol models?

Does îhe pro,ect maiagement team stmcture fir in with, and suppor, any
programme management stîuctute?

. Ifthe project is paft of a prografiÌlne, is there to be programme represenration on dte
ProjectBoard or as some part ofthe project management t€am?

. Do any assurance and suppofi roles fit into any ovetalÌ programme or sîtategy
assurance and suDoort functions?

l f  the project is part of a proqramme,
members of the Project Board or eave
should confirrn the acceptabi i ty of the

programme management may choose to appotnt atl
this to the Executive. ln the latter case, the Executlve
design with prograrane management.

Hintsand
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-fhe 
user and operational interests that wi be impacted by the project's product(sj shou d be

consldered for Project Board representatlon.
-[he 

Project Board is a decis]on-rnaking body, not a dlscusslon group. For thls reason lt is not
a qood idea to allow the Project Board to qrow too arqe. ldea y, it should not grow beyond,
say, three to six peopLe, even for a large project. t may not always be posslb e to restrlct it to
this slze, but, for exanple, often a separate user group can be set up, which wl I appoint one
of its rnembers to act as the Senlor User on the Project Board.

Whleit isimportanttogiveconsiderationtoa theitensdiscussed,jtwi often notbe posslb e
toprovldea the informatlon needed to rnakea appointmentsdurlng stat-upand thusthere
wi often be a need to f inish sorne appointments during lnit iat lon, or at the beginning of a
staqe.

Ensuring that quali ty testing has appropriate user and/or customer representatlon is the
responsibi ì ty of the Senior l lser Îhls shou d be taken lnto cons deration when discussing any
deleqaUon of the Senlor use/s assurance responsibi l t ies.

t ls essential to ensure that the project is not adversey affected by delays in customer or
suppier manaqernert chains. fhis shoud be considered when thnklnq of l fdividLrals,
part lcularywhen f l l ing the various Project Board roles.

A Project Board member shou d not de egate his/her role. This usualy leads to a deputy who
does not have the arthorlty necessary to raake the required decisions.

Where a third party isfundinq the project, it may be necessaryforthefinancier to be extensive y
involved in the management of the project. Project Board roles shou d ref ect this, brt shou d
also erìrphaslse the user's roe in specllylng what is needed and monitorlng the project to
ensure that the solutlon is going to satisry these needs.

Where the project is pa{ of a programme, this sub-process can be Lrsed to deslgn the lnesof
communlcation betl leen project and progfamme. lhjs may me€n prograrnme representatlon
exp icity \ryithln th€ project management team.

lf the supplier cannot be ldentif ied at thls t ime, perhaps due to the Project Approach of
tendering the work during the eary stages of the project, consid€r having procurernent or
purchasing department representatives to take the Senior Supp ler ro e in the lnterlm.

Where there are many suppliers (for examp e, on a major construction project) consider
creatinq a supp ier forum that e ects a representative as Senior Supp ler to represent their
views on the Project Board.

4.6 Appointing a Project ManagementTeam (SU3)

4.6,1 Fundamental principles

. An essential for a \r€ll-run proj€ct is îhat €very individual involved in île management
ofthe project understands and agrees.

. whois accountable to whom for what
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I who is responsible for what

r what the reporting and communication lines are

There must be agreement and acceptance by everyone oftheir roles and
responsibilities

There should be no gaps in responsibilities ollce the îoles have been tailoredj
someone should be cleaîly îesponsible ior each given managem€nt aspect.

4.6.2 Context

Having created a design for the projecî manageme[t team h sub:process SU2, îhis
needs discussion and asreement with the iîdividùals identified.

4.6.3 Process description

The objectìves ofthis sub-process are to:

. Appoint people to:

r the Proiect Board

r Project Assuance (where approp are)

r Proiect SuppoÍ (where approp ate)

r ream managemeîìr

. Ensure îhaî îhese individuals ùnderstand îheir roles and responsibilities in the
managemmt and support ofthe project

. Ensue that dre individùals are actively committed to caffying our îheir roles and
responsibiiities

o Con6rm the reporung and cominunication lines, and include in management
information as this will impact on the Communicaîion Plan.

These objectives are met by a process of consultation and discussion with all the people
involved and, ifnecessary, theil lin€ management.

D€ft job

Figure 4.5 Appointing a Project [/la nagement Team
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As agreement is reached with Project Board members on theb roles, rhoughts on rhe
delegation of alrìy of rheir Proied Assurance tesponsibilities may change from the original
project management team design. This may lead to a redesign and a furîher round of
appointments or role modilcations.

Each PRINCE2 role definitìon will need to be tailored ro rhe particular envìronmenr and
individual. The individual concerned should sign the resulîing agreed job descriprions.
Copies shouldbeheld by that individual and the ProjecrManager.

For any Project Assurance or suppofi persorìnel appoinîed, the Project Manager needs to
confum whaî their avaìÌability to úe pro,ecr will be.

4.6.4 Responsibil i t ies

The Executive is responsibÌe for the appoinúrìenrs, assisîed and advised by îhe Projecr
Manager. The Executive will have îo liaise with corporate or programme management to
identily the appropriate personnel and negoîiate for rheir availability.

4.6.5 lnformation needs

Table 4.3 SU3 information needs

lvlanagement information

Prolect management tean
strLlctute

Draft job descriptlons

A g r.-ed job desc rl ptions

usage

lnput

Inpu t

0utput

Explanation

ldentiîcation of the p anned al ocation of ro es, amended if
nece55ary

Appointed and confirrned project rnanaqernent team

Roles tai lored to the project and the lndividual

4.6.6 Key criteria

. Did final ageement on job desc ptions cause any úansfer or change of
responsibilities that has an impact on another,ob?

. Have all appointees understood and accepred the responsibiliîies oftheir role as
described in the job description?

. Have the appoinîees îhe appropdate skills for the iob? Have they received appropriare
training to ful6l ùeir roles? Have they suf8cient time to firlfit îheù roles?

fhought needs to be gven to ho!,r the various support processes, such as Project lssue
rnanaqernent, wll l  be hand ed.

fhe customeÍ or supp ier may have a Project S!pport Off ice in exlstence, frorn whlch some or
a ofthe Project Support identifed may be obta ned.

Hints and t ips
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l f  the project is part of a programme that i tself has proqrarnme support, thought wil l  have to
be givef as to how the project wl I lnterface with the programme.

4.7 Preparing a Project Brief (SU4)

4.7.1 Fundamental principles

Before proceeding any tuItherj ùe Project BoaÌd needs to satisi' itself that the project is
worth doing.

The proj€ct needs to start with a reliabÌ€ statement of requirements and e4)ectations to
ensure itisbased on consistent and adequate information.

Even if the project is part ofa programme and îhe programme has provided a Pro,ecî Brief,
documentation can become out of date quickiy; hence ir wi-ll need checkjng before
proceeding.

4.7,2 Context

The external trigger for the project is the Project Mandate. This sub-process checks îhe
content oftie Mandate to ensure that it is still corect and enlunces it, where necessary, jnto

the Proiect Brief.

Where the project is part ofa programmej the programme may create the Proiect Bdef) thus
reducing the work ofîhis sub-process.The projecî team should validate any provided Project
Briefand may need to expand on some ofthe staîements in it.Ifîhe Project Bdefis provided

by a prograÍìme, the programm€ management must agree any changes (for example, impacts
on constmints, such as detivery dates). Such changes would need impact analysis ar
programme level and may cause entdes in îhe programme and project Rìsk Logs.

Corporate/progEmme management

out ine 8usÌness Case
Prcject Bfief
Risk Log
Dally Log

Figure 4.6 Preparing a Project Brief
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4.7,3 Process description

The obiectives ofthis sub-process are to:

a Prepare the formal terms ofreference for the proiect

. Esîa bl ijh th e customer'\ quality expeclations

. Establish the Acceptance C te a for the proiect

. Begin a record ofany risk\ facing the project

o Ensure tlere is an oudine Business Case based on the information provided in the
Prciect Mandate.

The Project Mandate information may not be complete or accurate. This sub-process
achieves a stable statement ofproject reqrdremenrs in îhe form ofthe Projecî Bdef.

The Pîoject Brief needs to include highlevel information on what needs îo be done, why
(îhe benefits to be achieved), who will need îo be involved in the process, and how and when
it will be done. The aim of the Proiect Brief is to allow the Project Board to decid€ whether
there is sufficient justifrcation to warîant îlie exlrenditure proposed by the initiation Stage
Plan.The oudine for the Project Bdef, given in Product Descríption outl;nes, AppendixA,lists
the informatior needed for îhis purpose.

The customer's quality expectations need to be agr€ed at this early stage.They will impact
every paft of the pîoduct development, thus affecting ùme and cost. Definition of the
customeî's quality expectations should come ftom tÌle cusîomer/user communify, led by the
Senior Ùser, îhe Executive and other stakeholders. See Qua$4r ín a project enaíronment,
Chapter I 8 for fufiher details.

The usèr requir€ments should be prioritised. Later, ifproblems cause îecorNideration oftlìe
proiect's scope, fr]lrlds can then be targeted aî those iîems prcmising the highesî retum. Part
of îhe terms of reference should be the Acceptance Crìîeria, given in Ilodlut Descriprian
outlires, AppendixA.These are based oî tlle customer's quality o,.pectalions.

The contents ofthe Proiect Briefshould be discussedwith all stakeholde$.

The level ofdetail needed for each element ofthe Project B efwill varywith difrerent projecr
circumstances. However, each element needs to be consid€re4 even il the result of that
consideration is îhat the element is not needed.

The Business Case will be refined as part ofîhe Project Initiation Document alrìd throughout
the project. However, îhe basi€ justìfrcation for the project needs to be understood, either
defined in úe Project Mandate or developed in this sub-process and added to the Pîoject
BrieL See Brsr,?ess Cdse, Chapter 13 for further deîails.

The customèr's quality expectations and Acceprance Criîeria will also be used in the
initiation stage to create úe Prcjecî Qualiry Plad.

PRINCE2 suggests that a Proiect Manager should keep a Daily Log, an informal record of
aîy events, decisionsJ agreements and moniîoring tasks. This will be needed dìroughout the
proiectj so it is a good idea to create it dùring this sub-process.

Bjsks may come to light during this sub-process and therefore a Risk l-og should be created

3B



PRINCE2 5TARI NG UPA PNOJECI(SU)

as eaÌly as pmctical within this sùb-process to hold details ofany risks, îheir anal,sis and any
actions,

4.7.4 Responsibil i t ies

Tbe Executive is ultimaîely responsible for the production of the Project Brief. In practice,
the Project Manager and any appoinîed Projecî Supporî staff will do much of rhe actual
work. Th€ Executive's Proiect Assurance role should review the oùtline Business Case and
Risk I-og.

4.7.5 lnformation needs

Tab e 4.4 SU4 information needs

N,{anagernentinformation usage

Daiy Log output

Explanation

The Project lManager's lnforma record ofactlons,
/ c . i . i ^ . <  r v p . t c  r . r l  i ^ h (  r ^  h p  l ^ n è

To fecord r isks,lrcluding any noted in lhe Project
N,4andate or Project BrL.f

Submission to the Project Board as part of the
IUstif Ìcation for init iat lon

Subrnission to the Project Board as part of the
justlfication for in tlation. Taken frorn the Project
lvlandai€ or created here

The externa trigger from corporate or programme
managenrent containing the reason for the project

Risk Log

Project Brief

outl ine Business Case

0utput

0utput

0utput

Input/
0utput

Project fvla nda te

4.7.6 Key crìteria

. Does the Projecl Briefcontain all rhe îequired information?

o Is ttre information in dìe various sections ofthe Projecî Briefconsisîent?

. Is the 'ownership' of the project properly defined?

. Is there any potential disagreement on the Proiecî Brief conîenîs ftom Project Board

. Is the Project Bdef sùitable for a decisionto b€ made on \rhedrer to audìorise
initiation or noî?

. Ifthis projectis one ofa chain of related projects, does the content ofthe Project Bdef
conform to any prior projects?
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Checkthe Project Brieffof the project lnforrnallywith each mernberofthe Project Board before
presenting lt  for formal approval.

Try to determine whether there are any conflicts of lnterest wlthin the parties to the project.

ln srìrall projects the Project Brief rnay not be produced as a separate document. lt may be
more appropriate to go straight to producing an outl ine Project lnit lat ion Document, which
,,\rould then be reîned. ln such a case, Stotting up d Project (SU) and lnitioting a PrajectlP)
cou d combine into one process.

Keep the Project Brief as small and high eve as ls consistent wlth the dec s ons that need to
he taker h Autharising lnìtiotion lDPl).

Hints and t ips

4.8 Defining Project Approach (SU5)

4.8.1 Fundamental principles

Before any planning of the projecr can be done, decisions mìrsî be made regarding how îhe
work oftheprojectis goingtobe approached. For example, will the solutionbe:

Bought'offth€ shelf'

'Made to measure'

Developed in-house

Contracted to third parties

Based on an €xisting product

'Built ftom scratch'

Based on specific rechnologies?

Iî is also necessary îo make sure rhat rhe way in which îhe work is îo be conduct€d is in line
withpractices and guidelines currenîly undersrood between cusîomer and supplier and does
not jeopardise the project in anJ way.

4.8.2 Context

This sub-process takes informarion ftom the Ptojecr Brief, togeîìer with informarion from a
range of customer and suppÌier sources, ao produce the defined Project Approach.

The Project Approach will be used when developing the Proj€ct Quality Plan and Projecr
Plan in dre next process , Iniriatìne a Prokct (lP) .
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Risk Log

SIAFIING UPAPROIECI(SÙ)

Figure 4.7 Defining Project Approach

4.8.3 Process description

The objectives ofthis sub-pmcess are to:

. Decide how the work ofthe project shouldbe approached

. Identify any constmints on the way that the work ofthe ptoject must be carded our ot
on ùe t iming ofcertain producr del i \  er ies

. IdentiE' the skills required to condu€r rhe work ofrhe projecr.

In order to achieve these objectivesJ various steps have ro be ùnderîaken:

. Examine and ifnecessary refine how the work is îo be approached, based on dle
overall direction given in the Project Mandate and,/or Project Brief, pafticularty
wiùin ùìe projecr denni l ion and rhe Business Caqe

. Identibr any con.trainrs on rime. money, qualiry dnd re5ource ù\e or availabiliry

. Identiry any customer or sùpplier standards îhat should apply ro rhis projecr's
producrs or acr iv i t ies

. Identi$' afly customeror sùpplier staîemenrs ofbesrpracrice that could apply to rhis
project's products or actiyities

. Identi& any secùrity constrainîs that apply ro t}le crearion and Ìong-rerm operation of
the projecr c product.

. Identii' ùe range of options for delivering rhe project's products

. Identii' any maintenance and opeÉtional implications rhar might have an efect on
the choice ofoprions

. IdentiS' any corpolate strategies or sratements ofdirecrion that couldhave abearing
on this projecis products and acdviues

. Put the project in €ontext {'ith any orher relared work or cotporate initiarives by
establishing any external dependencies and prerequisites

. Identii' the culrenî thinking about the provision ofsolutions w.irhin the industry
sectors and specialisî skill areas involved

. Identii' the overall business critìcality ofîhe proiect's ourcome and the cur-rent
assessment of business îisk

. Consider how the finished product canbe btoughr inro use

. Identilr any training n€eds fo. user penonnel

4 l
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Evaluate the possible optioîs against the identified €riteda and paîameters

Selecr the most appropriate opdon.

4.8.4 Responsibil i t ies

The Project Manager is responsible for carrying out this sub-process. However, rhe vrork will
ne€d to be done by people skilled in rhe specialist areas involved, with input fiom ProTecr
SuppoÍ and ProjectAssurance roles, under tlle overall direcrion ofthe Senioî Supplier

4,8.5 Information needs

Table 4.5 5U5 information needs

[,4anagement information [Jsage

Project Brief lnput

Explanation

This product contains the information upon which
decislons on this sub-process need to be made

ldentlfied risks may affect the approach

This forms part of the Project Plan description within the
Project lnitlation Docurnent and ls an input to P/orrÍng
Auolity(lP1) and the Plon Íng (PL) process

Risk Loq

Project Approach

Inpu t

0utput

4.8.6 Kev criteria

. Has an approach been selecred which ma.\imises ttre chance ofachieving overall
success for the proiect?

. Have the operational and support issues been addressed when selecting rhe approach,
to ensure thaî the benefits have the best chance ofbeing realised?

. Given dre approach selected, are sks being rakm on a projecr îhat is cdtical ro
corporate success or that is very high profile?

. Altematively) are opportuniîies beingmissed to experiment and potenriallyleaîn
some lessons for the futuîe on a low-dsk and./or non-cdtìcal proiecî?

. Have risks to the various approaches been idenîifred and evaluated so that îhe mosr
appropdate options have been selected?

. Is drere a need to bring in extemal resources? If so, does this have any impact on the
mode ofworkins?

Thissub-process will be app ied verydifferent y ln dlfferent environments and, as such, it must
be actioned thoughtfuly.The rangeofissueswil lvarytremendously, dependìfg on the nature
of the project and the corporate envlronment. Examples cou d lnclude:

r What is the range of consfuction techniques avai able?

Hintsandtips
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r Shou d the conponents or specia lst sk ls required be bought in or provided ln house?

r Shou d existlng, fied-and-tested rìrethods be used or should the project experiment w th
new, leadlng-edge techniques?

r Io what extent shou d decislons be left to a third-pafty s!pplier?

r Io what extent shou d there be insistence on adherence to customer standardsT

lf the project creates a product that rep aces an exlstlng product, check whether the
changeover to using the new product has lrnpl ications for the Project Approach-

It may be that not everythinq can be declded at this stage and th€re wlll be further extens on
and refinernent throughout the project.

fhe Project lvlanaqer's aqreernent with the Project Board on the technicaland quality strategy
for the project may need to take account ofany planned change ofsupp iers durlng the project.

4.9 Planning an Initiation Stage (SU6)

4,9.1 Fundamental principles

Initiaring the project and preparing the Project Plan take time and consume resources.The
work shouldbeplanned and approved like any orher project work. Make sure that iniùation is
noî aiÍúess and unstructurcd.

4.9.2 Context

Having aìready checked in Preparíng a hQect Briel(SU4) îhaî there is a definition of$r'hat the
project is to doj phrs som€ iustification for doing it, the Project Board needs to know what
effolt is required to create the Project Initiation Docunent.

Dnft lnltiatÌon

Figure 4.8 P anninq an Init iat ion Stage



PFINCE2 ÍARIING UPA PRO]ECI{sUJ

4.9,3 Process descriDtion

The objectives ofthis sub-process are to:

o Produce a plan (the initiation Stage Plan) that covers the prcduction ofîwo
management products:

r the Project Initiation Document (which inclùdes îhe Project Plan)

r rhe Stage Plan for îhe nexr stage

. Define the reporting ard contol arangements for the iniriation srage.

The Project Initiation Document is an extension and refinemenî ofthe Projecî Briefwiù the
addition of the project management team deîails, îhe Project Plan and the Risk Log. The
initiation Stage Plan needs to show the i[vestigation and dev€lopment of the extra
information required, plus the development of úe Proje€t Bri€finto the format requùed for
the Proiect Iniîiation Document.The initiation stage should be a short and inexpensive one
compared îo the likely total cost ofthe project.

A stage sîrucîuîe for the proiect will be developed dùing initiation. At the end of initiarion
the Project Board will expect to see not only the Proiect Initiaîion Document but also a
detaìÌed plan for îhe next sîageJ because the extent ofîheir actual commitment will only be for
the next stage,

Ifthe project is part ofa programme, the end date for the iniriaîion stage should be checked
against that held in the programme plan. The initiaîion Stage Plan will also give progamm€
management warning of any requiremenîs from the progîamme and ofthe need to prepare to
review the Project Initiation Documenî.

T1rc coÍÍîo\ Planning (PL) process will be used to create the Stage Plans.

4.9.4 ResDonsibil i t ies

The Project Manager is responsible for planning îhe initiation stag€.The appoint€d Projecr
Assurance and Proiect Suppoîî roles will assist. In pafiicularj whoever is responsible for
business assurance needs to identi4' in rhe initiation Stage Plan how the Business Case and
risk assessment will b€ checked.

4,9.5 Information needs

Table 4.6 5U6 information needs

IVanagement information

Project Approach

Project Brief

usage

nput

lnput

Explanatìon

This defines the method by which the work ofthe project
wil be caried out. This wll l  have a bearing on the sca e of
wo  l  l ey .obe invoved i î i n i . a l i nq .hep  o jec r

Derai s ot r 'e job to be oone fp ,s a. ) eèrl ier p èrring
work done)are contained ir the Project Briefand n,i  help
to size the lnit iat ion stage

Updated with any new risksRisk Log up0are
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Draft initiatÌon Stage P an

Draft next Stage Plan

0utput

0utput

An essential pfoduct to gain approva to perform project
irî i t iat ion. The p an for the inlt iat ion staqe shou d be
discussed inforrnally with the Prolect Board

A plan for the stage immediate y fo owlng init iat ion

4.9.6 Key criteria

. Does the initiation Stage Plan show thaî sufncienî resources are available to help the
Project Manager develop eachofîhe elements ofthe Project Initiation Document
and the following Stage Plan?

. Has an appropriaîe level ofmanagem€nt repoÍingbeen established as required by
îhe size or level ofrisk ofîhe initiation stage?

. Does the initiaîion Stage Plan show how each element ofthe Project lnitiation
Documentwill be produced?

. Is there sumcient information for îhe Project Board to make the decision on wherher
to start the project or nor?

. Have those with koject,{ssumnce responsibilities indicaîed which parts ofthe draft
Project Initiation Document they wish îo be checked, how and by which resou.ces?

Init iat ion stagesare often short- fcommunication with the Project Board is ffequentenough.
forrnal report lng arrangements wil  be unfecessary

While i t  is always important to plan any work prlor to commencement, for sor.e srnall ,  ow-
risk projects it may not be necessary to produce too forma a plan for the initiation stage.

fhe amount ofstart-up and jnit iat ion work, even for large ard comp ex pfojects, is dependent
on what work has qone on before.

Hintsandtips
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Expand the
Business Cas€

Plan how the qht  qual i ty  of
prcduct wi I be produced

conro s for the proFct

Figure 5.1 overview of Initiating a Project

5.1 Fu ndamental  pr incip les

A successfiJ project shoùld obseNe the followingprinciples:

. A project is a finiîe process with a defined stafi and end

. All parties musîbe clear on what the project is intended to achieve, why it is needed,
how the outcome is to be achieved and what îheir respoNibiliries are, so îhaî there
can be genuine commirmenr ro ùìe projecr

a W€ll-managed prcjects have an increased chance ofsuccess.

Following îhese principles ivill ensure îhat the project can be successfully scoped and
managed îo its completion.

5.2 Context

Initiatíng a hoject (IP) is aimed at iaying down the foundations for îhe tulfilment of the
p nciples just-described. It follows the pre-projec. process .Stalrirg rp l:l Prr,úr (Str. It is
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tr iggeî e d hy Au t h o r i s i] tg h úîí drio n
Planning (.PL) process to create
process (IP) shorÌld alivays be the

The reasons for doing rheproject

\vhàtkeyprodùcts the project will delivcr

Hor.l' and when rhese !vi11be delivered and at wh:u cost

TlÌe scope ofwhat is to be done

Anv constrainîs $'hich apply to thc product to be deli\.ered

AJìy constraints q'hich applyto thc project

Vrho is to bc invoh'ed in the project decision making

How the qualjty rcctuircd wilÌ be achie\,'ed

\\ahar risks arc îaccd

Ho!l,the projcct is to bc coùtrolled
'WÌìo 

necds projccîprogress informationj lÌo\r and when

Thc ncxt commitmentthat the Project Managerneeds (îhe next Stage Plan).

(DP1),leads to lrrhola?ns 11 Aq;?., (DP2) and invokes rhe
the Project Plan and the next Stage Plan. Thc initiation
first slage in any PRINCE2 projcct.

Init iating a Project

E
@

Flgure 5.2 ni t l r t inq a Project

5.3 Process description

Thcpurposc ofl,??iiatir?g d llotrt is to dmw up a'contmct'in the form ofa Pfojecr Initirtion
I)ocument between îhe Pmject Board and the Prcjecr À,lanager, so that therc is comnon
understanding of:
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This informationcanbe agreed as irformally as the ProjectBoard and ProjectManagerwish.
The Projecî Manager should always document the understanding, however small the project,

and geî it signed by úe Projecî Board, even ifthis is one person. People's recollection of a
verbal agreement can differ weeks, or even days,later.

In formal terms, the ob jecti,res oî In;ríatíng a Projeú aîe foi

a Document and confirm that aÈ acceptable Business Case exists for the proiect

a Ensure a frrm and accepted foundation to the prcject, prior to commencement ofthe
\rork, via tlle creation ofthe Projecî Initiation Docùmenî

. Enable and encourage îhe Project Board to take oivnership ofthe project

. Enable and encourage the Project Board to:

. make a decision on whether îhe project is viable

r agXee to the commitment ofresources to the next stage ofthe project

. Provide the benchmark for the decision-making processes required during the
project'slife

a Ensure that by carrying out iniîiation in an organised mannerr the invesÎlnenî oftime
and effort required by the project is made wisely, takingaccount oftherisks to the
project.

5.3.1 Scalabil ity

As stated at the beginniig of Stardng up a hoject (SU), the amount of ivork involved in îhis
process may be redùced v/here the proiect is part ofa prografiìme. At one extremer dre Proiect
Initiation Document may be done already, and only îhe next Stage Plan and initiaÌ v€rsions of
the appropdate logs and files may need to be created. The Project Manager still has îhe
responsibility to ensure that any initiation product provided by the programne is complete
and satisfacîory.

For small projects, documentaîion of answen to the questions in the key ctileîia of Plepa àng
a fuoje.t BrieÍ GU4) rjirig}rt be sùfncient for rhe initiation srage (plus, ofcourse, rhe Proiect
Plan afld the next Stage Plan, which in a smallproiect wiù a single delivery srage may well be
the same plan). It might have been agreed widr the Project Board that the two processes of
Startíng up a Project (SU) and Initiaîing a l-'roject (IP) can. be combined. In such cases
Authoising Initiation (DP1) may be replaced by a very informal agreement betv/een Pro,ect
Manager and Project Board.

Because ofthe increasing leve s of inforrnation, and hence understandlng, that emerge during
the process, lnjtiatlon wiÌ usua y be a set of iterauons punctuated by reference to Project
Board members for feedback.

Where the project is we I defined and p anned from the outset, inÌtiation can be a very rapid
exercise to confrm thls and take ownership.

Hin ts and t ips

49



PFINCE2 IN IIAIING APFOJECT(IP]

Where the project is part of a programme, the lnes of communication arú the report ing
structure between project and programnae rnust be made clear ln the Communìcation Plan
(part ofthe Pfoject Init iat lon Document).

Where there are stakeho ders who are lîot on the Project Board, it is sensible to check the
Project Initiation Document with them prior to any formal presentatlon to the Project Boarcl.

Refer to previous Lessons Learned Reports for guidance and jnformatlon. .:

5.4 Planning Oual i ty  ( lP1)

5,4.1 Fundamental principles

A key success factor of any project is îhat tli€ outcome of the project conforms to rhe
customet's quality exl)€ctations and Acceptance Criteria. This witt or y-happen if îhese
expectations are boîlì stated and agreed al rhe beginning of rhe project, togerher wiîh rìe
standards îo b€ used and dte means of assessing achievement of úese wiîhin the frnal
product.

5.4.2 Context

Tltis sub-process builds on the Project Approach d€6ned in SU5 and describes how qualiry
will be achieved in the subsequent planning processes.

5.4,3 Procèss description

The obiectives ofthis sùb-process are to determine the qualiry required for îhe ptoducts of
îhe project, and îo plan the proiect's approach to qùality (rhe Proiect Quatity Plan) by:

. Establishing the quality regime rhaî will apply ro the projecr and \i'har Proiect
Assurance aftaîgements will be employed

. Agreeing the customer's qualiry expeclarions

Ouality standards

Project management teanì strLicture

Oualiry Loq
Prcject ouality Pan

Figure 5.3 Planning Oual i ty
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Refning the project's Acceprance Criteda

Establishing îhe approach to be used s.ithin the project for the conrol ofchanges.

In order îo achieve these obiectives, various steps hav€ to be undertaken:

. Establish links to qny corporate and/or programme quality assuance function and
ensùre that all project qualiry acriviîies supporr) and are supported by, rhis function.
This may include assigning a quality assumnce role for the proiect (as palt ofthe
ProjectAssumnce role)

. Establish whether îhe custom€r has a qualiry managemenî syst€m that should apply
to aspects ofthe project

. Establish whether dre supplier has a qualirymanagement syst€m that should apply ro
aspects oftheproject

. Defne what combination ofstandards ftom rhose of rhe cusromer and suppl;er will
be used in the proj€ct

.  Establ i \h any qual i ry as\urance need< for rhe proiecl  managemenîproducrs and
activities, especially meeting îhe needs ofîhe qùality managemenr s,rtem v/here îhese
are applicable

o Establish the means by which overall su€cess of the pro,ect's final product is to be
measuredr and pfio rise them

o Identi4' quality responsibilities both wiùin and qxtemal to dre proj€cr

o Identi8, the quality control îechniques and procedures to be employed dùdng îhe
conduct ofthe project

o Create the Configuration Management Plan and the change conrol procedures ro be
adopted, including:

I responsibilities

. procectures

. change budget

r documentation

. Assemble and finalise the above eìem€nts into the Proiecî Quality Plan

. Set up a QualityLog to hold deîails ofall planned and acrual qùality checks.
Additions will be made to îhis as each Stage andTeamPlanis creared.

See QuaIiE ;n a projed enaùonment, Chapter 18:, Conrtguratiolz managefier?r, Chaprer 19 and
Change contîol, Chaptet 20 for further information on rlese aspects.

Where úe project is part of a programme, îlìe Proje€t Mandate passed down ftom rhe
prograÍìme or the Project Brief may have included statements about quality planning. These
would form the basis of the Project Quality Plan. If there is any iocoÌrsistency between the
desbed Project Quality Plan and what is contained within rhe Proje€r Mandate or Projecr
B ef, this musî be îesolv€d with programme managemenr.

Where the project lvill use srandards that are aheady documented) rhese should jusî be
referenced, wiîh only variations documented, within the Projecr Qùaliry Plan.
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5.4.4 Responsibil i t ies

The Project Manager is responsible for tlìe sub-process, assisred by rhose wirh Project
Assurance responsibilities, particularly those connected to búsiness assurance, Wherc a
separate quality assurance funcîion exists within a corporate body, the work of this sub-
process mustbe done in close co-ofdination wiîh that firnction.

5.4.5 Information needs

Tab e 5.1 lPl information needs

Managernent information

Project Brief

oua lty standards

Project Approach

Project management team
structure and job descrlpt ons

Project Oua ity P an

Exp anation

Thls document shou d contain the customer's
quali ty expectations and the Acceptance Cr teria

Standards wlth which projects nust comply

Io establish the most approprlate approach to
q ., i ' l  ' le " s a re"d ro L -or hoú, .hF pro e. _

work js to be approached as this cou d have a
'u îdè re  to le  fec .  o  .Le  n  e .Lod ,a , rd  eso .  (es
used

lo establish quali ty responsibi l i t  es and add them
into Iob descript lons where appropriate

This wlll contain the resulls af Plonning Auo I ity
( lP1), inc udinq the (possiblyl ref lned and
expanded Acceptance Criteria, and h,i  be an
e ement ofthe Project lnit iat ion Document
output from ,Assemb/lng o Project lnitiotian
Docunent I P6)

C  e a t e d  r ' e . d  e 5 5 t o r e . o d . I d e . a . o f q L d l  r )
cnecK5

usage

Inpu t

Input

Input

Ouality Log

Input/
tJpdate

0utput

0utput

5.4.6 Key criteria

Have all quality standards associaîed lvith the project's area ofimpact been identilìed
andconsidered?

Has d1e cusîomer imposed any A€ceptance Criterìa on the 6naÌ product îhat \À,i11
require quality-relatedrrork beyond normal expectations?

Have all those, and only tiose, standards relevant to tle successful fiJlìal product of
rhe pro,ect been included?

Are the approaches to assuring quality for the project approp ate in îhe light ofthe
standards selecîed?

Are the quality criteria measurable or assessable by the quality control mechanisms
identifled?
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Are the change conúol and quality assuance methods appropdate foî the scale,
€omplexity and risk exposuîe ofthe project?

How wi l l  qual i ry a.surance be provided on proiecrr where rhe Projecr Manageris not

technically qualified?

N,4uch of the information discussed ear ier in this chapter, such as standards and qua lty
assurance functions, may already be established and docurnented. t wil l  usually be suff icient
for the Project ouali ty Plan to refer to thls documentation, p!s clear jdentifcatlon and
jLrstificatlon ofanyvarlation from the standards. However, the remainder ofthe Project ouality
Pan's contents must be exp icity stated.

The Projectoua ity P an may have to take into account any planned change ofsupp jers during
the project, as they may have different quality standards.

5.5 Planning a Project (lP2)

5,5,1 Fundamental princìples

Before committing to major expenditule on the prcject, the timescale and resotuce
requirements must be established.This information is held in the koject Plan and is needed

so that the Business Case can be evaluated and the Pîojecî Board can control the project.

5.5.2 Context

This sùb-pro€ess uses îhe cofiÍ\or1 Plannhg (PL) process îo produce both the next Stage

Plan and the Project Plan. It includes the implications of îhe Proiect Quality Plan ftom

Plannìng Qualíty (lPl) aùd Dertníng ProjectApproach (su5).

The Pîojecr Plan becomes a maior element ofîhe Proj€ct Initiation Document.

Hin tsand t i ps

Figure 5.4 Planning a Project
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5.5.3 Process description

The objectives ofthis sub-process are ro:

. Ijndersîa[d at a high level the rotality of rlìe work rhar is aboul lo be underraken by:

r idenîit'ing and, where possibler defining the maiot products of the projecr

r identifying the major activities to be performed to deliver the products

r assessing the major risks ofîhe projecr and putting in place countermeasures, as
hiehlighted n Management of 'rsh, Chaptet 17

r estimating the efort ne€ded

. idendrying what rimescales are achievablej giÌen d)eprojecr consúainrs and any
key milestones

r identifying rhe overal I resource îequùemen rc and co5rr

. Identi$'the key decision and L€view points for the projecr, and any implications on
these ftom the PrciectAppîoach. From these decide where the management srage
divisions should be (as discussed in Cora"oÀr Chaprer I 6)

. Vsethe Planning (PL) pîocess ro produce the Project Ptan

. Vsethe Planning (PL) process ro produce the nexr Srage Plan.

The Proiect Approach taken (see SU5) will aflecr the tesring that can be doîer the type and
amount of developinenî woik to be done and other factors influencing î-he choice of srages,
such as wh€tlìer rhere r"vill be a large purchasing efro{.

It is also necessary ro decide on the planning srandatds to be used fot úis project, including:

. Tools and techniques

a Content and presentation ofplans

a Adoption or otherwise ofcotpoÉte or departnental standards.

As this sub-process is basically a planning processr th€ detailed steps needed ro camy it ouî are
those explained in P/rrrzt g (PL).

Change budget

At this time iî is ùseful to consider îhe probable volume ofchange requests to the objecîives or
specification that are likely ro be sìrbmitted during úe project. Iîit is forecasî rhaî a number
ofcha[ges are lilely, rhe Projecr Manager should suggest to the Projecî Board thar a change
budget be seî aside to cover the cosî ofrhese.This would avoid sirìrations where the Execurive
is asked to go back to corporate or progmmme management for an increase in the budger ro
cover t}le cost ofsuch changes.

Contingency budget

By this îime, ùe risks (tllfeaîs or opportunities) to the project will have beeù afla\,sed in
Anabting Rishs .(PI-6) .If îhere is a signifrcant exposure to dsls and conringency plans have bem
preparedj the Project Manager should suggesr lo rhe Projecr Board rhal a conringency budger
be set aside to cover île cost of implemmrìng rhe plans should îhe associated risk occur.
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5.5.4 Responsibil i t ies

Th€ Proiect Manager is responsible for this sub-process, assisted where appropdate by
Project Support roles and other membels ofthe projecî managemenî team, and guided by
îhose with Project Assurance îesponsibiliîies, \rho also check dìe results.

5.5.5 lnformation needs

Table 5.2 ìP2 information needs

N4anagement information

Project Approach

Project Brief

Risl Log

Inpu t

lJpdate

usage

Input

0utput

0utput

Explanation

This exp ains what methods wil l  be used to carry out the
wofk of the project and provides a key lrput into the
P/0,1nlr9 (PLl process

lhis document contalns the base information about the
project. lt is the information that this process uses as the
primary start point for the P/orrirg (PL) process

This product ls needed because the work carried óLrt, and
the t ime and resources needed to conduct the work wll l
be inf luenced by the quali ty required and the quali ty
standards and methods to be adopted

Risks ldentified in the loq may affect the Project Plan.
Conversely the Project P an may create new risks or
modifr/ existing ones

This is the u tlrnate product from the sub-process and lts
production is the prirne reason for carrying out the sub-
process

Passed with the Project nltlation Docr.rment (which is
produced in lP6)for Project Board approva

Project 0ualÌty P an lnput

Project Plan

Next Stage Plar

5.5.6 Key criteria

Does the Project Plan show the appropriate balance betlveen being comprehensive
and complete, and being suf6ciently co cise îo be undersîandable?

Are all the relevant paîts ofthe Projecî Bîiefîeflected in the Proiect Plan?

Is îhe level ofdetail in the Proiect Plan appropriate for the project, bearing in mind:

. the dumtion ofthe Droiect

the levels of ceÍainty or other"lvise concerning the project's final producî(s)

th€ €omplexityofthe project, for €xamplej the nÌrmber ofdependencies €ompar€d
with the number ofproducts, the number ofdepatments or groups involved

I the corporate and business sks involved?

Is the Project Plan supported by the other elemenîs ofthe Pîoject lnitiation
Document? Also, is it in sufficient detail to support developm€nt of the Project
Initìation Document?
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Is îhe Proiect Plan in a staîe suitabl€ to support the decisions ro be made in
Authorísins a I-troject (DP2)?

Is the Project Planconcise €nough to be ofpracrical use for the membels ofdre
ProiectBoard?

Is îhe Proj€ct Plan consistent wit1l cotpomte aÍd/or programme plans?

[,4ake sure the Pfoject Brief is understood, as this should prov]de the base from which the
plannlng is done.

lJnderstanding the way ln which benefits are to be realised may have lmplicatlons for how the
project should.be run.

To arrive at a final Project Plan it will often be necessary to produce a draft plan, then buid
the detailed next Stage Plan before refning the Project Plan in the light of the lnformatlon
9a red

Ihere wil be a rîeed to assess the risk scenario ofthe Project Plan itself.

Where the project ls part of a programme, it rnay be necessary to include provision for
interacUon between programme and project, for example:

r Perlodlc audlt to ensure reconcil iat ion

r Programme brlef ings

I Project lnvolvement in prograrnme level r isk and change contro .

5.6 Refining the Business Case and Risks (lP3)

5,6.1 Fundanental principles

When setting up, ard particularly while running, îhe project, it is all roo easy to concenúate
on lulrdt is being don€ alrìd &oz, it is to be done, while ignodng zo,J,, it needs to be done. The
Business Case states rrr:), the work is beiîg done and as such is a crucial element of dte
protecr.

It is also imporîant to anticipate aîy problems or threats to which the project could be
subiect, so îhaî appropriate actions can be taken ro deal wirh rhem.

5.6.2 Context

This sub-process takes dle outline Business Case ftom îhe Projecr Brief and îlìe resource
requtements from î}le Project Plan. From rhese, rhe acdviries ofrhe sub-process produce a
refined Business Case that is later incor?orated inîo îhe Project Initiation Documenr. It also
updates îh€ Risk I-og with any useful expansion on risks discovered when wriîing rhe Projecr
Bdef, plus the addition ofany extra risks found since.

Hintsand t ips
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Figure 5.5 Refining the Business Case and Risks

5.6.3 Process descrìption

This sub-process refines the Business Case and may reveal extrarisks.

The obiectives ofthìs sub-process are to:

Refine theBusiness Case in the light ofwhat is now known about the project

Identit' how the achievement ofeach benefit is to be measured

Add to the Risk Log any extra problems or thrcats identified during thìs process

Modi8 the Projecî Plan in úe light ofany risk management activities.

INITIATING A PRO]EC'I IIPJ

In ordeî to achieve these obiectives, vadous steps have to be undertaken

For the Business Case:

Check whether the pîogramme! cor?orate or strategic obiectrves that thìs proiectis

expected to address are still likely to be achievabl€ in lighî ofthe informatìon gained

so î^r dúine Inírìatine a f'roject (IP)

Check whether recent external events have affected any ofthe benefits quoted in the

Business Case held within îhe Projecî Brief

Establish whether any additìonal business benefits have become apparent

Requanti& îhe benefits where appropriaîe, and identitT any disbenefrts

Establish how the achievement of each claimed benefit wol d be measued and

record rhis for rhe Post-Projecr Revjew Plan

Ensure that measurements ofthe claimed beneflts against tlle cuîrent situation are

recorded, so îl1at effecîive compadson can be made at the post-project review

Calculate and/or refine îhe cost elements,based on the Project Plan and the latest

information rcgarding îhe likely operational and mainténance chamcteristics ofthe

project's products

Refine or calculate the financial case and recast îhe investment appraisal where

appropriate

Summarise any difierent options considered as pafi oî Dertning ProjectAp?roach
(su5).
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For the Risk Log:

. Identit, any risks îhat may impact the project

. Assess the likelihood ofeach risk occurring within rhis project

. Assess the impact on the prcjecî ifa dsk does occur

. Prepare any appropdate contingencyplans forinclusion in îhe Project Plan

. Where the project is part ofa programm€J proglamme management may need to be
infolm€d ofany addirional risks identified

. Checkwhetherthe summary ofkey risks included in dìe Business Case needs
refning.

Forthe Project Plan:

. Evaluate the cost of the resolution acrions and contingency plans against îheir value
in reducing the risk

. Add th€se to the Prciect Plan and/or the nexisragePlan. OJote:This willinvolve an
iteraftoî of Pbnning a Proje.r (IP2) and possibly a revisit to rhe Business Case
elemenîs,)

Where a serioìrs risk €xistsJ the Ptojecî Board may require îhe Project Manager to modify úe
plans îo irlclude suitable miîigaring acrions and allocare budger ro rhe actions and/oî creare
a coùtingency plan and add the budget for it - only îo be used if the risk occurs. There will
be a st€p ofbalancing the agreed benefits wirh the id€ntified costs and risks iÍ ord€r to make
a 6nal decision on project viability. Ifrhe sreps listed here idenîitr any changes that have a
firndamental effe€t on the Business Case, dre Project Board will need ro b€ informed as early
as possibler since it may need to escalate îllìe Project Issue to corporate or progmmme
managemefi.

5.6.4 ResDonsibil i t ies

The Project Manager is responsible for rhis slrb-process) assisted, where appropdare) by the
Project Support roles and advised by rhose with Project Assutance responsibilities. The
Project Manager should discuss rhe Business Case and risks wiîh î1ì€ Proiect Boatd
informally before pr€sentation iÍ dre Projecr Initiation Docùmenî.
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5.6.5 Information needs

Table 5.3 lP3 information needs

NIIIAIING A PRO]ECT (IP)

Project Approach Input

[/lanagement information

Prolect Brief

Explanation

Co . ra in . l  i qL  l " / e l  . , ew .o f t l ea  t ' c i p r (ed
business benefits and risks as identifled ln
Startlnq up a Project (5U)

W I coî ain r fo îat oî abo.t lL" way rhe woa
ìs to be conducted and cou d provlde lnput to
both the Business Case and risk analysls

Add any identified new risks. N,,lodify with detais
ofany chanqed rlsks

Update wlth any signif icant extra activjt ies and
resouTce requ Tements to c0unter r 5K exposure

Extract from the Project Briefand update with the
latest Imore deta]led) information

usage

Inpu t

up0are

u p0are

update

Risk Log

Project P an

Business Case

5.6.6 Key criteria

o Ale îhe risk avoidance costs l€ss îlìan îlLì€ costs impliciî in îhe threats?

. Is it reasonable that the benefits claìmed canbe achieved by the anticipated6nal
^,,r.^na ^{ rLa ^r^iè^r)

. Has sensiîivity analysisbeen conducted on the Business Case?

. Is the information in a form that is understandable by the Projecî Board?

. Aîe plansinplace by which the user(s) ofthe products will realise the benefits?

o Hasthe Business Case been produced in line with corloraîe sîandards?

Hintsand t ips

Each rlskeffect is i tse fa potentia causeofanothereffectinain a cause effect chain. The Prolect
l \4ana9er has to declde where and if  the chain should be cut to rìranage risks.

t may be appropriate to use the rlsk proÎle model to present a sumrnary of the r isks
dOC,ne î .e0  .  . . eR :s .  l oq ro -heÒro . r l  Boa rd .

Where the project is partofa prograrnme, the programme's r isk nronitoring rnechanisrn must
be used Ìrnless there are vald reasons not to do so. l t  may be Sensible to combine the
maintenance of al l  the Risk Logs at proqramrne eve .

Fundlng normaly cornes frorn the customer, but there are situatlons where the supplier ful ly
or partlally funds the project (Prlvate Finance lnitlative, for examplel. fhis may qive the
customerfewer rights to intervene or controlthe projeci and could affectthe custorìrer's abllity
to insist on the inc usion of r lsk avoidance or reducuon actlviues.
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The customer and supp ier are lÌke y to have different Business Cases.

The method of payment to supp lers needs to be considered. PEyment may be provided on a
regular basis throughout the lfe ofthe project, staged accordinq to the delivery of particu af
products, or in a lump sum at the end.

Benefit  rea lsation often requires base lning to be done as part of the project. Once the new
product is in place, the o d situation has disappeared, maklnq a true conpaflson irnpossib e.
It is sensib e to baseline before the project is imp emented.

5.7 Setting up Project Controls (lP4)

5.7.1 Fundamental principles

Each decision on the proiect has to be made in a rimely marìner by th€ person or gtoup mosr
approp at€ to make that decisionJ and must be based on accurate information. This sub-
proc€ss ensrues that an appropriate communicatìoq conbol and moniîoring framework is
putnplace.

This sub-prccess builds on the informaîion established in the earlierlPprocess€s ro produce
a statement ofproiect conuols,

Fisk Log

ftoject controls
Communicat ion Pan

Figure 5.6 Setting up Project Controls

5.7.3 Process description

The objectives ofthis sub-process areto:

. Establish the level of conîrol and reporting required by the Project Board for the

. Develop controls that are consisrenr wiî}l úe risks and complexiry of the pioject

. E)rablish tie day-lo-day mo n iroring req uired ro ensure rhar rheprojecr willbe
contrclled in an effective and efEcienî mannet

. Identi$' all inteîested parties and agree rheir communication needs.

In order to achieve these objectives, vaîious steps need tobeunderîaken:
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Allocate the various levels ofdecision making required within the proiect to the most

appropriate project manag€ment level

Esrablish any decision-making procedures that may be appropriate) possibly by

tailoring procedues within existing quality management systems or other standard
procedures

Iîcorporate decision-making autho ties and responsibiliîies into job descdptions
where appropnate

Confirm dre stage boùndaries to provide the appropriate level of contrcl

Confum îlìe toleîances for îhe project and the escalation processes (ftomTeam

Manager to Project Managerr Pîoject Managerto Project Board, and Proiect Board

to cofporate or programm€ managemenÎ)

Consider the size of Work Packages to be useó particularly when using externaÌ

suppliels.

Establish the information needs associated wiîh each ofthe decision-making
ptocesses

Establish monitodng mechanisms to satisfy these information needs

Establish the rcsource requirements to provide the monitoring information

Incorporate monitodng mechanisms ìnto plans and job descripúons wh€re

appfopriare

ldentiîy all stakeholders outside th€ project management team and agree widr them

theiî informarion needs, plus any information needed from them by the proiect.

De6ne dre corrìmunication conîent, recipient(s) and sender, method and ftequency
for all these external communications in îhe Communication Plan

Create a Conìmunication Plan as described in the Produ€t Description outline

Establish the procedures required îo pmduce and distdbute the reportìng

informatlon.

where the project is paft of a progmmmeJ the Communication Plan must de6ne how

information is to be fed to îhe programme.

5.7.4 Responsibil i t ies

The Proiect Manager is îesponsible, assisted by Project Support and advised by those with

Projecî Assumnce responsibìlitìes.
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5.7,5 lnformation needs

Table 5.4lP4 information needs

lvlanagement information

Project Plan

Risk Loq

usage

update

update

Explanation

fhls wil l  need to be updated with actlvit les and resource
requ rements for rnonltoring and contro

Risk eve s wl I have an mpact on the scale and rigour of
contro actlvlt ies. New or chanqed risks rnay be noted as a
resrlt  ofdefinlng contro and rnonitoring activltres. Aso
there is a need to put ln place monitoring devices for r isks
as they deve op

TheachievementofquaLity is one area that nLst be
monitored and contolled. fhere is, therefore, a need to co
ordinate project contro s with the Pfoject Oua lty P an

dentify al l  communication paths, frequency, methods and
Teas0ns

ncorporate decis on rnakinq authorit les and
responsibi l t ies into job descr ptions where appropriate

This w form part ofthe Project Init iat ion Document

Prolect oua ty P an nput

Communication Plan

lob descript ions

Project contro s

0utput

up0are

0utput

5.7,6 Key criteria

. Are the decisions being allocatedto people eqldpped and authorisedto make rhose
decìsions?

The next points are there to reinforce the motto'Not too littÌe,not toomuch':

Are the controÌs appîopriate to the sk, scale and complexity ofthe project?

Is the level of formality established approp ate to the risk" scale and complexity of the
project?This covem such îhings as reporting, monitoring procedures andjob
descriptions

Are all îhe parîicipants committed to providing the information and acting on it?

Have îhe information needs ofallpeoplewith an interèst in the projectbeen

considered when creating the Communication Plan?

Have the tolerances for lhe projecr been clearly identified?

Whencreatingthecontrolsfortheproject,considerthecommunicaiionsrequirementsofthe
project as wellas the decisions being made.

Make sure that the eve of contro is appropr ate to the project. Don't over-contÍo for the
sake of lt.

Hints and t ips
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l f  the project ls paft of a programme, make sule that any programme report inq Iequirements
wlll be satisfied by the delned control stnJcture.

Where information has to be fed back to a proqramme, this may be done by reports flom the
project being exarnined by programme staff or by prograrnrne representation vrithln the
project.

Programme representation is recommended in estirnating the impact of chanqe.

When creating the project sched!le, appropriate miestonesshould be ldenti led to alLo,,\,  any
requlred proqramme rnonitoring of project progress, such as the ends of staqes and the
production of reports required for use by elther the prograrnme or othef projects.

fry to restrict external communication requests to copies ofexlsting project reports.

In a programme context, each project rnay operate chanqe management wlthin delegated
authority evels.

5.8 Setting up Project Files (lP5)

5.8.1 Fundamental principles

Ol1ce the project is und€r \ray, iî is important to keep tack of all úe information being
produced abouî the project and the management and specialist products.There is a need to

be able îo manage different versions ofproducts and to be able to retdeve informaîion quickly

and retiabty. Esîablishing a sensible and pragmatic project frling system at îlìe sîaîî of the
project can ease these problems.

5.8.2 Context

This sub-process takes information ftom the Project Plan and adds the project filing

sîructure to the Configuration Management Plan. A suggested proiect filing structure for

management documents is given in Appendix E.

Figure 5.7 Setting up Project Files

5.8.3 Process d€scription

The obje€tives ofîhis sub-process are to:

. Instìtute a system ofstoring and retrieving all informatlon relevant to the

manag€m€nt of the project, the quality ch€cking work done and the prodìrcts

Configuration
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themselves, which will provide appropdare support ro dte projecr ream and to rhe
implementation of change management

Assign responsibility for managing this filing sysrem.

It may be that a confrguration managemenî system is to be used that will provide these
facilities for some or aÌl ofth€ project's ptoducts.

In order to achieve these obiectivesr various steps have to be unde{aken:

. EstabÌìsh what information will be produced îhroughout îh€ project and will need
fiÌing

Establish what products will be produced rhroughour dre project and îhe need for
associated storage

Establish the retrieval requir€ments ofthe people in dre Communication Plan

Establish f,ling systems that are appropriate for úe identified filing and renieval

The Issue l-og and îhe LessonsLearned Log are also creared during îhis sub-process.

5.8.4 Responsibil i t ies

Th€ Project Manager is responsible for this sub-process, assisted by any Proiect Suppotî
roles and ad\rised by îhose with ProiectAssurance responsibilities.

Wh€re the proiect is part ofa programme, the projectlevel frling structure musrbe consisrenr
with that at programme level.

5.8.5 Information needs

Table 5.5 lP5 information needs

[ ,4ana9ement information

Projeci Plan

Project oua ity Plan/
Configuratlon [/]anagement P an

r55Ue LOg

Explanation

Contains al l  the lnformatlon about the
products that the project is expected to
produce

Updated with the project f i l ing st|ucture as
part of the Conflquration [/]anagement Plan

Created ln readiness to record all Project
55Ue5

A blank og ready to record aspects of the
project that go well or badly

usage

lnput

Update

0utput

0uiput

5.8.6 Key criteria

o Is the formality and rigour ofîhe project flling system appropriare for th€ scale, risk
and complexityofthe project? Does ir fit $.ith cotporaîe culture?
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\Yy'illîh€ retdeval sysrem produce al! required informarion in an accurate, timely and
usable manner?

\7ill the projecî files provide the information necessary for any audiî requircmenîs?

rvill the projecî files provide the historical records required îo supporr any lessons
learned?

Withsensibedesign,computerisedsupportcanavoldtheneedform!lt iplecopiesandensure
that staff have access to only the latest version of information.

The key to srccess is complete arîd rlgotous narning conventions and version nrmbering, so
that lt is at east c ear what information is being ooked at, and for the Pfoject l/lafager to
have confidence thatthere isf irrn contro overal lrnasterversionsofinformationandproducts.

Whether papeÉbased or automated, create a formal configuration management system and
appoint a Configufation Librarian as discussed in Configurotian monogenent,Chaptet 19.

Remernber that 'fi es' do not necessarily mean paper. The prolect files will cover a wide range
of rnedia, al of which need to be considered.

Has due consideration been givea to the impllcations of the geographic spread of project
personnelT

5.9 Assembling a Project Initiation Document (lP6)

5.9.1 Fundamental principles

There ne€ds to be a focal point at which all information relating to the 'what, why, who, how,
where, when and how much' ofrhe project is gadrer€d for agree4ent by the key stakeholders,
and then for guidance and information for those rnvolved in the proiecr.

5.9.2 Context

This sub-process takes all the information ftom the other IP processes and produces îlle
Projecî Initiation Document in prepamtion for the Projecî Board's decision on whether to
authorise dre project, c overcd iî Authorís;ng a Prolc, (DP2).It also invokes Managing Stage
Bo,fiddrres (SB) to summarise the peîformance ofthe initiation sîage.

Hintsandtips
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Prcject Bfief

Rlsk Log
Project conro s
Comírunicalion Plan
Projecttolerances

Figure 5.8 Assemb ing a Project Init iat;on Document

5.9,3 Process description

The ob,ectives ofthis sub-process areto:

. Provide a basis for the decìsions ro be mad,ein Authorising a Pnject (DP2)

. Provide a benchmarkfor all the other managemenr decisions that need ro be made
dùring lhe life ofîheproject

. Provide an informaîion base for everyone who needs to know about the projecr.

In order to achieve these objectives, iî is ìmportanr to understand that îhe informarion will
need to be held and presented in various ways and rhe Project Iniriation Documen! may nor
be one physical document.

The steps required to achieve these objectives will include the following:

. Decide how îhe information canbesîbe packaged and held so that rhese obiectives
can be met for this parîicular proje€r

. AssembÌe the informarion from îhe previous sub-processes

. Assemble th€ projecr organisation srructure from the proiect managemenr team
structue andjob descripîions; îhis may include finalising any roles not allocated
dudng SU2 and SU3

. Construct the projecr definition from rhe contents ofîle Project Briefand Project
Approacb modified by the Project Plan conrents

. Carry out a6nal cross-check ofthe information in the various elementsro €nsure rhat
they are compatible

. Add any narmtiveJ explanarory ot navigalional irformauon required, including rhe
background

. Creaîe the Project Iniriarion Docum€nt

. Forward the information required forl,rthorising a Prcjecî (DP2).
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Vhere îhe project is parî of a programmej programme management musr examine the
Project Initiation Document for any changes afiecîing the pro$amme's portfolio. \ here
t]ìere are changes îlìat have been agteedJ these need ro be reflected in rhe portfolio. If rhe
changes are likely to have an impact on other projects (for example, a prodùct required by
another project will be produced later than previously scheduled), then all projecrs in rhe
programme should be infoîmed.

5.9.4 Responsibil i t ies

The Project Manager is responsible for the producrion ofîhe documenr, assisted byProjecr
Support.There should be close consuhaîion with Proiect Assumnce on î1ìe content as it ìs
developed.

5.9.5 Information needs

Table 5.6 lP6 information needs

N/Ianagement information

Project Brlef

usa9e

Inpu t

Input

lnput

nput

nput

nput

nput

l npu t

lfput

Inpu t

0LrtpLrt

Exp anation

Provides inforrnatiof for the Background and
Project DeÎnit ion sections ofthe Prolect Init iat ion
Document (P D)

Information for the Project organlsation section of
the PID

To be incorporated into the P D

To be incorporated into the P D

lo be incorporated lnto the PID

To be incorporated lnto the PID

To be incorporated lnto the PID

Io be incorporated into the PID

fo be lncorporated into the PID

To be lncorporated into the PID

f '.1 e d p od .L I o',{5efl bl,no o Prcject lnirio t;or.
Docurnerf (lP6) and of initiation

Project management team
structure and job descript ions

Project Approach

Project Ouality P an

Project Plan

Business Case

Risk Log

Project controls

Communlcation Plan

Project tolerances

Project nit iat ion Docurnent

5.9.6 Key criteria

. Isthe Project Initiation Docùmenî going to provide all the informarion needs ofthe
recipients?

Is it €asyto update those parts ofthe Proiect Initiation Document rhar are dynamic?

Is the information compatible across aÌÌ îhe sections?
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N,4ake suie that the presentational aspects of the Project Initiatlon Doculi'lent aIe thought
through. The complete product can be large when al l  the detai led Product Descript ions and
job descript lons are inc uded. l jse appendices to hold the detal l  and only publish these when
requested. For examp e, lf the Project Board prefers to keep the Proiect Initiatlon Document
as slim as possible, just a diagrarìr of the project management tearn structure can be put n
the Project lnjt iat lon Document, with thejob descript ions retained in the project managernent
f i l ing.

Where the prol-ect ls part of a pfogramme, the Project Initlation Docurnent must be created
wlth the needs of the ploglamme in mind.one waY to ensure this is for progfarnme

rnanagement to play a part in deve oplng the Project nitìation Docurìrent.

Hints and t ips

6B



I R E C T I N G  A  P R O J E C T  ( D P )

Keep senior nanagement

generatethe'contract' for

U
tLyffiiil:;;* a

"*':,'h'J:i;"i G LJlll: """'1*

Figure 6.1 overview of Directing a Project

6.1 Fundamentalpr incip les

Senior managemmî who have îhe authority and responsibility for:

. Defining what is required from lheprojecr

. Authodsing the funds for îhe project

a Corffnitting the resources

. Cornmunicaring wirh e.\reînal jnrere\red parries

will tlpically delegate day-îo-day charge of th€ proiect to a Project Manager. Hovever, rhe
Execuîive must exercise overall control alld be responsible for îhe key decisions. Ir is aìso
impoltant that levels ofauthority and decision-making prccesses are clearly identified.

6.2 Context

Direcnng a f'roject g)P) îur'ts îîorJ] Stattíng u? a hoject (SU) until proj€ct €losure and includes
the work to:

. Authoris€ the initiation ofthe prcjecî

. Provide managemenr dúecrion and conrrol throughour irs life

69



DIFECI NGA PFO]ECItDP)

Liaise with corporate orprogramme management

Confi rm project closure.

It does not cover dre day-to-day activities ofthe Proiect Manager.

This process is aìmed at the leveÌ of managemenî above the Proiect Manageri Îhat is, the

Project Board.The Project Boad manages by exception. It monitors via reports and conÎrols

rhrough a small number of decision poinîs. There should be no need for other 'progress

meetings'for tlle Project Board.The Project Manager will inform the Project Board of any

exception situation.

There needs to be a flow of information fÍom the Project Board to corporate oî programme

management duringîheproject.This need andhow it is Îo be satisied should be documenÎed

in the Communication Plan, which is parî ofîhe Project Initiation Document.

Figure 6.2 Dlrectinq a Project

6.3 Process description

The objectìves ofDriectt;tg a I'rdject (I)P) are ro.

I
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r the ability of úe products oflhe proje€r ro deliver rhe business benefits ser ouî irl
the Business Case

r delivery to agreed time, €ost and quality param€rers

Manage the identified risks to the projecî

Ensure the effective management ofa! people and resources concern€d w.iî1ì the
project

Commit the required re.ources

Make decisions on any changes when requesred by the Proiecr Manager

Provide overall direction and guidance îhroughout the project

Make decisions on exception situations

Ensure that the project and îllte products remain consisrent wiîh busin€ss plans and
the e,rte.nal environment

Ensule that the necessary communication mechanisms are inplac€

Sponsor appropriate o':ternal communicarion and publiciry abour îhe proiect.

process covers îlLìe direcdon ofthe project throughout its life cycle.The Project Board
manages îl1e pro,ect's tesponse to r1ìe extetnal enviroffnent. Wirhin the project

Prcject Board should'manage by exception'.The Pîojecr Board members aîe normalìy
executìves with a range ofresponsibilities; demands on rheir rime should be kept ro a

while tulfilling úeir responsibiliries îo the projecr.

key responsibilities are:

Overall direction and decision makìng

Resource conìmitment.

V]ìere the project is parr of a programme, rhe auîhority to direct îhe project is delegated
to îhe ProjecÌ Board by prcgîamme managemenî. rJa/here decisions are requbed thar are
ouîside the defined audtority of îhe Project Board, îlese musr be referred to programme
managemenr for a decision.

The key processes for dre Project Board are ptedominanrly event driven and focus îhe Project
Board members on a small number of key decision points, plus informal discussions where
required. These key proc€sses break inro four mam areas:

. Initiation (srarrìrg rhe project off on îhe righr foot)

. Projecî re-e\,àÌuation at stage boundaries or following an exception situarion
(commiîment to furrhet woîk after checking results so far)

o Ad hoc direction (monitoring progr€ss, providing advice and guidance)

. Proiect closue (confirming îhe proiect outcome and bringing the project to a
conîrolled closeJ oî ptemature closure oflhe proiect should the Business Case no
longer be valid) .

1 1



PStNCÉ2 DIFECI NGA PNO]ECI{DPJ

6.3.1 Scalabil ity

As this process coven the activities ofîhe Project Board and describes its control over îhe
pîojecî direction, it is in the hands of úe Project Boaîdto decide how formally or informally

it \rishes to handle its contrcls. For medium-sized oÌ large proiects and all those dealing with

external suppliers, it is recommended to use this process formally with meetings, wlltten
reports and stage approvals signed by the Proiect Board.

For small pîojecîs, îhe Project Board may d€cid€ to:

. Receive some or all reports orally

. Have an oml exchange ofinformation and decisions instead offormal meetirìgs.

,A.s a minimum, aÌl decisions should be documented so tlat tìey are auditable at a later date.
Three points contained widlin the process are strongly recommended:

. A check (aî the end ofinitiation) to ensure there is clear understanding ofwhat is
needed, preferably in writing

o The establìshúent oftolerances and the exception procedùre

. Confrrmatign at the €nd ofthe project that an acceptable product has been delivered

and îhat there are no loose ends.

Îhe Project Board needs to keep the balance of managernent by exception betlleen the two
extrernes of, on the one hand, jnterfering and, on the other, deserting the Project N,4anager
once the oroiect is under wav

The successofthe processdependstoa argeextentonperformingSett lnqupPro/?dContro/s
( P4) we l; therefore that sub-process needs active Project Board participation.

6.3.2 lni t iat ion

Corporate or programm€ marugement should confum the appointment ofthe ProiecîBoard

and other proiect management team membels. This is done in lpro,rting an Executiz,e and a

Pnject Manager (SV1) ^îd. Appoinîhg a Project Managetuent Team (SU3). It is important îo

ensure dlat everyone is committed to the work that is to be done,

At the ouîset îhe Proiect Board approves a plan for the initiation stage only, which should be

relatively short. The purpose of the initiatlon stage is to produce a highlevel plan for the

enrire projectJ document its Business Case, examine the dsks involved, make management

decisions about them and approve îhe plan for the next sîage. Pldtring an Initiatínn Sage
(SU6) is where the initiation Stage Planisprepared.

Ar rhe end of th€ initiation sîage, îhe Project Board must agree whether it makes sound

business sense to continue \i'ith úe project. Ifso, and if it approves ùe Project Plan and the

next Stage Plan, the Proiect Board gives the go-ahead for the next stage.

Hints and t ips
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6.3.3 Stage boundaries

As part of the initiation stagej the Proiect Board and Projecr Manageî will agtee on îhe
division of the project into stages. The division is normally pîoposed by îhe Project Manager
and approved by the Proiect Board during informal discussions after production of a dlaft
Prciect Plan.

Basically the Project Board only auîhorises the Pîojecî Manager to proceed wiîll one stage at
a tÍne. At the end of each sîage, the Pîojecî Board reviews îhe whole project status and
approves the nexî Sîage Plan only ifit is satisfied that the Business Case still stands and îhe
project \rill deliver what is required.

lfinaioî problems occur duri[g a stag€, the Proiect Manager will issue an Exception Repoft
and îhe Project Board may then ask for an Exceprion Plan to be prepared rhaî will bring úe
stage (or proj€ct) back under control. This is parr of'management by exceptiod'.

6.3.4 Ad hoc direction

The Project Board's main objectives are to provide ovemll direction and guidance

throughout the project, and îo ensure that the projecr and the produfis remain consrstent
with business plans. Acîivities îo achieve these objeftives are formally defined as parr of the
Stage Plans, but îhe Prcjecî Board will waff Lo moniîor rhese acriviries by receiving
appropriate îepor$ on key elemenrs ùom ùe Projecl Manager.

There may also be a need for îhe Pîojecî Board îo provide advice and guidance to the Project
Manager or to confum some ofthe decisions he/she needs to makeJ for example, regarding
potential problems.

The Projecî Boaîd must maintain a f€edback on project progress to corporate or prcgramme
management during the proiecr,

The Proiect Board must also be mindful ofany changes to corporate strategy or the external
enviîonment and reflect the impact of sùch changes when dùecting the Projecî Manager.

6,3.5 Project closure

The project ends with conlrmation by the Project Board thar ever)'rhing expecred has been
delivered to îhe €orrect level ofquality and that, where applicable, it is in a staîe where it caî
be used. operared, supported and iustained.

There mxy be follow-on actions as a result ofîle projecî, about which die Proiecî Board must
make decisions and refer to the appropriate bodies.

A date and plan for a post-pmjecî review can be agreed.This is a poinr jn rhe furùe when the
benefitsand pedormance oftheendproduct can be assessed.

Any lessons learned that maybe ofbenefit ro otherproiecrs are also directed ro tle relevaff
body.

Finally, the project's support infrasuuctrue can be disbanded.

The closure prccess wìll be modifred in siruarions where rhe projecr is rerminaîed
prematurely. It is likely that there rÀ'ill be follow-on acîions, buî not all products may have
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been produced and there may be little or nothing to support.It is unÌikely thaî îherc will bc a
full post-project review, bùt the review of ihe End Project Report and Lessons Leamed
Report mat' be vcry important to understand \Íhy the prcject has been prematurely

terminated and to determine the best wav forward.

6.4 Author is ing In i t iat ion (DPt )

6,4.1 Fundamental principles

No one should commit to significant expenditùre on the project before verifung that it is
sensible to do so,

6.4.2 Context

Authorisinc Iniriation (DPl ) is the frrst major activity for the Project Board. After the process

Snrdng up a Project (SU), it must decide wheîher to allow the project to enter the initiation
stage.This maybe done at a formal Projecî Board meeting.The PrcjectBoard can,however,
choose to make îhe decision without the need fora formalmeetìng, as long as all members are
in agrcement.

Figu re 6.3 Authoising Inlt iatlon

6.4.3 Process description

The objective ofthis sub-process is to ensure that the projectis properly initiatcd by:

o Formally confirming the appointments to the project managcment team

In i t Ìa Ì ion
Staqe P an
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Radrying the Proje€t Brief

Approving a plan to develop the Proiect Initiation Documenr

Obtaining or committing t1ìe resources needed by the initiaîion Stage Plan

ReqrÌesting t1le necessary logistical support via îhe projecî start-up notificatio[ to the
host organisation (the location rrhere the work is to be doîe) .

The Proiect Board musî ensure that adequate reporting and €ontrol mechanisms are in place
for ùe initìation stage. A tolerance level should be set for iniriaîion, Iusr as fot rhe larer stages.

The Project Board is responsible for obtaining resources and providing a suppoît
inftastîucture for the project in line with those requirements idenrified in rhe iniriarion Sîage
Plan. The support inftastructure may include accommodation, corìmunication facilities)
equipment and aJrìy Project Supporî.

6.4.4 Resoonsibil i t ies

Responsibility for this sub-process rests with the Projecr Board) based on inpur provided
by the Proiect Manager and those with Projeo As:urance re:ponslbillries. Corporare or
progîanìme management is responsible for ratifying the Proiect Brief for rhe Project Board.

6.4.5 lnformation needs

'lable 6.1 DP1 information needs

[,4anagement information

Risk Log

lob descript ions

Project management team
SIfUCIUTE

Project Approach

Project Brief

IniuaUon Stage Plan

usage

Input

InpLlt

Input

Inpu t

Approval

Update/
0utput

0utput

0!tput

Explanation

Are there risks that affect the decision to authorise the
init iat ion stage?

Detalls of job responsibilities

Detal js ofwho ls to be invoved in the managementof
tne prolect

Information needed as part ofthe decisiof to go ahead.
Does it ft with corporate or programme sfategy?

Baselined after approval by the Project Board -

Contains the 'what' and 'why' of the project and is the
document that specifles the Project's terms of reference
for approva by the Project Board

Forrnal notifcation to those that need to know that the
prolect has started

Confirmation to the Project Nlanager that the work
deflned in the init iat lon Stage P an may start

Project staf t-up notiîcatlon

Authorisation to proceed

6.4.6 Key criteria

. Is tlere adequate funding for îhe projecî?
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Does îhe Project Bdef demonstmte the existence ofa worthwhile project andhence
jùstify the investment involved?

Are external support and facility requirements availabÌe and committed?

Have îhe most appropriate standards been applied, paÍicularÌy ifthe customerand
supplier standards difier?

AÌe ProjectAssurance îesponsibilities allocated and accepted?

Arethe known risks acceptable at this point in the project?

lhe Project Board should expect to be invo ved extensive y during the nlt iat ion stage, as thls
ls the staqe where the infrastructure of the project is laid down the foundation for the
prolecrs success.

Apart frorn requesting any staff to support the Project N,4anager the sub-process also has to
foÍma y agree with the host orqanisatlon the logist ical support requlrements of the
forthcorìrlnq project. This firould nclude any acconnrodation, eqL]lprnent, access, security
arranqements, too s and adrn nlstratlve support.

Init iat lon should be a fast-mov ng processi hence the feed for frequent ad hoc dlscusslons
beth,een the Project Board and Project N,4anager Avoid smotherlnq the initlation process wlth
excessve forma ity of reporting.

Wherea third partyls funding the project i t  nay be necessaryforthe f inanclerto be extenslvely
invo ved in the management of the project. Project Board roles should refect this, but a so
emphasise the user's role in specify nq whrt is needed and monitorlng the project to ensure
that the solLrt on is goinq to satislr/ those needs

Where thesupp  e r i s fund ing thep ro jec t , t heExecu tveandSen io rSupp ie r roesw l l l  need
ta;lorlng to reflect the f inancia responsibi l t ies.

Where the project ls part of a prograrnrne, the programrìre may have a ready prepared the
Project nit lat ion DocLrment thus shortening the normal project in t lat ion process. n such
cases, the project may starlwlth Authoristngo PrajectIDP2J. t]ssti l  the responsibi tyofthe
Project Board to ensure that a necessary steps have been taken and docurnented.

6.5 Authorising a Project (DP2)

6.5,1 Fundamental principles

No proiect should commit to significant expenditure wiîhout:

. Management approval îhat an acceptable Business Case exists fo! the project

. Checking that it fits with any relevant corporate or programme strategy

. Assessmentandaccepranceofîherisksìnvolved

Hints and t ips
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An estimate ofîhe time and cost involved

Checkìng that dre project will be appropriately controlled.

DIRECTNGAPFOIECT(DP)

A benchmark may be established against which the project can be judged and a baseline
should be set to control change.

6.5.2 Context

This sub-process includes dre approval of the Stage PÌan for the stage to folÌow initiation. The
approved Project Initiation Document triggers îhe staÍ ofthe next stage ofîhe pmject and
forms the baseline for îhe rest ofîhe project

Figure 6.4 Authorlsing a Project

6.5.3 Process description

The objective ofthìs sub-process is to decide wheîher to proceed\rith the project.

This is based on approval or rejection of îhe Project Initìation Document. The dec$ron-
making process is best undentood by higblighting rhe key elements of the Project Initiation
Document Gee P/odr.t Descripîr;on outline!, Appendix A for deîailed contents). Thc Projecr
Initiation Document conrains all the important management information about the project.

Once the Project Initiation Document is accepted by the Project Board, it is baselined so that
Ìr rccord is preserved of the project's original intentions. Later reviews of ho\r successful the
project has been or whether it diveqed from its origìnal aims can be measured ftom the
Pro ject Initiation Document.

Next  Staqe
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It is important to recognise the difference between baselining the Project Iniîiarion
Document aî this point and îhe subsequent Ìrpdating of rhe d}namic paîrs of it (s€e the
Producî Description outline ofthe Proiect Initiation Document). Are€ord is needed ofwhat
îhe situation was when the project was started.The baseÌìned Proj€ct Initiation Document
gives that.As lheproiect moves onr events occÌu îhat may change the situation,Newrisks may
emerge or old risks die a\À,ay. Th€ customer may make changes to îhe specificarion. Proiecr
costs or time consîraints may change. The Business Case may improve or lessen. The
dynamic parts of the Project Initiarion Documenr need îo be kept up ro date ro give the
Pmiect Board îhe latest information on rvhich to base decisions on îhe continuarion ofthe
project. New versions ofthem are created, but îlì€ original basis is still preserved.

lfîhe 6xed parts ofthe Prcjectlnitiation Document, such as theproject definition, needro be
changed) rhougha should be given to closìng îhe project and resrarting wiîh a ne.iv Project
Initiation Document.

The Project Initiation Document should contain the followingitems.

Background

This gives lhe main events that led to the need for îie project.

Project defrnition

The Proiect Board must saîisEr itseÌf îhat the project objectives are sriil achievable. The
remainder ofîhis section woùld be a refinement ofthe Proiect Briefand ProjectApproach.

Business Case

The ProjectBoard has to confum that an adequate and suitable Business Case eisrs for rhe
projecî, and that it shows a viable pro,ect. Information or the €xpected beneflts and savjngs
shouÌd be supplied and approved by îhe cusîomer. The project cosrs should come from rhe
Proiect Manager from dre Projecî Plan (see Brr?r?sss C4rr, Chapter 13).

Project Ouality Plan

The Project Quality Plan must state how rhe proiect inîends to meer tÌle customer's quality
expectations and where quality responsibilities have been aÌlocated. Th€ Project Boardmust
satisly its€lfthat the quality expectarions have been correctÌy rranslated fÌom the Pro,ectBrief
and that the Project Quaiiry Plan will deliver them.

Risk Log

The project management team should identiry any risks facing the project's products (see
ManaeemenL ofrisk, Chapter 17).The Proiecr Board shouÌd ensureîhar rhere is alì assessment
ofthe risks, plus appropriate countermeasures and, where appropdate) contingencyplans.

ProjectApproach

This indi€ates what methodwiilbeused to provide a solution to îhe Projecr's objectives. A full
description can be foun d in Definíng ProjectAppnach (SU5) .
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Project Plan

The Proiect Plan gives an ovemlt vì€w of the major prodÌrcts) timescale and cost for the
project. Any wide variation between this and anJ previous forecast for the proiect (for

example, one done as paît of a feasibility study) should be examined and the Pîojecî Board
should assure itself of the continued validity and achie\,€bility ofîie plan, and reasons for t}le
variation. Th€ Proiect Plan needs to be co-ordinated wìth any relevant strategic and
progmmme management plans.

Projed organisation

Most, ifnot allj of the appointments ofthe proiect management team will have been finalised
ónúîg Sta.rting up a Pmje.t (SU). These now have to be foîmally confirmed and any laîe
appoinîmenîs negotiated. Each member of îhe îeam shoùld have agîeed theiî role (as
describedin Organisation, Chapter I 4) and úis agîeement is one ofîhe items that îhe Project
Board has to confum.

Controls

The Proj€ct Initiation Document will include details of the conEols that will enable the
Proiect Board to keep overall control of the proiect. This will include step-by-step approval
for the project to proceed via a series of end stage assessmentsr confirmation of the tolemnce
level for the prolect and the stage after iniîiation, and details ofwhat will happen ifany stage
exceeds iîs agreed toleîance.There should be informarion on rhe Èequency and coirent of
reports from îhe Proiect Manager to the Pioiect Board, together with details of how the
Project Manager intends to contlol îhe proje€t on a day-to-day basis.The Proiect Board must
satistT itselfthat these controls are adequate for the natue ofthe project.

Communication Plan

This should reflect the information needs and timing ofcommunications bètween the Project
Manager, the Proiect Board and any other interested parties. It includes communicatiofl in
both diîections between the paities. The Communication Plan will conîain details of any
required co-operation fÌom outside the project, plus links to coryomte or programme

management. It is the responsibility of the Project Board to obtain this and confrrm the
availability as part ofthis sub-process.

6.5.4 Responsibil i t ies

The Project Board is responsible for this sub-process. Most of the input will come ftom the
Proiecî Maflager.

6.5.5 Information needs

Tabte 6.2 DP2 information needs

Management information

Next Stage Plan

ljsage Explanation

Approva Va ìdatlon of next part of the Project P an for appfoval
by the Project Board
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Project n tlation Docurìrent

Authorlsation to proceed

Approved Staqe Pan

Progress informatlon

Base lned after approva by the Project

Approva by the Project Board to begin

Approved by the Project Board

fhe Communication Plan may indicate
advise an externa group of progress

Appfova

0utput

0utput

0utput

6.5.6 Key criteria

. Does theproject support corporate straîegy and programmes?

o Is the BÌrsiness Case acceptable?

o Are îhe risks manag€abÌe and acceptable?

. Can îhe Project Manager show thaî the Project Plan is achievable?

. Is lhere confidence ùat the rcquired resources can be made availabÌe over the life of

the project?

. Are the differing objectives ofallpartìes clear at the point ofinitiation?

. Do the defned contrcls ensure that the difie ng obiectives ofall parties will b€ met at

each point in úe project?

. \vy'hat happens ifone party's d€cisìon cîiteria require cancellalionj while othe$
propose continuaîion? Cancontract termination criteria,terms and condilions be

agreed to accounî for this, or should normal contmct discharge conditions apply)

o Has PRINCE2 been adapted cofiectly to account for customer or supplier

organisational or controÌ models?

. Do the r€levant risks and assumpîions cleaÙ idendry the impacîs on customer and

suPPlier?

. Can or should îhe supplier have suflìcient control over î}le customer's organisaîion to

be required tobearalìyofthe business rìsk?

. For each risk and assumptionJ are each respective cusîomer's managementi

monitoring and containment responsibilities de6ned?

. \vy'here a supply-side risk impacts on îhe customer's Bùsiness Case,is it clear whether

the supplier or the customer will manage it?

. Iftheproiectis based on staged payments, has an appropriately deîailedlevel of

idenîiflcarion ofprodùct or outcome delivery been identified? Do the Accepîancc

Cdteria reflect the staged pq'ments approach?

. Iffunding for úe project is variable, has adequate consideration been given to how

the suppÌìer will ensure that the conúacted scope is fully funded?

Board

the next stage

the need to
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-fime 
must be allocated by the Project Board to read and understand the Project liitÌation

Document and to discuss any poÌnts at issue (wlth the Project lvlanager and others) so that
the decisions taken are we informed.

T're p oce,- is ea,e' i-  lh" Proiecr Bod'd ard P oie.- \ ,4d'ìr9e' îrve oe". worl i ig .o<e /
toqether durinq project lnit iat ion. fhere wi be fewer ( idea ly nol surprises.
-[he project orqanisation structure musta ow for commun]cation to decl5lon-rìraking fofr.rms
thatalreadyexistwithinthecustomerandsupplierorganisationsaswe astotemporaryones
established to ensure effective managementofthe project i tse f.This wi norma lybea Project
Board responslbility. Tfie potentìalde egation of ProlectAssurance responsibi ities can be used
to help achieve the required communlcation-

ln a fixed-fr.rnding project, lt must stil be practical for the customer to pay for any cost
increases caused by Scope variatlons requested by the customer.

Where the sLrpp ier funds the project there rnay be implicatlons for the organisation and
contro ofthe project.This should be careful lydescrlbed in thelob descript ions ofthe Executive
aîd Senior S,pp ie .

Where there is a wide differentlal between the Business Cases ofthe customer and the supplier,
i t  ls ess ikey that consistent and cornpatib e decisions and actions wll l  occur Consider
\ryhether knowledge and understanding of the BusÌness Case dlfferentlals would assist in
assuring compatible behaviour.

Tgh . t i r eco  s l rd i ' l l 'w  l r e îo ro ' r ì  r d reaq"  " r - ' ì c r ,pÉorp 'o jpc r 'F r r i o ' q " ìp t ' a I  eq , res
extensive, formal cóntro s and communicaUons between customer and suppliel. Revìew the
standard PRINCE2 contro s and their frequency ln the l ight of any t ine consfaints.

When approving the Project nlt iat lon Document, i t  shou d not be forgotten that the next
Staqe P dn dlso ceos "pp'o/a..

W ee f  . rd  q 'o r  r l "  p ' o ie " r  '  / aaab  " , . rage  app ro , / r  sho ,d  r c lLdeèss , rance . .è r , . ds
for the stage are set aside. Ihe choice and timing of stages may be dofe to reflect any need
ro conl r con.i l .red , 'd g.

6.6 Authorising a Stage or Exception Plan (DP3)

6.6.1 Fundamental Drincioles

It is important that work commences on a sîage only when the Project Board sa].s it should.
This avoids the problem ofprojects continuing iùst because no one thinks to stop îhem

To enable this to happeq the project should be brcken down into manageable sections
(stages)r at the end ofwhich the Projecî Board has to approve wheîher work is to continue or

It is also important to spot problems early and reacî to them.
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and the tust stag€) plus any

6.6.2 Context

This sub-process authorises every stage
Exception Plans that are raised.

Risk Log
PID

T ggerfor

Figure 6.5 Authorising a Stage or Exception P an

6.6.3 Process description

The objective ofîhis sub-process is to decide \rheîler îo authorise îhe nexî stage of work and
hence commit the required resources, based on:

. A vieu ofúecurrenr qtarus of rhe pîoject

. A detailed forecast ofthe commitment ofresources required by and tÌle products to
be createdftom the ne),.t stage ofîheproiect

o Areassessment ofthe likelyproiect end date

o Areassessment ofthe risk siîuation

o Areassessment ofthe Business Case and the chances ofa€hieving îhe expected
benefits,

The Project Manager usually presents the cufient sta$s ofrhe projectj including the results
ofùe previous srage compared with expecrations.

The detaìled forecast comes from rhe plan for the next stage, for which the Project Manager
is seekìng approvaÌ.The detailed forecast should match the ùpdated or revised ProiectPlan.
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PRINCE2 OIRECTING A PBOJECI(DP)

The updated Proiect Plan and Business Case are compared wirh what îlley were at îlrc sralt
ofthe project (and at the start ofîlle curîent stage) îo check that the project is still viable.

Any changes to the Business Case defned in the Project Mandate or Project Brief must be
communicated to cofporate or pîogîamme management.

The Project Board sets the tolemnces for îhe next sîage as paîî ofgivìng approval for the Stage
PIan.

The sub-process may also be invoked when the stage or projecî is foreca$ to exceed its
tolerance levels. Early warniÀg of such a sitìration should have been given to the P.ojecî
Board via, possibly, Highlight Reports followed lat€r by an Exception Report, which is
considered by îhe Pîoje ct Board. ti1 Gbing Ad Hoc Direction Q)P4) (see Con rols, Chapîer I 6
for a full ù,Tlanation). An Exception Report ey,plains îhe cause of rhe deviatioî and rhe
current situatioq dre optiotrs, the Proiect Managet's recommendation ard tlìe impact on th€
Project Plan, Business Case and risks.

In the case of a stage beilg forecast to exceed its tolerances, the Proiecî Board may have
instrucîed the Proj€ct Manager to produce an Exception PIan for the Projecr Board's
approval. Clhere are other options.).An updated Project Plan) Business Case and Risk Log
should alcompany îhe Exception Plan.

If the forecast is for the project to deviaîe beyond its tolerances, rhe Projecî Board must
consider its brief and decide whether the matter has to be refered upwards. As part of the
exceplion ptocess, the Proiect Board has to secure aIry necessary decisions from outside the
prciect for arly potential deviations beyond project tolerances. Fot example, if this prciecr is
part of a prcgramme, plogfamme management will have to examine îhe likely impacî oî dte
prograÍìme and take appropfiate action.

Once authorised, an Exception Plan replaces the plan thar was in úouble.

Before authorising a Stage or Exception Plan, the Proiect Board must ensure rhat changes in
the corporate envhonment, \rhich may impact on the project or iîs Business Case, are
broughî to the attention ofth€ Proiect Manager and dealî wiú effectively.

In the event that the Projecî Boad decìdes that the project is no longet viable, it musî insúuct
the Projecî Manager to terminate the project and close it down in an orderly marìner. This
will involve the Project Manager tngge ng the process Clos;ng a Ltxrject (CP).

6.6.4 Responsibil i t ies

The Project Board has fuIl responsibility foî this sub-process) based on informarion provided
by the Proiect Manageî. Advice would be given by any allocated Project Assurance rcles.

6.6.5 lnfofmation needs

Table 6.3 DP3 intormation needs

lvlanagement information

Nexi Stage Plan or
Exception Plan

lJsage Explanation

Approval P an for which the Project [/]anager is seekifg approva
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Project Plan

Business Case

Project nlt iat lon Document

Project manaqement tearn
cnanges

Rlsk Log

End Stage Report

Request for authorisat on to
proceed

Authorisation to Proceed or
tr lqger for premature c ose

Stage Plan or Exception Plan

Progress nformatlon

nput To alow the Project Board to reviel,! the who e project
status

nput fo a low ihe Prolect Board to check that the project ls
st i  just l fed

Input Used to provide a basel ine aqainst ! \ ,hich to assess the
adv sabl l i ty ofany devìat ons

lnpui To a ow the Project Board to rat i fy any appo ntment
changes

' p i  C ' r è . .  l r  " " r i \ . \ d .  I l l d l L e p t . b e

nput Report  of  staqe just cornpleted. He ps assessment of

D RECIING A PROJECI IDPJ

cuTTenr s Ìual ton.

Usua y a stage approva form for the Project Board toInput

0utput

0utput

sign

0utput Authorisatlon to proceed wlth the submltted p an.
Dur ng project init  at ion, the Project Board decldes how
forma or lnformal i t  nrishes the approval to be. The
Project Board, of course has the authority to reiect the
plan. l t  may ask for a resLbm ssion or decide to c ose
the project.-lhe Project Board also defines the eve s of
tolerance for the next p an

O T

Instruction frorn the Project Board to the Project [4anaqer
to c ose the project down before its expected encl

Approved by the Prolect Eoard

lhe Cornrnunlcat on P an may indlcate the need to
advise an external group ot proqress

6.6.6 Key criteria

. \Vas ever]'thing expected ofthe current stage delivered? Ifnot,was this witlì the

approval ofthe Prcject Board?

. Aîe there clear statements aboutwhat is to be done about anything not delivered)

Does aProjectlssue cover it? Is its delivcry included in the next Stage Plan (or

Excepiion Plan)?

. Is theproject stillviable anddoes itremainfocused on the same business need?

. Are the risks stìlÌ acceptable?

o Are the coùntermeasures still valid, including any contingency plans?

. Does the Project Board want to, andis it able to, commit the resoùrces needed for the

next stage ofwork?

. In prcjecÉ thathave a difierent supplier for eachstage, is it documented and agreed

byall suppliers lhat the key project information will be made availablc to subsequent

suppliers?



Hintsandtips

DIRECIING A PROIECI (DP]

'fhe 
Prolect Board members are likely to be busy people. SetUnq dates for any end 5tage

assessfnents can be dl l fcult because of diary commltments. Get these meetings into diaries
as ear y as possible (at the previous end stage assessrnentl and accept that, ln the event, they
may notfa exactly €tthe stage end. [/]ake sure that the stage boundary issues are discussed
somewhere near the end of a stage rather than risk that no dlscusslon is he d because people
are not a,a lable.

[/ ]ake sure that there are'no surprises'from the outset; that is, the project situation should
be discussed inforrnally between the Project lvlanager and Project Board, and any problems
so.ico our o"io.e any i0..1, FqLest -or aJL,rorisat oî or re ne t Stège.

Wherethe project is part ofa programme, carefulco ordination wlth proqramme manaqernent
may be necessary to ensure the time y achievernent of programme-leve approvals.

Although a stage may stay wlthin l ts to erances, information may be produced within a staqe
that shows that at some time in the future the project wl I exceed its tolerances. An exarìrple
h,ouldbelnformationthatthecostofequipmenttobeboughtayeardownthelinewilexceecl
the project budget tolerance. t is important thatthese types of Project issue are discussed as
early as possib e, so they shou d still be ralsed with the Project Board as exceptions.

Where the project devlates signifìcant yfrom its tolerances, it may be betterto stop the cullent
project and restart with a Project Initiation Document that ref€cts the new situation.

n sma I projects, the Project Board and Project N,4anager may agree to an inforrnal end stage
assessment and authorisation to proceed to the next stage. But a forma sign-off and
authorisatìon by the Project Board ls a useful docurnent to have in the manaqemènt file if
problems come a ong ater and the Project fvlanager is asked why a staqe was undertaken.

t is essentlal to ensure that the project ls not adversely affected by deLays in customer or
supplier management chains.

6.7 Giving Ad Hoc Direction (DP4)

6.7.1 Fundamental principles

Even when a stage is proceeding according îo plan and with,n rolerance, there may be a need
for the ProjectBoard to be consuhed. Such occasions mighr be:

a To receive îegular reporîs

. For advice on directionrÀ'hen options need clari$ing

. When rhe impacr ofeven$ external ro rhe projecr needs robe considered

a To resolve rcsoùrcing issues thaî would affect tolerance

a To resolve areas ofconflict

. Organisadonal changes within îhe proiect.
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It is also possible that, during a sîage, the Projecî Boaîd itselfwill need îo pass information to
the Project Manager about external events and its own changing r€quirements or pass

information to extemal interested partres.

6.7.2 Context

This sùb-pîocess may be needed at any poinî duing the proiect. It could be prompted by an
er1ernal e\ ent oîby infoîmation orcircum\tances ari.ing ftom wiihin the project.

High iqht  Rep0ds
Trìggerfor

Figure 6.6 Giving Ad Hoc Direction
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6.7.3 Process description

The obiectives are for the Proiect Board ro:
'./

a Ensue that the project remains focused on the business objectives set and remains

iustified in business terms

. Ensu.re tlat the stage is progressing according to plan

. Ensure that the Project Manager is notified ofany changes in the corpoîate or
programme envùonmenî that may impact on the project and that appropiiate action
is taken

. Ensuîe îhat the proiect is kept informed ofexternal events that may afect it

. Make decisions oî Project Issues or Exc€ption Re.ports that arc beyond the Project
Manager's audrodty

. Advise the Project Manager ofany change to Proiect Board personnel

a Keep co4)orate orprogmmme management and otler inter€stedpatties informed
about project progress.

These objectives shodd be achieved without the need for the Prciect Board to interfere in the
projecî beyond îhe controls and reports it has agr€ed with the Project Manager.

The Proiect Board should receive reg1 ar Highlight Reports ftom the Proiect Manager at a
ftequencv agreed for the cuîrenr stage.

The Project Board should ensure îhaî any serious risk situations are being monitored
sufnciently regulaÙ to keep îhe risks under control.The Proiect Manager will refer situations
îo îhe Project Board via aD Exception Report where a stage or the whole project is foreóast ro
exceed its îoleraîces.

lfithin its delegaîed limits of auîhority, îhere may be occasions when the Project Board may
chooseîo:

. Ask the Pîojecî Managerto submit arì Exception Plan for the remainderofthe stage
to ieflect the new sitùatioî (see hoducing an Exeeption Plan (586))

. Reduc€ the scope oî stage or proiect expectations to bring it back within tolerance
using change control (see Producing an Exceptíon Plan (SB0))

. Abandon the proiect (see Decommissíotling a bqject (CPI)).

Prciect Issues may arise on which the Project Manager needs guidance. The Proiect
Board provides this guidance based on the impact of the Projecî Issue in quesîion on
the Business Case and risks. Projecî Issues include all questiorN, Requests for Change and
Off-Speèifrcations raised. As îlese may represenr changes to ùe agreed Projecr Injhation
Document, it is a Proiect Board function to approve or reject any changes. Agreed changes
may need extra rime and/or flrnds.

Where a Proiect Issue goes beyond the briefheld by úe Project BoardJ the Project Board has
the responsibility ofseekirE a decision ftom corporate or programme management.

The Proiect Boaîd has îhe responsibility îo obîain any exùa or changed resources tlat occu.
as a re$dt ofagreements with the Project Manager on Proj€ct Issues Bised.
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The Proiect Board must ensure that external events îhat could impact the proiect are
monitoîed adequately and dealt with effectively. Any new information from external sources
should be passed to îhe Projecî Manager îo mise aProjecîIssue. ,_)

The Communication Plan may contain details of external interested parties, such as
pro$amme management, who need to receive (or are îequùed to provide) information on
project matten at given fr€qu€ncies fÌorn-/to th€ Proje€t Board.The Proiect Board must make
itselfaware of any such requirements and howr when and by whom such information is to be
eiîher given or received,

There will be times when a Project Boardhas to b€ changed.This may be because a €uffent
member changes job or exúa customers or suppliels may be foÌDd and îhey ne€d
representaîion on îhe Project Board. It is the Prcject Board's job to Dotify the Projecr
Manager.The Project Boardmustthen agree a iob description with the new member(s).

6"7.4 Responsibil i t ies

Thìs sub-process is a Projecî Board responsibility. It maylookto share some ofthe activities
wiîh îhose with Project Assurance responsibilities.

6.7.5 lnformation needs

Iable 6.4 DP4 inforrnation needs

usage

Input

Input

lnput

nput

nput

0utput

0utput

I\,4ana gement information

Highlight Report

Exception Report

Request for advice

Communicauon Pan

Lnformauon from externa sources

Corporate or programme
rnana9".ment reports

Project Board guidance

Explanation

Requ ar feedback on progress from the Proj€ct
IVla naqer

Ear y warning of a deviation. N,4ay tr igger the
creation ofan Exception Pan

Sltuations \ryhere a decision is needed that is beyond
the authorlty of the Project l\4anager

Detai s of any lnterested parties

Collection of inforrnation pertlnent to the project
from outslde sources

Feedback on project progress to outslde sources

Guldance and instruction to the Project N,4anager
following request for advice or as a result of
informatlon frorn corporate or prograrnrne
mana9ement

Request in reaction to the inputs noted above,
part icular y the Exception Report

Possible closure ofthe project before its expected
end

Inforrnation from the Prolect Board orvia thern
from external sources may trigger the creation of
neur Project lssues in Copturing Project lssueslCS3)

Exception Plan request

Irigger for premature close

New Project ssues

0utput

0utput

0utput
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6.7,6 Key criterìa ,)
. Does îhe Project Manager know howto contact Project Board m"-b"Lio th" "rr"ot

^fnrÒhléme ,rieìno)

. Are Project Board membem aware ofthe need to react quickly to Project Issìres
raised?

o Are Proje€t Board membe$ committed to prompt reading ofHighlight Repots and
to a limely respon5e to them?

Hintsand t ips

There are projectsthat are so dynamicthatthere wil lbe many Requests for Change. fhe Project
Board and Prolect N,4anaqer should aqree change authority responsibi l i t les, a procedure and
possibly a separate budget (change budqetJ to handle these.

Expected externa changes that can pose a threàt to the project should be docurnented as
risks.

The Project Board rnay deleqate among its mernbers responsibility for monitoring pafticular
externalsourcesforany potenUallrnpacton the project. Each indivldua Project Board member
wil l  have prime responsibi i ty for monitoring a part icu ar area to whlch the project might be
sensltive - for exarnp e, changing interest rates.

T e P'oie.r lvaraqF îaÌ c"c. P'o èc- Bor'd g r 'dai.c i  ai) ' i . ls îète-è ise.

Where the project is part of a proqrarnrne, l f  there is to be a change in the conrposit ion ofthe
Project Board, the advice and approva of programme management should be sought.

6.8 Confirming Project Closure (DP5)

6.8.1 Fundamental principles

There needs to be a formal handoveî ofîesponsibility and ownefthip ofùe project's products
r^  rha . ' l î in r rè .aé" r ' c \

For most final products there must be a reliable operational and suppofi envirorìment in
place.

Every efforî should be made to pass on any l€ssons úat hav€ been learned ftom the projecr.

6.8.2 Context

This sub-pîocess is triggered by the Project Manager carying out the activities and
producing îhe management products of C/orirg a Pruirct (CP) . It is the last vi'ork done by the
Proj€ct Board pdor to its disbandment.
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Project c osure notification
Follow-on Action R€commendrtions
Pon-Poject Review Plan
Lesons Leamed RepoÌt

PID

Figure 6.7 Confirmìng Project Closure

6.8.3 Process descript ion

The proiecî needs to be closeddown in an ordedy manner.

The obiectives ofthis sìrb-process areto:

. Ensure that the project has a clearly defined end and an organised handov€r of
responsibilityto îhegroup(s) who will ùse, support and sustain the products

a Release lhe reso urce\ pro\ rded to the projecr

a Gain formal acceptance ftom the customer that the Acceptance Criteria set down at
the outset have been met adequately

. Direct any changes ùathav€ not been implemented to an appropriate authority for
attention and anylessons learnedto thepeoplewho best benefrt from them

. Establish a future method for veriS'ing that the project has produ€ed the desbed
benefiîs

o Notiry aI interested parties ofthe closure ofthe project.

To achieve these obiectives,various steps need to be underîaken:

. Ensurc that all îhe completed products have been approved bythe customer or are
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covered by approved concessions (ifthere have been any concessions, these may also
be covered in Follow-on Action Recommendations)

. Ensure thatJwhere appropdate, the resulting changes in the business are suppoÌted
and susîainable

a Ensure Follow-onAction RecoÍìmendations have been recorded correfily and that
the apprcpriate groups have beefl made aware oftheir responsibility for taking ùem
forward.These reconmendations will have listed all the follow-on actions from the
project) those Proiect Issues that were classified as pending by úe Proiect Board and
any proposals for new work emanating from îhe proiect,These have to be diîecîed to
the appropriate body. They may be given to the support team to implement, or they
may go to progran:rme management or a srategy group for consideraljon as projects
in dìeir o.'!.rr righl

. Where applicable. ensure ùìe h andover of ùe produc I s and con 6gu rar ion
managemenr meùod to ùre appropriate supporr group forongojng conuol

. Approve the Lessons l-€arn€d R€por;ìor drstdbutron. A number oflessons may have
been learned during the project about weaknesses or súmg1hs ofîhe processes,
procedués, techniques and tools used, when they weîe usedr how drey werc used and
by whom. Iftheîe is anything that could benefit oîher projects within the relnit ofthe
corpomte bodyr the Project Board has the responsibility to ensue that this
inforrnation is passed on to the rele\.ant peopler such as quality assurance

. Approve the cóntents ofthe End Project Repofi for dìst bution to any interested
partiesr for example corporate or programme management

. Prepare a proiect closure notifi€ation.The Project BoaÌd advises those who have
provided the support inftastructule and resources for îhe project îhat these can now
be withdmwn.This should indicate a closing date for costs beilg chaîged to îhe
pro)ect

. Publilh and disffibute the plans foî thepost-projecr revie\À.

6.8.4 ResDonsibi l i l ier

This sub-process is the responsibility of the Projecî Board, supported by those with Projecr
Assurance responsibilities.

It is the responsibility of the Executive to ensure that î.lle person who will conduct the posr-
projecrreview is properly briefed and rhar accounrabiliryis passed ro ùar person.

'Where 
the projecî is part of a prcgîammer it may be necessary to obtain progtamme

management appro\,2i [or project c]os ure.

Progmmme management may also wish to direct the handover of ady follow-on work ftom
the Droiect.
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6,8.5 lnformation needs

Table 6.5 DPs information needs

Cornrnunicatlon Pan

0perational and rnaintenance
acceptance

a . r^óP,  ì . rè^ r r . .é

Project closure recommendation

End Project Report

Folow on Actlon
Recornmendations

Post-Project Revìew Plan

I\,4ana9ement information

Project Init iauon Document

Lessons Learned Report

Project c osure notification

usage

Input

I npu t

Inpu t

Input

lfput

Approval

Approval

Approval

Approva

0utput

Explanation

Used as the base lne againstwhich toassess how
far the project deviated from its initial basis. Aso
contributes sorne of the inforrnation aqainst whlch
tojudge the success ofthe project

tised to identify all reclpients of information on
project closure

Conîrrnation that the fina product(s) can be used
an0 suppofreo

Confrnation that the custorìrer accepts the
Products

Assurance from the Project N,,lanager that faci iues,
support and resources can be withdrawn

l\Iore information on which tojudqe the success of
the project. Approved for distrlbutìon to a I
interested part es

Recomrnendatlons for a I Project lssues classifled
as pending and other future actions

S,gqes.ed plaî b ., ,e5sing .he ach eueîer. o
project benefits. Ratlfied by the Project Board to be
passed on to the peop e responsib e for carylng it
out

Project essons that have been learned that might
be useful to pass on to other projects

\ori ' .a-ior ro a rc.è\-ed p".r ies -har fa^i l i  c\,
Support and resource5 can be withdrawn

6.8.6 Key criteria

. Have the resulîs and products ofthe project been accepted and are they no longer
dependent on work that is part ofthis project?

. Is îhe business ready to support) sustain and furîheî develop the enviîonment and
products delivered?

a Are ihe customers content rÀritlì tlìe results and products?

. Have any necessary programme management requirements been met?
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Glve recognit ion to teams and individuals for siqnifcant project achievements and success.

Even if ì t  Ìs not obligatory, i t  lsa sensible precautlon to havewritten confirmatlon ofacceptance
from those who wil lbe responsib e forthe operatlon and r.aintenance s!pport ofthe de ivered
product.

Hintsandtips

93



L
w

Ca

c 0 N T R o L L T N G  A  S T A G E  ( C S )

Confrm work

Review progr€ss, quality
work, issues and sk status

\

Fiqure 7.1 overview of Control l ing a Staqe

7.1 Fundamental  pr incip les

Once a decision has been taken to proceed widr work and rcsources have been committed,
the project management team must focus on delivery within îhe tolemnce laid down.

This means conúolled production ofthe agreedpîoducîs:

. To stated quality standards

. 1tr{/ithin cost, effolt and time agreed

. Ultimately to achieve defin€d benefits.

To achieve tlis success, tlle project must:

. Focus management attention on delivery ofthe stage's products

. Foors the resources used dudng the stage towards dris end

. Keep tle risks under conirol

. Ke€p the Business Case rmder review
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Carefuliy monitor any movement away f.om the directìonand products agreed at the
startofthe stage to avoid'scope creep'and loss offocùs.

7.2 Context

This process describes the \r'ork of the Project Managcr in handling the day-to-day
management of the stage. It starts after dre Project Board approves the Stagc Plan in
Aúthor;sine a Stnge oî E!.epnan Plan (DP3), oî,in the case ofîhe tust stage, after the approvaÌ
ofthe Stage Plan in l&thorting a P ject (DP2)I.The Contra ine a Staee (CS) process will be
uscd for each stage ofa projcct.

Conînling a Stuge (CS) ddves Md"ast"s Pro.lLtct Deli{er! (MP), the interfaces beins îhe
aurhorisarion ofaWork Plckage, any specified repofis and the retÌrrn confirmation îhat îhe
Work Package hqs bcen completed satisîactorily.

There is a 'natural' pattern ofevenrs to ensure that all necessary actions are carrìed out on a
rcgular basis. HoweverJ project managemenr is ofan ad hoc narurc, driven bt' problems and
circumstances as they erise.This means that ant' ot allol Contralling d Stage (CS) maybe used
in anevent-driven marìner as welÌ as on the reguÌar basis indicated.

Flgure 7.2 Control l ing a sta9e
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7.3 Processdescriptiorì

The obiectives of Corrnollirf, a Sîage ate to .

. Deliver the right products

Ensuie that quality is achieved as planned

Deliver producîs on time and îo cost \rithin agreed tolerances

Coîrectly direcr and conduct $ork on producrs

Keep conrrol ofproducts via conngÌrration management

Properly dúecr and urilise resources

Update plans with actuals, enabling progress to be checked againsî îhe plan

. Corectly cost resource usage

. Correctly manage any deviations ftom Stage oî Proiecî Plans

. Inform all interested parties about project progress in a îimely manner

a Ensuîe that proiects are stopped or îedirected ifîhe reasons foî setting îhem up have
been inr€Ìidated by int€rnal or €xternal evenîs.

Central to th€ ultimate suc€ess of the project js the day-Lo-day conùoi ofîhe work that is
being conducted.Throughout a stage, this will consist ofa cycle of:

. Authodsins work to be don€ (CS 1)

Monitodng progess information about that work (CS2 and CS9)

Iíatchins for and assessing Project Issues (CS3 and CS4)

Reviewing îhe situation and tdggering new\i/ork Packages (CS5)

Reportins (CS6)

Taking any necessary corrective action (CS?).

If changes are obseîved thaî are forecast to cause deviations beyord agreed Stage and/or
project tolerances, Cdpnring Project lssues (CS3), Examiníng Project hfles (CS4), Reoiewing
Stage Status (CS5) and. Escalatíng PrQect Isr?las (CS8) cover îhe activities of bringing the
sìtuation to th€ attention ofthe Proiect Board.

Oîher factors that must be borne in mind are as follows:

a The cuftent stage contains work and involves resource expenditure that has beer
aìrthorised by the Project Board.It is therefore impofiant to give th€ Project Board
feedback on progess against its expectadons

. All individual items ofwòrk in a stage should be authodsed (see the format ofthe
.wlork 

Package in P,,odr, ct Description outl;nes, Appe']dìa ^)

. Project work can be adequately controlled only against a plan

. Ifthe projecî is to be successful, the Pmject Manager and Project Board must react
quickly to changes and deîiations from the ageed Sîage Plan.
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7.3.1 Scalabil ity

The core a€tivities ofthe process can be summadsed as:

. Allocate work

. Ch€ck on progress

. Ensure that úìe quality is appropriaîe lorthe projecis needs

o Ensue that Projectlssues are contlolled

. Monitor risks

a Report on progress

. Watch for plan deviations.

There should be nothing in this list to alarm the manager of a small project. In even rile
smallest ofproiects, îhe Pîojecî Manager musî have sufdcient îime to manage the pîojecî

activities and resource usage.

The pîocess suggests a îumber of reports, the inference being draî these should be wriften
repofis for example) Vork Packages) Highlight Reports and Excepuon Reports. In small
projecîs a decision may be taken to make some or all ofthese olal. Even herej the Project
Manager must think ofwhat events should be recorded in wdring, in case of later disputes.
Part oftìe reason for documenîing evenîs and decisions is conîinuity ifthe Project Manager
is suddenly unavailable.

Some projects may have no separaîe Team Manager(s) and only one team whose members
are directly îesponsible to the Proiect Manager. In tlìis case the Proiect Manager and the
Team Manager will be on€ and the same person and líork Packages wìll b€ negotiated
between the Project Manager and individual team members. This poìnt should be born€ in
mind when reading the rest of t}le sectionJ which will refer to a Project Manager,{leam
Manaser interface,

' the 
emphasis within this process ls on the processes and techniques of control ing a

management stage. However, much of the ultimate success of the project will be just as
dependent on the hand ing of the people and 'politics' of the project.

7.4 Authorising Work Package (CS1)

7.4.1 Fundamental principles

It woùld be chaotic to have îhe people who are working on îlìe project starîing activities
whenever they think fit. There must be a level of autonomy within the proj€ct team(s), but
there will be wider issues involved of which they cannot be expected to be aware. It is
therefore importanî that, in broad terms, work only commences and continùes \r'ith the
conselt ofîhe Project Manager.

Hints and t ips
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7.4.? Context

This sub-process will be running constantly t1ìroÌrghout a stage. It interfaces vriîh the pîocess

Managing Prcduct Delia€ry (MP), which handles the prodùction of the products involved and
provides plan updates to lrsessizg lì"grasr (CS2) dudng the proiect. Also Ibking Correcù;e
Actiall (CS7) may tdgger new \ilork Packages oî require modifcations to e.xisúng W'ork
Packaees,

Config!€tion tem Recofds
5ta9e of Exception Plan
Ri5k Log

Oua ity tog

Figure 7.3 Authorising Work Package

7.4.3 Process description

The objective ofthis sùb-process is to keep conîîol over the {'ork ofthe team(s) by:

. Issùing work instructions (\ 'ork triggers) îo theTèam Manager(s) to commence work

. Revìsing the insùuctions as required followingmanagement decisions.

The set ofinstructions issued to th€Team Manager(s) is known as a $t'ork Package.

In order to achieve îhis objective, vadous steps have îo be undertaken:

. Review rhe Product Description(s) for îhe producî(s) to be delivered, ensure that
îhey describe what is requùed and add any constmints ard responsibiliîies rcqtdred

. BdeftheTeam Manager(s) and hand out drework Package wiîh all relevanî
documenîation and informationjincludingterms of reference covering:

r the cost and effort that the work is expected to consum€

r dre timescale for compleîion

. îhe progîess reporting afiangements

Work triqqef

AuthorisatÌon to proceed
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. any indiyiduals, groups or products wiîh whom it is necessary to inîerface in the
pedormance ofthe work

. r-rooucr Descflpuons

Update îhe status information to'under developmenî'in any afected Configuration
Item Records

Ensure that theTeam Manager has a vafi.ETeam Plan cove ng thework Package
requiremenîs and the correcî resorúces îo lcaffy out the work

Identiry any problems or risks associated wìdr dre work and incorporate any necessary
changes or oîher measures to handle these

Ensure îhe Team MaDager is commìtted to complerion ofthe work within the tetms
ofîeference laid down

Instruct theTeam Manager to proce€d via an appropriate form of Work Package

Confirm the enîries made in the Qùality Ir,og duîlîg Planning a Stage (SBI) foî
planned quality checks and who will chafu these checks.

The 'work' discùssed in this overview could be by people and resources within the customer
organisation, by outside suppliers or by a combination of the two. It could also cover the
supply of products or services that do noî involve any a€tual effort. The objectives and steps
outlined apply in all circumstances. The formality ofthevork Package rÀ'ill dep€nd on the
projecî situation. T he suggested contents of the Work Package are given in Pi'o duct Desqiptlon
ozlzzes, Appendix A, together with an explanation of each entry

This sub-process must be done in conjunction \\ith Acce?thg awork ParÀage (MPl).The
overlap €ovem the negotiation with theTeam Manager on dates and other parameters,

If úis is the firsîrvork Package agr€ed with îh€ Team Manager, a check should be made to
ensure that î1ìeTeam Manager is aware ofthe project's change conîrol ptocedute,

7.4.4 Responsibil i t ies

The koject Manager is responsible for this sub-process, assisted by any Pîoject Supporr
rolesJ and in agreement with îhe relevantTeam Managers.The Configuration Libmdan will
update the Configuration Item Records. Project Assurance might wish to confirm îhat
suitable quality chectjng arîangements have been planned.

7.4.5 lnformation needs

lable 7.1 C5l information needs

Management information

Authorisatlon to proceed

Product DescripUon(sl

Work tr lqqer
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Stoge or Exceptian Plon lDP3), Toking Corrective Action
(CS7) or Rev/ewinErStoqe stoius (C55) requlrinq the creation
or rnodificatlon of a new Work Package

The Stage Plan may need to be updated as a result of
discussiÒns between the Project [/anager and the fearn
Managet during AuthatisinEr l4lork Pockoge ICS1) or because
of cha ng es g enerated in Tokìng Carrective Actian lCSl)

Chanqé the status of any products a located as part of the
Wo l oacrage

Formal handover of responsibi i ty for the detal led conduct
ofthe work and de ivery ofany products from the Project
[/lanager fo ow]nq agreement with the Team lvlanager

updated with any new or modified risks after neqotiation
with the Team [/]anager

The ouaLity Log may neecl to be updated as a rèsult of
discussions between the Project lvlanaqer and the fearn
Managet duting Authatising l4lor* Pockoge ICS1) to ref ect
any modif ication of enties for any p anned qua ity
checking to be done

(lf used) fhe Product Check lst may need to be updated as a
result ofdiscusslons between the Project N,,lanager and the-learìr fvlanager during Autharising Wark Pockoge lCSl) ol
because of changes generated in Toking Corrective Action
(cS7)

Lpoa-edwr !  a rva . r i o  \  a .e , l o  P ,o iec . l , s -es

Stage or ExcepUon Plan update

Configuration ltem Records Update

Work Package output

Rìsk Log

ouality Log

Product Checkl ist

lJpdate

up0are

Update

tssue Log update

7.4.6 Key criteria

o Is theTeam Manager clear \rhat is to be produced and what has to be done îo produce

ir?

a Is theTeam Manager clear abouî the effort, cost and tim€scale expectations ìn

connecùon with tÌìe work in\olved?

. Is theTèam Manager cÌear about îhe ex?ected quality ofthe work and products and

also clear about how that quality is to be checked, as defined in the relevant Producî

Desc ptions?

. Have the quality checklng procedùrès been put in place and resourced?

. Is the work achievable wiîhin the terms ofreference laid down?

. Isîh€T€am Manager commitîed to the achievement ofthe work?

. Has the Stage Plan been updated as iequjred)based on the agreement on thework
Packase?

. Should any kojectAssurance involvement be plann€d) €specially ifl quality checking?
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lnasimpe,low-riskproject,WorkPackageauthorisationmaybereasonablyinforma,although
thought should be given to recordìng an individual's work and perforrnance for appraisal
purposes,

fa third party ls involved, Work Package au,lhorìsation should a ways be forrnallydocumented-

deally, a Work fuckage should notspread over more than one stage.lf there is any danger of
this, it shouid be broken down so that its intermediate parts lt into one managernent stage
or anotheL

It is good praclice for the peop e who will receive the resu ting products of a Work Package
to be involved in writing the relevant Product Descriptions, especia y the quality criteria. lf
this is done, other peop e should review the Product Descriptions.

fthere is a contract in operation between c!stomer afd supplier, this rnay have ar impact on
the terms of the authorisation. The reverse is also true, so the authorisation ofWork Packaqes
should be corsidered during contract preparation.

When the frstWork Package is negotiated with aTeam lVIanager or a team mernber, the Project
lVId. aqer sl 'o I d ".s-r. -hr l 'e chrnge co.t ol p ocess s Jîde stood.

7.5 Assessing Progress (CS2)

7.5.1 Fundamental principles

In order to make infoîmed decisions and exercise Étional conúol, it is necessary to know
what h^s a.ctualbt h^ppened, to be compared wiîh what it was Àrr€d would happen. 'Fire

fighting' and day-to-day problem solving can dominate project management. This can result
in Proiect Managers losing sight ofthe overall goal. lt is viîal úat this is countercd by a sîeady
flow of information that provides an overall view of pîogress and simple, robust monito ng
\ystems to supply the information.

7.5.2 Context

Assessing Progrex (CS2) monitors tlle status ofresource utilisation and prcduct development,
as documented in the s\tb-prccess Executing qlvorh Pathage (MP2), and reviews the Quality
l,og, as updated by the quality checks ca$ied ouî by îhe îeam(s). Iî also receives infoîmation
on completed and appîoved products ftom Rscei ing Completedwbrk Package (CSg), ^îd
keeps îhe Stage Plan and Product Checklist (ifused) up to date.

Hintsandtips
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Checkpoìnt

Checlpoint  Repod

Stage Plai
Product Checklist

rssue Log
Confìquration lten Records

0u; ity Log

Figu re 7.4 Assessing Progress

7.5.3 Process descrìption

The obiective ofthis sub-process is to mainîain an accumte and current picture of:

. Progess on îh€ work being carried out

. Th€ status ofresources,

The main data-gathering conuol for the Proj€ct Manageî is the checkpoint, described ìn

Corzrìrlr, Chapter 16.The information is captured ir a Checkpoint Report. A Product Status
Account may also be requested from configuration management to provide rnformaúon on

the status ofthe stage's producîs,

In order to achieve îhe obiectives, vadous steps have to be underîaken:

. Collecî in all ofîhe progress information for all work currently being unde{aken

. Collect feedback on recent quality checkìng activiîies carried out

o Assess rhe esrimared time and €ffort to complete any unfinished work (including that

not yet staîîed)

. Assess the utilisaîion ofresources in the pedod under revie\r and thefu availability for

the remainder of the stage (or project)

. ReviewTeam Plans with theTèam Manageî(s) to asceftain whether work will be

còmpleted on time and to bùdget

. Review enúies in the Qùality I-og are any checks delayed? What are th€ results from

the latest checks?

. Update the Stage Plan s.ith actuals to date

o Identiîy any points î1rat need attention in Reoízwiu Stage Status (CS5) .
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7.5.4 Responsibil i t ies

The Project Manager is responsible for this sub-process) assisted by any Project Support
roles. Th€ Configuration. Libmrian would provide any Producr Srarus Accounr rcquired. If
the Team Manager workr for a supplier whodoes not use PRINCE2, thevork Package will
still contain a îequirement for Checkpoinr Reporîs to be submitt€d. Project Assurance may
review úe updated Quality I-og.

7.5.5 Information needs

Table 7.2 C52 information needs

lVanagement information

Checkpolnt Repofts

Ouality Loq

lssue Loq

Work fuckage status

Stage Plan

Product Checklist

Stage status information

leam Plan

Product Status Account

usage

Input

Explanation

F ows of informatìon, elther writ ten or oraldepending on
the need for fofmality fhe update from the infornation wil l
cover current status of Work Packages agalnst plan

Resu ts of qua lty checking ,,\rork done

There may be new Project lssues that affect the status of
the stage or vice versa

To update the Staqe Plan

Updated wlth actua s to date, forecasts and adjustments

(lf used] updated with actuals to date, forecasts and
a0lusrmen15

Holds a summary of progress lnformation

Sets outthe workto be done and any report ing
requlrements

lo provide informatlon on the status ofthe Work l%ckage
Products

Input

up0are

nput

update

Update

0utput

inpr t

0utput

Checkpoint Report: lnput/
0utput

Confiquration tem Records Ljpdate Change the statls ofany products a ocatedaspaftofa
Work l%ckage

7.5.6 Key criteria

. Is the Ie\ el and frequency of progress assessmen I righ I for th e srage a nd or\X/ork
Package?

ls the information timely, usgful aÍd accurate?

Are the estimates ofoutstanding work objective?
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'..''':

Progress should be measured and repofted in a manner that is sultably accurate and does not
allo,,! exaggeration of progress.

N,4easurement of proqress and fatus is easler if th€ inforrnation co ectlon ls product based,
asÀ PlonninglPL).

The use of earned va ue ana ysis rnay be consldered in order to obtain an accurate vlew of
expenditure on r.ore complex or criUcal projects

Depending on project factors, such as size and geography, this sub-process may be rLrn
formalLy or infornaly. fhe Project l\/lanaqer may hold checkpoint rneetinqs with Team
[/]anagers, and the-lean N,4anagers rìray hold their own checkpoint meetings with their tearns.

\ t age  g taus  . -o í rd -on ,ou lo .o  . \ ro ! l  eCh .c lpo in  Feoo  l s l .Wo  .odc  aqes ia . Js , t ' e
Ouality Log and any othersLrch informaUon, or cou d be a summary ofthese. n rnanyinstances
it wi bethe contentsofthe Daìly Log, especial ly on smaller projects.

7.6 Capturing Project lssues (CS3)

7.6.1 Fundamental principles

In the course ofmanaging the project, various pîoblems, queries and changes will occur.
They will arrive in a haphazard marner and will need to be captured in a consisîent and
reliable vray so îhat they can be assessed and managed properly.

ft is also imporrant that Project Issues are not forgotten, especially ifthere is no immediate
soÌ11tion.

7.6.2 Context

This sub-process is by iîs naí1re ad hoc, since it takes in details ofproblems) queries and

changes as îhey occur.These details can come fiom a wide range of solrrces, both internal to
the proiect and extemal.

Capnríng Project ksues (CS3) produces information to go fonvard to Erc amining Prcject Issues
(CS4). This sub-process should be r€ad in conjuftction with Change contol, Chap.er 20 alld
Cha.nge control technique, Chapter 23.

This sub-pîocess provides the enúy point for all €xternal stimuli, such as changes ofscope,
notilìcation ofproblems or advice ofnewdsks.
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Any interested paÉies 
,,_

7.6.3 Process description

The objectives ofîhis sub-pîocess are to capture,log and categodse all Project Issues.The
steps involved in achieving îhis are:

. Enter all Project Issues in the Issue Log as soon as they arc identifi ed, See Change
conúol techníque, Chàpter 23 for suggestions on how logging can be done.

a Assess whetlìer the Projecî Issue is:

r a Requesî for Chaùge

r arl Off-Specification

r a new risk

r a gen€ral issu€

See Change control, Qhapter 20 for an explanation of îhe Rpes of Project Issue.

Sùggesîed stnrctues for a Project Issue and an Issue I-og are given in Product Description
orrlines.Appendix A.

Any relevanî external information from dre Project Board (via DP4) should be captìiîed on
îeceipt as a Projecl  Is>ue.

7.6.4 Responsibil i t ies

The Project Manager is îespoÌrsible for this sub-processj although a Project Supporr role
(Configu?tion Librarian) may b€ nominated to act as t1ìe central focus for rcceiving and
d ocumenLing Projecr Issues.

Figure 7.5 Capturing Project lssues
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7.6.5 Information needs

Table 7.3 C53 information needs

fvlanagement information

New Project lssues

ssue Log lJpdate

Explanation

Any Project lssues beinq raised against the project from
whatever source to be logged in the ssue Log and the
h,nè ^f pr.ièrt l<c'r. tn hè .lÉ.i.lF.l

Repository of all Project ssues and their status

7.6.6 Key criteria

. Are all signifrcant Project Issues being documented?

o Is this a new Proiect Issue or a prevrous one diff€rently worded?

o Is tìe source ofthe Project Issue identified?

o Does the Proiect Issue affect the Project Plan as well as the Stage Plan?

. Is the Projectlssue an enquiÍy that can be answeredwjtlout changing tìe Srage Plan?

Sometimes a Project lssue isso complex that it is better to sp ii it into severalsmaler Project
lssues.

Where the project is part of a programme, Project lssues rìrust be copied to the proqramme
support offce for it to look for any impact on the programr.e as a whole or on other projects
within the programrne.

Even when the Project lssue is a sìmple question regarding the project, it may be advisab e to
og both the question and the response for audit purposes later

7.7 Examining Project lssues (CS4)

7.7.1 Fundamental principles

Before making a decision on a couîse of acîion, each Project Issue should be assessed for its
impaci and alternative actions con.idered.

7.7.2 Context

Capturing Project Issltes (CS3) captues aîd caralogues all Pîoject Issues. This sub-process
s<amines Proiect Issues that have not yet been resolved. All opefl Project Issues should be
reviewed and counes of action rccommended for consid€ratìon ù.úiltg Reaiezaing Stage
Sratus (CS5) .

usage

Inpu t

Hintsandtips
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Risk toq Busin€ss Case

Staqe Phn

Figufe 7.6 Examining Project lssues

7.7.3 Process description

An initial examination of a Project Issue should be performed as soon as it is logged.

On a regular basis, all opeùProjecîlssues should be reviewed. Decìsions ona course ofaction
should not be îaken until the Project Issue can be seen in the wider context of stage status,
product delivery and progress against plan. The exception to this delay is where the Project
Issue raises an urgent need for action. While mostProject Issues will be direcdy related to the
proiectJ the sub-prccess must allow for Project Issues that have an impact ouîside îl'ìe projecr
- for example, impacî on a pîogramme. Such issues need to b€ €losed in the Issue I-og with a
note thar rheyhave been transferred ro t}leprograÍnme Issue [-og.

In order to prepare Project Issues for îeview in Reaíewing Stage Status (CS5), îhe following
steps need to be taken:

. Assemble all available and relevant information abouî the Project Issue, including
an''thing that peîîains to the Project Issue's effect on:

r timescales

. benefit achievement and/or ralue

r meeting the requirements ofthe project

r meering rhe srated qualiry sundards

Devise afternadve courses olaflion

Upd aîe ùe Risk l-og if the Proiecr Issue rela re\ to a previo uslt iden rified risk or
reveals a nes risk

i.evise, ifnecessary, the priority ofîhe Project lssue

Recommend a course ofaction. A recommendaîion may address a number ofProject
Issues,
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7.7.4 Resoonsibil i t ies

The Project Manager is responsible for this sub-process. Members of the teams may be

required to ass€ss îh€ ìmpactofProject Issues on products,workload, cost, schedule and risk,

and devise alternative cou$es ofaction. Some ofîhe adminisúative work may be delegaîed to

an appointed Project Support role.Those wìdr Project Assurance responsibilities should be

involved ìn the examination ofthe impact ofProject Issues on the products, dsks and the

Business Cas€. The Conúgìúation Ubrarian, where appoinîed, will be rcsponsible for

maintaining îh€ Issue Log. \yÀo makes the decisions on actions to be taken about îhe Project

Issues depends on decisions made during lruaaùng a Ptuject QP).T}].e Proj€ct Manager will

have discùssed the likely volÌ]fne of changes \rith îhe Project Board, which will have decided

whether to make decisions on the Proiect Issues itself or delegate this to a chang€ authodty.
(See Authodty I-evels in Change contol,C}]apteî 20 for more informaîion on this.)

7.7.5 lnformation needs

Table 7.4 CS4 information needs

IVlanagement information

Business Case

5ta9e Pan

Project Plan

lssue Log

Rlsk Log

usage

Input

Inpu t

InpLrt

Update

up0are

Explanation

Reference back to the Business Case to evaluate the
îoac. of t le P oiecr lcs .c

O|.a o111" 635e. fo iapacl dralysis

fo check whether a Project ssue affects the project

A l ist of al l  outstanding Project lssues and thelr status,
updated with irnpact analysis lnformatlon

Cufrent rlsks that may be affected by a Project lssue. To
be updated if any actlon is recornrnended that wi I affect
a l |sk 0rgenerarc a newone

/ .  / .b Key cnîef la

. Who would be best to evaluate the Prcjecî Issue?

. HorÀ' urgent is îhe decisìon? Is it clear when a decision has to be taken?

a Is any special actionneededîo assure îhe customer's b€st interests during îhe

evaluation?

. !ías rime and effort for Project Issùe evaluation put in the Sîage Plan?

a How do aîy îelevant conúacts handle €hanges?

. Is ùere a separate change budger?

. \(/har product. would the Projecr lssue affecr?

. \lho would be involved in taking any action?

. $(/haî alîernative courses ofactiol are there?

. \{4ìaî would the solution ro the ProjectIssue cost in eflort and money?
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\N/hat is îhe impact ofthe Project Issue on dre Business Case?
'Would 

implementation change the culfrcnt pmjecî objecrives, as specified in the
Projecî Initiarion Documenr?
'\vhat 

would the impact ofthe Projecî Issue be on an]îiing in the Risk I-og?

Ihe jmpact analysis for a new Project ssue should be done as soon as posslb e after receipt.
Iime should be bullt into the Stage Plan for peop e with the fecessary expertise to do the
ana ysis.

Reviews of open Project lssues shou d occur on a fegular and frequent basls.

fhls sub process and Reviewing Stage StatLrs {CSsl need not be forr.ally separated in small-
to-r.edium-slzed projects, but ifformatlon gathering/talking to the originator might be hard
to do during a stage status revlew.

Ihe urgency and the importance of a Project lssue are not the same thing. Deal wlth urgent
Project lssues qulckly. Deal with important Project lssues comprehensively.

Filtero!t the trivia as earlyas possib elo a ow concentratlon on the important Project ssues.

Feed back inforr.ation on actlons to the authors ofthe Project ssues.

7.8 Reviewing Stage Status (CSS)

7.8.1 Fundamental principles

A Projecî Manager's job can easily become dominated by day-to-day problem solving. This
can mean thaî overall progîess is not checked regularly. If the proj€ct is not ch€cked on a
timeÌy basisr îhere ìs a danger that it will get out of control. There needs to be a balance
between planning ahead and reacting to events.

There will often be a need to incorpomte unplanned activities.

A regular check must be kepî on external events drat could afrect the proiect.

7.8.2 Context

This sub-process b ngs together the informaiion gathered in.4sssssirg P,,ojîess (CS2) and
Examiniîig hoject Issues (CS4) and decides what actions need to be taken.

Ifthe stage and proiect are within tolerancej the next actions are Reporang HiEhlights (C36) to
the Project Board and I uthorit;ng Woth Pachage (CS 1) for any subsequent work.

If corective actions ar€ n€eded, and the stage and project are predicted to stay within
tolerancej t]le next sub-process $rill be faÀir?g CorrcctheActkn (CS?).

Th€ Proj€ct Manager may seek guidanc€ ftom the Project Board about any Projecî Issue

Hintsandtips
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(Taking Coftecù.,e Adia, (C S7)) and should always do so ifthe stage or proiect is predicted to
go outside tolerance (Esúlaring PnjecL Issues (CS8)). Another reason for reference to th€

Project Board would be that a Project Issue aff€cts policy external to the project.

lrÌ!9erfor

Wofk trigger

CONIFOLL NG A S'IAGE (CS)

Risk Log
Stage P an

Ouality Log

Confiqulation

Stage end

Figure 7.7 Revìewing Stage Status

7.8.3 Process descrìption

This sub-process provid€s d1e means for a îegular assessment oftlìe stage slatus,The process

decides whether:

. Further Vork Packages should be proposed

. Any plan modifications are required.

The fusr objecîive of this sub-process is to check pe odically that ùe curent stage ìs kept
within the tolerances seî doivn by ahe Project Board by:

o Reviewing progress agajnst the Stage Plan and Product Checklisî (ifused)

o Checking the Quality Log to see the state ofquality checking

. Checkingthe Configuration Item Recordsto ensure îhat all pîoducts have been
completed as stated and anticipated

Daily Log

] ] l
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Revie\À'ing rcsource ùtilisation and furure availabiliry

Reviewing th€ effect ofProject Issues on any change budget and Stage and Project
Plans

Establishing whether or nor the stage will go ourside rhe rolemnces

Passing Project Issues likelyîo cause tolerance to be €xceeded to the Project Board for
considemtion via Escald ting Pnject Issues (CS8) .

Ifcorrective action is needed, but the stage is forecasî îo stay widrin tolerancer îhe action can
be taken by îh€ Proiect Manager, as described ii Tahins Coîrecdz)e A.tíon (CS?) .

The second objective ofthis sub-process is to review rhe prcjecî srarus, specifically:

. Checking that d1e Business Case is still valid

. Reviewing îhe RiskLogfoî possible changes

. Establishing ivhether or not the project will go outside the tolerances

. Ensuring that there are no qualityprobl€ms.

ln order ro achùeve úese obtelt,ves. varlou\ \teps ha\ e to be undertaken:

Identify any variaîior between plan and actual progress

Check for any variation in the expected future resource availability

Assess any current dsk to the Stage Plan for any change to the *.posurc

Check îhe updated Stage Plan for any new risks

Check for any quality problems shown in the Qualiry Log

Review external developments for any impact on the proiect

Check îo see whether anlflling has happened within the project or exîernally rhaî will
impact îhe Business Case

. Assess whelìer the stage will stay within tolerances

a Accept alrìyconcessions madebyîhe ProjectBoard inîesponseto an Exception
Report and assess their impacî on future work

. Tiljggeî Authotising lUotk Ptchage (CSI) to auîhorise any necessarynewwork
required by the Stage Plan.

The Pîoject Manager can use the Daily I-og ro nore any ofthese check rhar need ro be done
and many ofthe small actions îhat are needed after caffyiÍg îhe checks out.

7.8.4 Responsibil i t ies

The Project Manager is responsible foî this sub-processr supported by anyProj€ct Supporr
roles, including îhe Configuration Libmrian and those with Project Assurance
responsibilities. It may be necessary on occasion to consult Proje€t Board membef for
guidance, esp€cially with regaÌd to Project Issues oî resoruce shoftfalls, ot external events
that may impact the Business Case or Risk Log.
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7.8.5 lnformation needs

lable 7.5 CSs information needs

f\,4anagernent information

t55ue LOg

usage

lnput

lnput

l npu t

lnput

Input

Input

Input

Inpu t

FrplanaL on

lhis product wi show the curent situation regard fg al
Project ssues. These may be needed for reference when
decidlnq on appropriate action to dea with them

This product shows the current understanding of the
prob ems and threats to the project

Check to estab lsh whether any staqe problem (or potentlal
change) wou d have an lrnpact on the Project Plan

(lf  used) Ihls shows the current actual and planned de lvery
dates for key products

Assess the state of quali ty checklng

This is checked for any impact from the cLrÍent stage
proqress
-fhese provide informatlon on the curent status of products

Ihe Stage P an, updated in ,4ssesslnEf Progress (CS2),
provides the baseline against , , \rhich progress and the
neeting ofst€9e tolerances are measured

Decision by the Project Board to accept a Project ssue
w thout coÍective action

fhe information to be passed la Toking Correctìve Action
tcsT)
fr igger for an Exception Report

In'o rèLio eg,rd | 9 .he - . l |e l  orogre,, of t l  e pJo ecr.
lhls lnformatlon goes forwaÀ lo Reporting HighlightsICSB)

Irigger fat Monoging 5to9e Boundorles (SB) (at the
approprlate t ir ìre near the stage endl

îtigger fat Clasing o Prajecr [CP) (at the appropriate time
near the end ofthe f ina stagel

Trigger for.the issue of neh, Work Prckaqes frorn
Autharising Work Pockoge lCSl)

Rlsk Log

Project Plan

Product Checklist

oua lty Log

Business Case

Confiquration tem Records

Stage P an

Concesslon

Plan deviation

folerance threat

Staqe status information

Stage end notlficatlon

Trlgger for project end

Work tr gger

Inpu t

0utput

0utput

InpuV
0utput

0utput

0utput

0utput

7.8,6 Key criteria

o Have all the aspects of progress, Project Issues and risk been considered?

o Have they been balanced to create a complete pictue of the cur:rent status of the
project?

. Have aÌÌ reasonable couftes ofaction been considered when deciding on the best way
fo11'ard?
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Has the proje€t been honest \rith itself concerning the likelihood of staing within
tol€rance?

Do the estimates to complete seem reasonable in the light ofall the informarion
available?

A though this is shoh,n as a discrete sub-process to emphasise the importarce of regu ar
progress checklng, it will often happen concurrently with other processes. For instance, in
para le with this sub-process, hiqhlights cou d be praduced lBeporting Highlights (CS6l)and
the fo lowing pe riod's work authotised {Authatising Wo* tockoge (CS I l).

Reviewing Stoge Stotus ts a cyc lc/iterative process.

Stage status shou d be reviewed fegular y - the frequency of the revlews being related to the
ength ofactivit ies in the p an and the need (or otherwise)for c ose confol. Small-to-medium
projects mightbe reviewedweekly; argeprojects mightbe revlewed each fortnightorrnonth y.

lhe status of ltems on or near the critica path {see P/onrlrg (PL)) may need to be monitored
more frequently than other elernents of the plan.

Where the project is part of a programme, any new or chanqed risks must be fed to the
proqramme support oflce to check for possible lmpact on other parts of the programrne.

7.9 Reporting Highlights (CSG)

7.9,1 Fundamental principles

The Project Board has ov€rall responsibiliry for the ourcome ofthe projecr, while delegating
day-to-day management to the Projecr Manager. Good repofiing sructures keep the Projecr
Board (and all other interested parties) informed and involved.

7,9.2 Context

This sub-process produces Highlight Reports to be pass€d to the Project Board (see Grz,irj"
Ad Hoc D;rection (DP4)) containing progress plus alrìy orher infotmation ro sîakeholders
defined in the Communication PIan.

Hintsandtips
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Figure 7.8 Reporting Highlights

7,9.3 Process description

The objectives ofthis sub-process areîo:

. Provide the Project Board with sumÌnary informaúon about the status ofî}le stage
and prcject at the ftequeDcy defined by the Project Board

. Pass out any otherinformation required by the Communication Plan.

In order to achìeve these objectives, various steps have îo be undertaken:

o Assemble the informaîioÍ from îhe Checkpoinî Repoîts and any significant revisions
to the Stage Plan or Product Checklisî (if used) ùom Tahing Conectioe Action (CS7)

o Identiff any curîenî or potential problemsîîon Rez,ieuing Stage Statu: (CS5)

o Produce the Highlight Reporî

. Distribute the Higblìght Report to the Proiect Board

. Review the Communication Plan for any oîher agreed recipients and send îhese out.

7.9.4 Responsibil i t ies

The Project Manager is responsible for this sub-pîocess, assisîed by any Pîoject Supporî
roles. ProiectAssuîance may wish îo assess what is beingrepoîîed to the Proiect Board.

Staqe status

Risk Log
Staqe Plan
Oua ity tog

Previous HiqhlÍght Feport

Stage status
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7.9.5 Information needs

Tab e 7.6 CS6 inforrnation needs

N,4anagement information

Stage Pan

usage

Inpu t

Input

Inp!t

Input

0utput

Input

Input

Input

Input

0utput

0utput

Explanation

nformat on on products delivered, tolerances and the
status of schedu e and budget, inc uding any devrat ons
reported fom cs2

(lf  Lrsed) Status of actua and p anned product de iveries

Have a products forecast to be de ivered been delivered?
Have ear ier prob erns been reso ved?

Progress lnforrnation frorn the team(s)

nformat on about progress on the project against the
p  a n

Have any risks changed?

nformatlon aboLrt any potentia prob enìs which need to
be brought to the attention ofthe Project Board

Status of qua ity checks p anned and carrled out

dentification of lnterested parties who may neeo
lnforrîat ion at this t lme

nformatlon forrìratted as reqLrired by the Project Board

Content as defined in the Cornmun cation Plan

Product Checklist

Prevlous Highlight Report

Staqe status informat on

Risk Log

ssue Log

Oua lty Log

Cornrnunlcation P an

Hlg h lght Report

Comrnunlcations to

7.9,6 Key criteria

. Has the information been produced in the form requested by îhe Proiect Board?

. lsthe reportbeing distributed with the asreed frequency?

lhe report shou d be kept as short as possib e, consistent with the lnformatlon needs of the
Project Board. A suqqested tarqet s a one or two page report.

W ' e  o r e f o T  o f o p " a  o n c  . . p p o - o ' o , p ^  p i ' . . p r p o  c b  -  - o r - î P "  0 p o à , . r .
this group should be inc uded in the l ist of those receiving the Highlight Report.

Hints and t ips
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7.10 Taking Corrective Action (CS7)

7.10.1 Fundamental principles

Changes and adjusîments to the project need to be made in a considered and raîional way,
even when they appear îo be sufficiently manageable to be absorbed within tolerance.

7,10,2 Context

This sub-process is îriggercd by the identification of a deyiarion and insîigates corrective
action.Input maybe needed fiom other members ofrhe projecî management ream.

Risk Loq
Staqe Pan

Figure 7.9 Taking Corective Action

7.10.3 Process description

The objective ofthis sub-process is to select and (\,\.ithin rhe limirs ofîhe stage and proiect
tolemnces) ìmpÌement actions thaî will resolve deviarions fiom rhe plan. Decisions may be
îequired from the Proje.tBoàrd\ia Giz)ins Ad Hoc Díîecîíon (DP4) .'lhe Project Manager has
îo decide when to seek the adyice ofrhe Proiect Board.

In order to achieve îhis objectiveJ various steps have to be undeÍaken. If rhe input €omes
îrcm Examining Prcject lssres (CS4), some of îhese steps may have already been raken. The

Collect any pertinenî information about the deviation

ldenri l t  îhe ful l  cau:e dnd effecr ofrhe deviar ion

Identify rhe potential ways ofdealing with the deviation

Select the most appropriate option

Wher€ direction from lhe Projecî Board is sought, assemble all informarion about rhe
problem (it may alrcady be a Project Issu€) plus alrìy recommendation

1 1 1
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Make available any baselined products ftom the configuration library

Trigger correcîive actioî (via Authoritíng Wrk Pac&dge (CS I )) .

Where the acuons are smal and the problem can be remedied without changing the plan or
modirying a$íork Package, the Daily I-og can be used to note what acîions are needed, by
whom and by what date. The Project Manager can then use this îo speak to the people

involved and follo\r up to ensure drat dre actioDs are taken. Where thìs does not lead to the

desired resultJ more formal acîioÍ can be îaken, such as plan and Work Package adjustments,

Exception Reports or mayb€ just a not€ in the next Highlight Report.

7.10.4 Responsibil i t ies

The Project Manager is responsible for this sub-pîocess, srlpported by Project Assurance and

Prcject Suppot roles and in con*rltation with Team Managers if appropriate. The

Configuration Libf3rianJ where appointedj will update the Configumtion Item Records and
make any necessary products available,

7.10.5 lnformation needs

Teble 7.7 CS7 information needs

lvlana gement information

Pan deviation

Project Board quidance

tssue Log

usage

nput

up0are

Explanation

The p an prob em that requlres cofrecuve action

Aèc^^ . (F  r ^  r p^ !  . ( r  f ^ r . /w i . p

lhis contains detal ls ofany Project lssues that could be
causing deviations fror. plan. Updated wlth any change
ln status caused by corrective actlon

The change in a r isk may be causing the need for
corrective action. Rlsk in the log may affect the choice of
action. [Jpdated with any change in statL]s caused by
correcI|ve acÙon

I/lay show the prob em or the spare effort and tirne
avaìable to address the pfoblem

(lf used) [/ ]ay show the prob em in terms ofactualversus
p a n

Corective action

Request for advice on corrective action

Bisk Log

Stage Plan

Product Check ist

Work trigqer

Request for advice

t lpdate

Input

nput

0utput

0utput

7.10.6 Key criteria

. Have all sensible options for coffective action been considered?

a Is there confidence thatr after t1le corfecuve action has been takeq the sîage and
project will still stay vrithin tolerance?

1 1 8
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'Were 
the impacts où îhe Business Case and dsks fully considercd?

Has the Stage Plan been updated to redecî îhe corrective actions?

Beware the cumulative effect on the budget, and the costs ofsmall chanqes.

Beware the direcUon in which some sma changes may be taking the project.

7.11 Escalating Project lssues (CS8)

7.11,1 Fundamental principles

A sîage should noî go outside îhe îolerances agîeed with the Project Board.

The Project Manager should always presenî a recommendation when escalating Project
lssues.

7.11,2 Context

This sub-process can be an ad%nce warning to the Project Board of a deviation that may lead
to the need for an Exception Plan. The Project Manager can orìly îake corrective action or
maintain the status quo wàile the stage is forecast to stay within the tolerances s€t by the
PrcieciBoard. Escal.ating Prcjerr Issr,er (C58) applies where any correct;ve action would not
save tlle stage or proiect ftom going beyond the tolerance margins.

The decision by the Prcject Board in r€sponse to the €s€alation may lead to dre r€moval ofthe
problem, the production ofan Exception PIan, whor€ cost and/or time targets are adjustedr
the approval ofa concession or the premature close ofthe project,

Hints and t ips
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Approved Exception Report

Trigger for

Bisk Log
P D

ConfÌquratlon

7.11.3 Process descriptìon

One of îhe major conúols available to the Project Board is that it sets toleran€es for each
stage. Cfolemnce is fully described in CoTrti'rÀ, Chapter 16.) The Proiect Manager only has
auîhoriry to proceed \À'ith a stage while iî is forecasî îo stay within îhe tolerance margins. Ifdre
stage is forecast îo go oÈtside the tolerance margins (possibly as a result of a correctire
actìon), the Project Manager must bring the situation to the attention ofthe Project Board.

One iîem likely to cause a deviaîion is a Projecî Issue. Projecî Issues are fully descîibed in
Change conffal, Chapter 20. There may be one or more Project Issues, îhe irÌlpÌementation of
which \rould take the stage (andpossiblythe entireproject) beyond rhe agreed tolerances.

Oîher causes may be poor estimationJ a change in resource availability, resources under or
over pedormingJ unplanned tasksJ tasks not needed and rework.

The Project Board must make îhe decisìononwhìch (ifany) changes to approve for action.

Inorderto retain the ProjecîBoard\ overall control, the foilo\ring steps aretaken:

. Assemble the results ofthe full impact analysis of the de\ration; the analysis should
cover specialistr user and business impacîs (completed in Examíning Proje.t Issues
(cs4)

Figure 7.10 Escalating Project lssues
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Assemble and evaluate opuons for recovery (or to take advantage ofgood news)
(again, completed in Èr'a miníns Project hsues (CS4))

Make a recommendation

Put the situation, options and recommendation to the Projecî Board in an Excepîion
R€port

TheProjectBoard indicates supporî or otherwise for îhe Proiect Manager's
recommendation (in GíoinsAd Hoc Direction (DP4))

Updat€ the information in îhe Configumtion It€m Records for any affected producîs.

The suggested content of an Exception Report is given 1n Prcduct Descrittbn outlines,
AppendixA.

In the Exception Report the Project Manager will advise the Projen Board of the impacr
of the deviation on the Project Planr Business Case and dsks. Vadous options should be
identified and a couse of acîion recommended to the Proiect Board. After the Excepîion
Reporî is considered by the Project Board (in sub-process DP4), the Project Board will
approve the report and advise the Pîojecî Manager ofits decision.This may îake the form of
a request for an Exception Plan to replace the plan îhat is ìn ex€eptìon (usually the remainder
ofthe current Stage Plan), prodùced in Producing dn Exception PIan (5B6). Th€ Exception
Plan eitler recovers a situation that is outside tolerance or proposes a new plan with new
targets for cost, time, scope, beneflt, risk and quality as appropriate, plus new tolerances
around these targets. The Projecî Board's advice should be sought before devising the
Exception Plan. All current consîrainîs should be investigated with the Project Board to see if
they stìlÌ stand in the light ofthe ne\i' situation.

Anotheî option that may be taken in response ro an Exceprion Report is to remove the
problem (for example, defer the Requesî for Change). Alternatively îhe Pîoject Board may
d€cid€ to grant a concession ard continue widr îhe cuîrent plan, ifl which case the
approp at€ coffective action should be trigg€red via Redpwing Stage Stut?a (CS5). A final
and more dîastic decision rÀ'ould be to take the project to prematue closej in which case the
Proiect Manager will instigate Decommissío ing a Project (CPI).

The pafts of a plan that can be varied in response to an e-.<ception situation are:

Cost

Delivery date

Scope

Quality

Benefits

Risk appetite.

Speedis an important factor in nodrying the Project Board ofan e.xception situation.

It \r'i11 often be necessary to revise the Project PlanJ as described in Upddting a hojecî Plnn
(sB2).
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7.11.4 Responsibil i t ies

The Prbject Manager is responsibl€ for escalating koject Issues. Those with Project
Assurance responsibili0es should also be monitoring any situauons that could cause a
deviation and should bring rhe maner îo the Proiect Manager's attenîion. The Configumtion
Librarian will update Configuration Item Records {'here necessary.

7.11,5 lnformation needs

Table 7.8 CS8 information needs

[,4anagement information

Tolerance threat

Project Initiation Document

Business Case

Stage Plar

Project Plan

lssue Log

Configuration ltem Records Update

Explanation

fhis base ire a owscomparlson ofanychangeaqainst
originalexpectations

The latest verslon aLows examination for impact ofthe
Pr^ i p . r  l <<  p  ^ .  r hp  A ' r . l nP<<  4 ,<F

Updated with actuals to date, this shows the l ikery rrpacr
on the stage of the deviatlon in question

fhis indicates the project status and the ovefall effect of
any devìation

Detaj ls ofthe chanqe(sl that may have caused the
exceptÌon situation. Update th€ lssue Log with the current
status when the Project Eoard's decision has been
recetveo

Detal ls ofthe rlsk exposure that may have caused the
escatat on

Description ofthe exceptlon situation, its impact, options,
fecommendation and impact of the recommendatlon for
the Project Board

Project Board Approval ofthe Exception Report, which
shou d be î led for audit purpose

[/]ay be a request for an Exception P an, cause a
premature close of the project,.resu t in deferring the
change, or cause a concession to be qrarted, depending
on the decision

As a result ofthe Project Board's decision to close the
projecr premarure y

As a result ofthe Project Board's decision to request an
Exception Plan

As a result ofthe Projec,t Board's decision to grant a
concesSion

Fields such as status may be updated, plus the addit lon of
links to the relevant Project ssue

usage

lrput

Input

Input

updat."

lnput

0utput

Risk Log

Exception Report

Approved Exceptlon Report nput

Project Board decision nput

Trigger for premature close 0utput

Exception Plan request output

Concession output
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7.11.6 Key criteria

. Is îhe Project Issue within the remiî ofthe project? Ifnoî, has guidance been giv€n on
how to progress it?

Is the stage forecasî to go olrîside its tolemnce margins?

I. there an]'îhing within rhe Pîoject Manager's remir ùrar wouid bringtle stage back
within iîs tolerances widroùt reducing quality or project scope?

Have îhe implications for the Business Case and dsks been considered?

Have all sensible alternatives been consid€red?

Is theîe a recoÍìmended course ofaffion for tle Project Board to consider?

Has the impact on dle Project Plan be€n èalcùlated?

fhe approva of Project lssues for whlch work needs to be done in the curent stage rnay be
the fuctor that drives the stage outside its tolerances.The Project Board should be made aware
ofthls lke lhood when it  is considering Project lssue requests.

Such potentialdeviationsshou d be forecast asfar ln advance as possible W-ithout'crying wolf.
Ihe Project l\/lanager is expected to try to contain any such situation.

Previous Hiqhlight Reports might have set a arm be ls ringing that the stage rnight exceed its
ro. 'ances.

0ne option avai able to the Project Board in response to an exception situation is to stop the
project.

0necauseofan exception miqht bea supplier going out ofbusiness.

It ls necessary to undertake ìrnpact analysis on the options to counter a forecast deviation.

UselinputshoudbesoughtontheimpacttotheusercommunityofthedeviaUonandoptions.

Special ist inpLrtshould be sought on the impact on the special ist ofthe deviatÌon and options.

The business impact should cover the Project Plar, BLrsiness Case and risks.

The Project Board may decide to accept a n 0ff-SpecifìcaUon without colfective action,tLlrnlng
the off Speciîcation into a concession-

Whlle the Project Board lsconsidering an Exception Report, the Project JVIanager hasto decide
how to continue the stage, ifthis is possible. ls there work that wou d not be wasted whatever
the decisiorî ofthe Project Board? Should some-or a work be stopped?

Consider the need for speed in notjfying the Project Board. The process can be done in three
steps:a briefstatemeft, follo!./ed by supporting informatìon, fol owed by exception planning.

Hintsandtips
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7.12 Receiving Completed Work Package (CS9)

7.1 2.1 Fundamental principles

\[rhere work has been allocated to individuals or teams, îhere shoÌ d be a matching
confirmation that the work has been completed and accepted.

7.12.2 Context

This sub-proc€ss records the successful completion and return of Work Packages from
Debeting a Ivork Pachage (MP3) . This information is then passed to lrsesstrs P/ogress (C 52) .

conf icunt ionî
t.' À.-'o' I

Aua ity
Lo9

Figure 7.11 Receiving Cornpleted Work Package

7.1 2.3 Process description

Confirmation is sought thaî the Work Package has been completed satisfacîorily. This
i n . l .àaa .ha . t ina  rh r r '

. The recipient oftle products has acceptedthem

. The Quality Log entrie* dre complete

. The appropriate records have been put in the quality file

a The products have been transfeffed to configumtion management.

Any approvals defined as part oftle Acceptance Criteria are checked to ensure îlìey are ln
order. The ConfigrÌraúon Item Record is updated to change tlìe status to completed. The
completed, accepted product is now baselined (if úis hasn't already been done during
Executing aWorh Pachage (MP2) \À'hen the product passed iîs quality review this is more
likely when a Vork Package consists of multiple products). Any subsequent changes to the
product must pass throùgh change control. This !\'ould be an aùtomatic part of any
confrguration management meîhod being used.
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7.1 2.4 Responsibil i t ies

The Proiect Manager is responsible for this sub-processr assìsted by any appointed Project
Suppofi stafr. Th€ team member or Team Manager responsible for completìon of îhe Work
Package will provide jnformation. The Configuration Librarian \.ill update all affected
Confi guration Item Records.

7.12.5 Information needs

Table 7.9 CSg information needs

l\,4anagement information

Work Package

0uality Log

Conlguration l tern Records

Work Package status

usage

Appr0va

Inpu t

Update

0utput

Explanation

Approval by the Project l\4anaqer that the Work Packaqe
is cornplete and acceptable

Confirmatlon of successful qua ity checks

Change of product status
'lo 

update the Stage P an

7.12.6 Key crìteria

. Aft all individuals orteams whose work is to use orinterface with the completedWork
Package happy rvith the product(s)?

. Are îhe sign-ofs sumcienîly independenî ofîhe creator(s)?

fhere is a c o5e lnk between the management informauon requirernents of this process and
thetechnica requirernents ofany confguratlon management method being used in recelving
and recording completion data. The configuration rnanagenent method wl I a so take charge
of the product of the Work Ptckage and be responslb e for its storage - see Configurotian
monooeflent chaDter 19.

Hintsand
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Agfte the work with the
Project Manaqer

Figure 8.1 overuiew of N,4anaging Product Delivery

8.1 Fundamentalpr incip les

Managí g Producî Delivery,, (MÌ) allows a conúolled break between the Projecî Manageî and
Team Manager) or between the Projecî Manager and product creatiorVprovision by úird-
party suppliers.The process needs careful implementation to avoid being over-burcaudaric.

8.2 Context

This process interfaces \ ith Conîrolling a Stage (CS) and may use rh€ Prar?nirg (PL) process
to createTeam Plans.The îhird party may noî be using PRINCE2J so rhis is a statement ofdre
required inîerface between theTeàm Manager and the PRINCE2 method being used in îhe
proiect.

In proiects where there is only one team repoîring directly to rhe Project Manager, the team
member who is to do the work will agîee details with îhe Project Manager. The pdnciples of
îhis process will still apply, but will be implemented much more infotmally.
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Figure 8.2 Managing Product Delivery

8.3 Processdescription

The obiectives ofthis process are to allow aTèam Manager to:

. Agree workwiîh the Proj€ct Manager

. Get it done

. Hand it backto the Pmject Manager.

This agreemenî to do a defined amount of work is parcelled iÍto Vork Packages. where

ext€rnaÌ supplìers aîe invoived, the acceptance of work Packages will be allected by the terms

oftheir contmct.

TheTèam Manager ensures that planned products are cr€ated and delivered by the team to

rheprojectby:

. Accepting and checking authorised\vork Packages ftom úe Project Manager

. Making cerîain that work on prodÌrcts allocated îo the îeam is effectiveiy authodsed
and asreed

. Ensuring îhat work links to any interfaces identifred in îhevork Package

. Creating or rcvising aTeam PÌan lbr the work

. Ensuring that the work is done

. Ensuing that work progress, quality inspections and forecasts are regularly assessed

o Ensuring that completed products meet úe specified quality crit€ria

. obtaining approvaÌ for the completed products.
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8.3.1 Scalabil ity

For small proiectsj or allìy with just one team reporting directly to the Projecî Manager, the
link between this process aîd Conùollíng a Stuge (CS) will be much less foîmal.

The process work can be summarised as:

. Negotiate work to be done

. Planit

. Oversee it b€ing done

. Keep track ofprogress

. Report progress

. Have products checked

. Make a record ofquality checks

a Conîrol changes

. Geî îhe product(s) approved

. Return the completedwork Package to îhe Proj€ct Manager.

8.4 Accepting a Work Package (MP1)

8.4.1 Fundamental principles

The fundamental principle of this sub-process is that before a Work Package is allocated to
the team, there should be agîeemenî with îhe Project Manager on:

. What is to be delivered

. What constraints apply

. Any interface. to be recognised

. Whether the requtemenîs ofthe Work Package are reasonable and can be achieved.

8.4.2 Confext

Thìs sub-process is the management interface between theTeam Manager and îhe Prcjecî
Manager for tle transfer îo the team ofwork to be done,

The sub-process is the Team Manager's coun tet to Authori\ing Work Package qCSl ). There
will be many insîances ofîhe t\ro.sub-pîocesses duîing the project.
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Risk Log
Qualiry Log

8.4.3 Process descriDtion

The suggested content of a \)(/ork Package is giveî iî ProdLlcL Descríptíon o?rdrn es, Appendix A.

The Team Manager has îo agîee îhe lvork Package with îhe Proiecr ManageÍ.The steps for
ùis are:

. Make a clear agreement wiîh îhe Project Manager on whaî is îo be delivercd

. Negotiate wiîh îlle Pîoject Manager on behalfofîhe team îhe consúaints within
which th€ work is to b€ done

Agree tolerance margins for the work Package

Ijnde8tandîlìe repofiingrequirements

Understand how and ftom whom approval for the producîs is îo be obîained

Unde$tand how the approved products are to be formally handed over

confirm how the Proje€t Manager is to be informed ofcompleîion ofthe\vy'ork
Package

Produce or amend aTeam Plan to show that the Work Package can be completed
within îhe constraints.The comrf)or\ Plafining (PL) process will be used to modiE or
createTeamPlans

. Pedorm dsk analysis, planning and resourci g

. Make any necessary updates to the Qualiîy Log, for example, extra rcviewers
identified in dis€ussions \jr.iîh Project Assurance.

The \7ork Package should contain Product Descdption(s) that d€s€ribe the product(s)

required, including the quality criîeria.The Stage and Team Plans should indicate agr€ed
constraintsr such as time and effort.

Figure 8.3 Accepting a Work Package
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8.4.4 Responsibil i t ies

The Team Manager is îesponsible for the agr€ement with the Proiect Manager. Project

Assurance will want to corlfirm that suiîable quality checking a angements and penonnel

are jncluded jlì any Tealn Plans.

8.4.5 Information needs

Table 8.1 l\lP1 information needs

î

l
i

Nlanagement information

Work Package

usage

0utpLrt/
Update

tipdate

update

0utput

Explanation

Package put together by the Prolect [/]anager in
Authorising Work Package (CSlJ for ihe team l\/lanager's
agreement. Nlay be revised in coming to an agreernerît

ATeam P an ìs created or detais of the Work Package
are added to the team's existing plan

The Team lvlanager adds any isks idenufÌed Ìn the feam
Plan to the Risk Log

Add any exfa inforrìîation on qua lty checks

fhe Work Package is agreed by the Team l\4anager

fearn Plan

Risk Log

oua ity Log

Authorised Work Package

8.4.6 Key criteria

. Has there been full consultaîion on thework Package between the Pîojecî Manager

andTèam Manager?

. Is dìere a cost and time allowance forthe quality checking work aÍd anyrework îhaî
may be requùed?

. Are the reporting requirements reasonablel

. Arc anyntedacing requiîements achievable within the consEaints?

. AÌe any links to the proj€ct's configuraîion management method clear ànd €onsistent

wiù ùre way in which the produ€ts will be controlled in îhe team?

a Has any required interface to Project Assurance been made clear and the interface

with rhe ream established?

. Are any risks and the means ofmanaging ùem identi-6ed?

. at is îhe resource availability over the pedod covered by the Work Package?

. What skills and experience arc neededby thework Package elements?

. Does the individúal or group agrce with the work allocated?

o Is îiere adequare descdption of the quality required?

o Are any sîandards and techniques to be used de6ned?
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Where the project has no Team lvlanagers and the Project [/]anager hands \ryork directly to a
team mernber, the indivjdual caf use this process informa y. 0n sma projects i t  may only be
docurnented via the Dally Log.

Thissub-process'rnatches Authorising Watk Pockoge (C51 ) a nd the twowi bedonetogether.

8.5 Executing a Work Package (MP2)

8.5.1 Fundamental principles

The fundamental principles ofthis sub-process are that:

. \vy'hatever the tlpe ofproject, the actual task of creating the required products needs
to be managed

. In îhe same \Jray that work is delegated to aTeam Manager, so the tracking ofthat
work is also delegated.

8.5.2 Context

This sub-process may occur at a level rhat is not using PRINCE2 for insrance, when a non-
PRINCE2 third party is involved. There is, therefore, no definition of specific standards or
procedures to beused,just a staîement ofwhat must be done in order for theTeam Manager
to liaise $.iúin rhe project.

Figure 8.4 Executing a Work Package

8,5,3 Process description

The work on an authorised \Vork Package has to be monitored aî the depth required to
provide fe€dback lo the Project Manager as defined in îhe auîhorised \Vork Package. The
necessary sreps are ro:

Hintsand t ips

OualÌry Log
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Manage îhe developmenî ofthe required products/services

Captur€ and r€cord the eflort expended

Determine th€ status of each pmduct in the Work Package

Monitor and control îhe risks associated with the Work Package

Evahrate with the creator(s) îhe amount ofeffoft still reqÌrired

Feedîheprogress and status information back to the Project Manager in Checkpoint

Reportsr in the manner and at dìe frequency defined in thevork Package

Ensure that the requùed quality checking procedures are caried out and ùat the
product(s) satisry the quality staùdards defined in the Work Package

Update the Quality Log \i'ith details of all quality checks cal'ried out

Advise îhe Project Manageî of any problems that mighî impact the agreed tolemnce

levels for the Work Package. (Fotmally, îllis would be done via a Project Issue.)

It is useful foî aTeamManageîto use a Daily Log, as described in Con rols, Chapter l6.It can

be used to remind the Team Manager to follow up on quality checks still not done or those

revealing too many errom or erors îaking too long to rcmedf Items on the cdtical paîh due

to sîart or complete can also be puî in the Daily Log to remind the Team Manager to check

that everything is on course.

8.5,4 Responsibil i t ies

The Team Manager is responsible fot this sub-process. Proiect Assurance or their

representatives will be involved in mùch ofthe quality checking.

8.5,5 Information needs

Table 8.2 [ ,4P2 information needs

MANAGING PRODUg| DEUVERY iMP)

lVanagement information

Authorised Work Packaqe

leam Pan

usage

Input

up0ate

Explanation

Work agreed with the Project N,4anaqer

Record allocation, planned effort, actual effort and
progress, p Lrs any modiîcations required, are al used to
update the feam Plan

Detai ls ofthe checks carried out on the product to ensure
conformance to quali ty standards are added to the
ouality Log

Progress reports to the Project Manager at the frequency
defined in the Work Package

Cornp eted Work Package

oua ity Loq

Checkpolnt Reports

Comp eted Work Package

Upd€te

0utput

0utput

,l
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8.5.6 Key criteria

. ls the work divided into suffrciendy small segments to facilitare rhe îequiîed level of
contlol?

. How will progre.s be monitored?

. How will the final product(s) be ch€cked?

. Does theTeam Plan include ùe quality checkingwork?

a Are the t€am members'progress-recording and reportingpîocedures at the dght level
for the proiect reporting requirements?

. Is work being done to the requiiements and constrainîs of thev/ork Package?

. Are progress-recording and reporting in sufncienr derail îo give €arly waming ofany
threat to îhe îolerance maryins?

. Were îhe quality checks fullv ca{ied ouî?

Hints and t ips

TheTeam [/]anagef may feed to add extra information to the WorfWork Package to indicateversìon
contro or configuration management methods to be Llsed within the team.

Procedures must be put in place to keep the Prolect Managei Llp to date on progress.

Even ifthe team Ìs not lsin9 PR NCE2, it must provÌde the Project N,4anager vvith the required
informatjon in the format stipulated in the Work Package. Iherefofe, ìt would be sensible to
have recording and reporting procedures that match those of the project (or even use the
respective PRiNCE2 f eportsl.

8.6 Delivering a Work Package (MP3)

8.6,1 Fundamental principles

Just as dre Work Package was accepred ftom rhe Project Manager, norificaîion of ìts
completion must be returned to the Project Manager.

8.6.2 Context
'Ì.}le configuration management system used by the project may handle rhe rerurn ofrhe
actual pîoducîs of the Vork Package. The essence of rhjs sub-process is rhar rhe Team
Manageî must ensure that the products are handed over correctly and advise îhe Proiect
Maflager that dre landover has occurred.

The sub-process may tiggeî AuthorisinglUork Padfrdgé (CSl) for the next Work Package or
may overÌap widr it.
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Figure 8.5 Delivering a Work Package

8.6.3 Process description

This sub-process has tlree elem€nts:

. Obtain acceptance for tìe products developed

. Hand over the completed produ€ts

o Advise îh€ Proiect Manager of completion ofthe Work Package.

The methods of achielrng these elements should have been defined as part ofI/ork Package
aùthoîisation.The acceptance should come from two sources: îh€ p€rson or group idenîified
as the recipient and the Configrration Ubranan.

Before advising the Project Manager ofthe compl€tion, îheTeam Manager should check that
the Qùality I-og entries are complete for the product(s).

8.6.4 Responsibil i t ies

The Team Manager is responsible for this sub-process, liaisìng with the Configuration
Libmrian.

8.6.5 Information needs

'fable 8.3 l\l P3 information needs

[/lanagement information

Completed Work Package

0uality Log

Wofk Package

usage

nput

nput

0utput

Explaration

Detalls ofthe work agreed with the Project l\4anaqer
updated with actual inforrnation

Conîrmation ofsuccessful qua jty checks

Work Package ready for approval by the Project [Manager

oua ity Log
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8.6.6 Key criteria

. Has îhe identifled recipienî accepted the product(s) ? .

. Has handoverbeen completed, including any configuration management aspects?

. Are any agreed statistics available for îhe Project Manager to record in the Stage Plan?

. Did an)'thing happen dudng execution ofthe Work Package that is woÍhy ofaddition
to the IJssons Leamed Loe?

l f the Work Package contains a number of pfoducts to be developed, they may be handed over
to the project's configuratlon management system as they are approved. This may imply a
perlod of time before the Project lvlanager is notlfied that the h,hole Work l%ckage has been
c0npleteo,

lhe evel of fofmality required wil vary according to the project: forrnal when third parties
are involved, informa when the Project l \ lanaqer manages the workdirecty.

Hintsand t ips
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tor prcduce an Exception PanJ
and update the Project Plan

Check ifthe

Figure 9.1 overview of lvanaging Stage Boundar es

9.1 Fundamentalpr incip les

Projecîs, whether large or small, need to be focused on delivering business benefit, either in
îheir own îight or as part of a larger prcgmmme. The continuing coffect focus ofthe project

should be confumed at the end of each stage. Ifnecessary, the project can be redirecîed or
stopped to avoid wasting time alrìd money.

9,2 Context

Before the end ofeach stage except the frnal one, the next stage is plannedr together with a
review and update ofthe Bùsiness Case, risk situation and overall Project Plan.

This process is normally trigceîed.by Reoieuing Stag, Statrs (CS5), uses rlre Planning (PL)
process to develop îhe next Stage Plan (or Exception Plan), and its output trlggers the Projec t
Board súb-process, lutÀ orisíng a Smge or Ex.ceptìon Plan (DP3) .

The steps ofthisp.ocess will alsobe usedwhen creating an Exception Plan.
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Figure 9.2 l \ ,4anaglng Stage Boundaries

9.3 Processdescription

The obiectives ofthe process are to:

. Assure the Project Board that allproducts in the current StagePlanhave been
. ^ m n l c î c , l  o s , l P G n c À

. Prepare the next Stage Plan

. Provide the information needed for the Project Board to assess the continuing
viability of îhe proiect

. Obîain aùthoîisaîion for the start of the next stag€, togeth€r with its delegated
îolerance margins

. Record any information or l€ssons that can help later stages ofrhis projecr and/or
otherprojects.

Th€re could be changes of personnel and management, needing changes to the projecr
managementÉam.

1 3 8
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There is also a r€quirement to revie\i/ th€ Proj€ct Quality Plan and Proiecî Approach to check
whether they need changing or refining.

The stage that follows initiation is normally approved at the same time as îhe Project
Initiation Document. If so, this process would need customising for that situation.

9.3.1 Scalabil ity

As can be seen ftom îìe followirg list, the process has a simple purpose and can be done as
informally as the Project Board and Proiect Manager wish. The reporting and approval may
be infoimal, ifthe ProjectBoard is agreeable. However, it is advisable to documentthe major
decisions, even ifit ìs only in the Project Manager's Daily Log.

. Cather rhe resu[s ofrhe curîentstag(

a Plan îhe nexî stage

. Checkthe eflecî on:

I the Projecî Plan

r the justrficatlon for th€ project

r the risks

a Report and seek approval.

9.4 Planning a Stage (SBl)

9.4.1 Fundamental principles

Planning each stage oftheproject ensures that:

There is sufficient detail for day-to-day control to be exercised against the plan

Each Stage Planhas the commitment ofthe ProjectBoard and Proiect Manager

The ProjectBoardis fully aware ofwhat it is approving at the start ofeach sîage.

i/IANAG NG S'IAGE BOUNDARIES (SB)

a
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9.4,2 Context

The approaching end ofthe €uuent stage tliggels this sub-process.

Ouality Loq
Risk Log

Prcject Initktion Documeft

Figure 9.3 Planning a Staqe

9.4.3 Process description

The main objective of thii sub-process is to prepare a plan for tlìe next stage of the prolecr.
The highlevel summary ofthe next stage is expanded from the Proje€t Plan into suffrcient
detail that the Proiect Manager'ivill be able to conúol progress againsî it on a day-to-day
bàsis.'I'he Planning (PL) process is used to develop the plan.

The plan should include all products not only the speciaÌist ones but management products
as well. A tlpical management product would be îhe next Stage Plan, which wiu requjre
preparation towards the end ofthe stage- Quality a€tivities and producrs should also appear
in the plan and the Quality I-og should be updated wiîh the new information. Quality
activities witt be based on tle standards defined in îhe Project Quality Plan. Whoever is
providing ProjectAssurance should be consulîed abouî the timing and resourcing of quality
activities before the Stage Plan is presentedto d1e ProjectBoard.

Th€ Project Manager will normally propose stage tolerances, based on the overall project
tolerances and the degree ofuncerîainty about îhe Stage Plan's activiti€s and/or resoucing.

The management sîrucílre ofthe next stage musî be specified and any new or changed job

descriptions prepared.

9.4"4 Responsibil i t ies

The Project Manager is responsible for this sub-process, assisted by PIoject Support.Those
wiú Project Assumnce responsibilities should check out the plan, with respect ro ir
continuing to meet customer and business expectations. Any Team Managers who will be
providing products in the stage will normally develop the relevant Tèam Plans at tlis time
and assist the Pro,ect Manager in creating dle Stage Plan.

1 4 0
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9.4,5 lnformation needs

Table 9.1 SBI information needs

[,4anagement information

Stage end notiîcatlon

Current Staqe P an

Project Pan

Project Init iat ion Document

lssue Log

Project ouality Plan

0uality Log

Risk Loq

Project management tearn
5rIUCtUTe

Next Stage Plan

usage

nput

nput

nput

nput

lnput

Input

up0are

up0are

Update

0utput

ExpLanation

Indication from Reviewlng 5ta9e Status (CSs) that the
. h . l  ^ f  r  < i : n É  i <  : ^ n / ^ : . h i . d

fhe resu ts of the current stage may affect the plannlng
of the new staqe activities

Th .5ho \^s  l l  e  p rodLc .5  requ i  ed  i on  he re ' t . t . ge

Contains the 'whaf and 'why' of the project and is the
docurìrent that specifes the Project Board's terms of

May contain inforrnation that affects the next stage or
Project lssues marked for reassessment at staqe end

Provides details of standards to be used in deveLopment
and q uali ty checking

Add detai s of any new quali ty checks p anned

Current risks raay affect the next 5ta9e P an and the next
Stage Plan may create or modlry risks

This sl o r d be Jpdated wi h dnl LL anqes fo he coîing
stage

Produced via P/orrmg (PL)

9.4.6 Key criteria

. Arc the maior products shown in the Project Plan for úe nextsrage reflecred in the
next SragePIan?

a Aîe all user, customer or oîher resouîces îequiîed to check îhe quality ofprodùcts
idertified?

. Aîe îhe resources used îo check quality in line ivith the îequirements ofîhe Projecr

Quality Plan?

Ensure that any externa y produced products are shown in the Stage Pan, together with
sufficient monitoring points to assure the Project Board that these products are both on
schedu e and to the required qua ity.

Check any external dependencies to ensure that there has been no change in the scope or
constraints of products expected from thern.

Hintsand t ips
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The Stage Plan wl I need to be prepared ln para le with any re evant leam Plans.

Ensurlng that qua lty control procedures are used correct y isjoint ly the responslbi l i ty of the
Senior Supplier and Senior User. Does the Stage Pan show how this responsibi i ty wi be
carried out, parUculary by the Senior User? The plan needs user involvernent ln checking
products delivered by the supplier.

Where the project ls part of a progran rne, l t  is unlikely that prograrnme staff wil  want to
record this evelofdetai, except for any lnterproject depefdencies. The Project P an ls a rìrore
appropriate eve. However, the prograrnrne may wish to ho d a copy of the Stage P an for

9.5 Updating a Project Plan (SB2)

9.5.1 Fundamental  or incioles

The Proj€ct Board uses the Project Plan throughouî the project to measure progress. As
stages are completed or plarìned in detail, the Pîoject Plan must be updated to reflect the
latest understanding ofthe proje€t and to aÌlow the Project Board îo revise its expectations.

9.5.2 Context

The Proiect Plan is updated fiom information in the Stage Plar for îhe stage that is finishingJ
the nexî Stage Plan (from SBI), and any Exception PIan (ftom 586) tnggercd,by Escal"Tting
ArTecrlssues (CSS). Actuals are taken ùom the first, and r1le forccasî durarion and cosîs fiom
îhe last two. Details of any revised costs oî end daîes are passed to dre ns.:t sub-pro€ess)
Upddtine a hoject Business C.rse (SB3) .

Exception

Figure 9.4 Updatinq a Project Plan

I Pro;ct oua itv nan
I ni'r Loo
I

Next  Stage Pan
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9.5.3 Process description

The Projecr Quality Plan and Proiect Approach are reassessed and refined to rcflect îhe

curent undefttandiflg ofthe proiect and to form a basis for updating îhe Proiect Plan.

The Proj€ct Plan is updated based on the actual costs and schedule from a completed Sîage

Plan or Exception Plan, the flew detail of activities and costs fiom the n€),.t Stage PÌan and any

acquired knowledge about îlle project.The last might be information about changes that have

been agreed by the Project Board and úat \rill cause acîivities m the next Stage Plan.

The Proiect Manager should describe in îhe End Sîage Repot why any change to î-he Projecl

Plan has occurred.

9.5.4 Responsibil i t ies

The Project Manager is responsible for this sìrb-process, assisted by Proje€t Support, and îhe
work checked out by those with ProiectAssuraÍce responsibility.

9.5,5 lnformation needs

Table 9.2 SB2 information needs

lvlanagement information

Current Stage P an

Next Stage Plan or
Exception Plan

Project Approach

lssue Loq

Project 0uality Plan

Project Plan

usage

Input

Update

Update

Update

update

ExpLanation

Ihe resu ts ofthe c!rent stage may affect the project
p annrn9

The exfa detai in the Stage P an or Exception
Plan may revea the need to rnodify the Project Plan

Events may have occr.rrred that modify the approach

There may be Project lssues that need to be addressed at
tn 5 pornt

ouality reslrlts so far rnay sho\ry the need to adjust the
Project 0uality Plan

Revìsed with actuals from the curent stage and the
forecast from the next Stage Plan. Also !pdated to reflect
any changed or exfa products sanctiorîed by the Project
Board

Changes to the Project Plan may affect risksRisk Log up0are

9.5.6 Key crìteria

. How îeliable are dre frgues for cost and schedule for îhe sîage iust being completed
(especially if fed information fiomTeam Plans)?

. How do îhe results ofthe stage impact the Proj€ct PÌan?

. How does îhe nexî Stage Plan impact the Proje€t Plan, Bìrsiness Case and risks?
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Did any other informaîion come outofîlìe last stage that will impact latersrages of
the oroiect?

l f the Project Pan is being updated because the scope ofthe project has changed, make sLJre
that there ls an audlt trai l  between cause and effect for example, ensure that the changes
are recorded as Project lssues.

9.6 Updating a Project Business Case (SB3)

9.6,1 Fundamental principles

Projects do not take place in a static environmenr. The envircnment exîernal ro the prcject
changes, as do the nature and timing of the projecCs producrs. The Business Case needs to
reflect these changes and must be reviewed and amended îo keep it relevant ro the project.

9.6,2 Context

The update of the Business Case and the Proiect Plan is a cyclical process dudng stage-end
activities thoughout t}le proiect.

Figure 9.5 Updating a Project B!siness Case

9.6.3 Process description

Th€ objective ofthis sub-pmcess is îo îevisit and revise, where necessary, t1ìe cosrs, benefirs,
dsks and timings sîated in the Business Case.These may have been affected by internal or

Various facto$ will affect this sub-process:

o The fnal implementation date ofthe project may have changed, forbetter or worseJ
which might afect some or all ofthe benefits

. The cost ofdelivedng the producî might have changed, rllus affecting the cost side of
t}le cost/benefit analysis

Hintsand t ips

Risk Log
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Approved changes wilÌ have afrected productsr hence benefits

Externally îhe corpomte or programlrne envìrorìment into which the product wilÌ be
delivered may have changed

The situation {'ith regard to external resources or suppliers may have changed
beyond the control ofthe project

ArException Planmayhave causedthe Business Case to berevisited.

A r€vised ve6ion ofthe Business Cas€ is created.The Risk and Issue I-,ogs are examined to see
ifan,'thing has chansed that might affect tÌì€ Business Case.

It is \i'ofih noting that changes may improve the Business Case, as well as weaken it.

The Proiect Board is ordinarily only authorised to continue while the proiect remains viable
(îhat is, the benelìîs will be realised \À'ithin the cost and time pammeters set out in the
curendy agreed Business Case).If€osts and/or time are to be exceeded or ifiîbecomes clear
that benefits will be substantially lower than those set out in îhe Business Case, the Project
Board needs to have the revised Business Case approved again by corporate or programme

managemenÎ,

9.6.4 Resoonsibil i t ies

The Project Manager is responsible for rhis sub-processr assisted by Project Support.Those
with ProjectAssurance responsibilities should check out the ivork.

The project's benefrts are a prime responsibility of the customer.

9.6,5 lnformation needs

Table 9.3 S83 inforrnation needs

[\,4anagement infornation

Project Plan

ssue Log

Business Case

Rlsk Log

usage

Inpu t

Update

Explanation

Have any chanqes to the Project PÌan been made that
affect the Business Case?

Are there any new Project lssues that threaten (or could
improve) the Business Case? Do Buslness Case changes
rajs€ new Project lssues?

Revised to account for any changes to the project that
may affect it

Are there any new r sks that threaten the Bus ness Case?

Update

Update

9,6.6 Key criteria

. Has an)'thing happened outside the project thaî affects î1le Business Case?

. Has îheProjectPlan changed in a way that impacts the Business Case - for example,
in terms of ovemll cost or the date ofthe scheduled outcome?

. Has itbecome impossible to achieve some or all ofîhe identilìed benelìts?
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Reviewing the Business Case is best done aftef the Project Plan has been brought up to date.

It is sensible to review the Br.rsiness Case after any actlvitles caused by reaction to risks have
been added to the new 5ta9e Plan.-Ihese activities or thelr cost may have an effect on the
Business Case.

9.7 Updating the Risk Log (SBa)

9,7.1 Fundamental principles

Risks change dúing îhe life ofîhe proiect. New risks arise. Old dsks change theù status.The
exposure ofdÌe proiect to dsk should be regularly revierÀ'ed.

9.7.2 Context

The update of the Risk I-og is a cyclical process during stage-end acrivities th-roughout rhe
project. This is the m,?ri?,rn number of times to review risks. Lengthy or risky projects will
n€ed to review risks more frequently,

9.7.3 Process description

The obje€tive of this sub-process is to revisit and revise, where necessary, the risks in îhe Risk
Log.These may have been affecîed by internal oî external events.

Each risk should be examined to see ifit has increased, disappeared, decreased, happened or
stayed t}le same,

Updates to the Projecî PIan and Business Case may also contain changes that afrecî items iî
the Risk I-og. The Business Càse update may also have raised new Proiect Issùes, which in
turn raise new dsks or afect iìsks aheady re€ognis€d.

For furîher guidance on tisk, see Manaeement of niÉ, Chapter 17.

9.7.4 Responsibil i t ies

The Proiect Manager is responsible for îhis sùb-proc€ss) assisted by Proiect Suppot.Those
with Project Assurance responsìbilities shoùld ch€ck out the work.
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Each major risk should have an 'ow4erl the pemon best placed to obse e the sk and the

facto$ affecting it.This person \ùill often be a member ofthe project management team but

not necessarily.

9.7.5 lnformation needs

Table 9.4 SB4 information needs

lvlanagement infomîation

Business Case

Project Plan

lssue 109

Risk Log

usage

lnpu t

up0ate

Ll pdate

Update

Explanation

Needs to be referenced in case it  has new lnformatlon
regarding rlsks

Revlsed Project Plan may provide infornration as a basis
for r isk acuons and lrn pacts

Are there any new Project lssues that are caused by (or
could lmprovejthe new rlsks?

Has anythlng changed?

9,7.6 Key criteria

. Has the situatìon changed with respect to any ofth€ identifìed risks?

o Have any ne\i' dsks been identifed?

. Have contingency plans beenput inplace, wbere possible. for any risks now regarded

a5 serious?

9.8 Reporting Stage End (SB5)

9.8.1 Fundamental principles

The results of a stage should be reported back to îhos€ who provided îhe rcsources and

approved its execution so îhat progress is clearly visible to the pr'oject management team.

9.8.2 Corìtext

Reporting Stage End irvolves a review of the impact of the stage on the Projecî Plan, the

Business Case and the identified risks. It follows the eaîliet Managing Stage BolmfuîiÉs (SB)

sub-processes and consolidaîes their information in a report thaî is assessed by the Project

Board in the snb-proce ss Authorising a Stage or ExcePrion Pldn g)P3) .
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Rìsk Log
0u: ity Log

Cunent
Stage Pan

Confgur:tion ltem Records

End Stage Report
Requen for authorisation

Figure 9.7 Reporting Stage End

9,8.3 Process descriDtion

Tbis sub-process should happen as close as possible ro rhe actÌral end ofa stage.The results of
ahe stage are presenîed in an End Stage Report.The reporî compar€s îl€ actualrcsults ofthe
stage in terms ofcostsj targei dates achieved and producrs produced with the original Stage
Plan.A statement is made comparing rhe results with th€ ageed lolerances for rhe sîage.The
Project Manager gives a t'rew on the continuing ability ofîhe project to meer the Proiecî Plan
and Business Case, and assesses the ovemll risk situadon. Feedback is given of the quality
control activities undertaken and the results ofrharwork.

A summary is given ofall Projectlssues received dudng rhe stage and what has happened ro

A configuralion audit is performed ro check the informarion in the Configuîation Item
Records against the actual status ofallproduc$ and ro recrify any discrepancies.

The reportis modifiedifan Exception Plan has tdggered ir,butiris sîill needed. Such a report
would describe îhe results to date ofîhe cuÍent stage, r1le rolerance and Project Issue situaÍon
and then summaris€ the Exception Reporr and discussions îhat led ro dÌe Èrception Plan.

The nexî Stage Plan and the rcvised Project Plan (ifthere is a revision) accompany the End
Stage Report. The repofi identifies any variations liom the previous venions of rhese plans
and assesses any changes to the risk situaîion. If îhe projed is still viable in the Projecî
Manager's vie\rJ a request to proceed to the next stage will accompany rhe End Sîage Report.

Any lessons Ìearned during the saage are added to the Lessons Learned I ,og.Anyiessons ftom
the current stage are summarised in îhe End Stage R€port.

The Communìcation Plan is examined and information created and sent as required.
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9.8.4 Responsibil i tìes

The Project Manager has the responsibility for this sub-process, with assistance from Project

Support. Informal agreement to th€ repot's data and conclusions should be obtain€d from

îhose responsible for Project Assurance. The configuraîion Librarian will assist Proiecl

Assurance ìn performing îhe configuration audit.

9.8.5 Information needs

Table 9.5 SB5 information needs

fvlanaqement information

CurentStaqePlan

BusinessCase

sSUe LOg

RiskLog

ourlity Log

Cornmunlcat ion Plan

usage

Input

Input

Inpu t

lnput

nput

Update

0utput

up0ate

Update

0utput

0utpLrt

Explanat ion

Contalns info rmatlon about the products,costand dates of
thecurentstaqe

llsed to review the contribution ofthe current staqe towards
achievement of the benefìts

ldentif es the Project lssues raised during the stage and
reportson how theyweredea twith

Source of informatlor about the status of current risks

Source ofinformaUon aboutthe qua itychecking activlt es
and resultsfrorn those who reviewed productsforqual i ty

Mayconta n a requirement to send information to an external
lnterested partyat thls time.l\,,lay need updating for new
lnterested partles, for exarnple new s!pp iers or new Project

Future mpaiton the projectforthe EidStaqe Report

Updrted wlth ary new lessons earned during thisstage

Checked toestab lsh that a lproductsarecomp eteand
approved. Also checked to ensure detallssuch asvers on
numberare correct. lJpdated where the lnforrnation in the
records does not rnatch the realstate ofthe products

Thls rnay be formal or nforrna according to the projects
S IUar|On

Performance of th€ stage agalnst plan

NexI Staqe P an or
Éxception P an

Lessons Learned Log

Configuratjon ltern Records

Request for ruthorisation

9.8.6 Key criteria

. Have all products identified in the Stage Plan been produced?

o Have they all been checked for quality?

. Has tìe customer accepted them all?

. $lhat was d1e actual resource ùsage and cost in the stage?

. Howmany Proiect Issues were received during the stage?

. How many changes were approved and implementedj in part or completely, duîing
the stage and what \ras their impact on the Stage Plan?
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Have aÍy changes been caÍied over into the next stage?

Does the pîoject stìÌl lookviable?

I" the Projecr PIan srili forecasî îo sray wirhin rolerance margins?

Did the management ofrisk cortectly identitT and handl€ the sks on rhe projecr
during îhis stage?

Are there any strengths, weaknesses or omissions in îh€ standards and practices used
drar .hould be nored For coryorare qualit) managemenr?

Can any useful measurements be noted fiom îlLìe stage that would benefit the
planning offuture stages or oîherprojects?
'Were 

there any discrepancies found when performing rhe configuarion audit? Have
the implicaîions of these been address€d and any appropriate entries made in the
IJssons l-earned Log?

Fo lowinq the motto'No surprises', the Project N,4anaqer should informally keep the Project
Board aware of Mrhat the End 5ta9e Report wi I say. Any prob erns sho! d, wherever posslb e,
be reso ved before presentation ofthe report,

fhe levelofforrnali ty or informality in the presentation ofthe End Stage Reportdepends on
factors such as the project slze and the desires ofthe Project Board.

Where ihe project ls part of a prograrìrrìre, the programme support office rnust exar.ine the
End Staqe Report, the next Stage P an and the updated Project P an to ensure that the project
stays in l ine with the programrne.

9.9 Producing an Exception Plan (586)

9.9,1 Fundamental principles

A stage is deemed to be in exception as soon as cufient forecasts for dÌe end of the stage
deviate beyond the delegat€d tolerance boundades.The project is in exception if the whole
project is likely to go beyond tolerance bounda es.

Ifeither a stage or ùe project is forecast to deviate beyond its agreed tolerance boundaries, ir
no longer has the approval ofthe Project Board. A new plan must be presented îo take the
place ofthe cuîrent plan,

9.9.2 Context

The deviation should have b€en recognised. d\\nr\g Conùolling d Sdge (CS). Th€ Proiecr
Manager will have brought the situation to the attention of îhe Project Board îhroùgh an
Excepîion Report. The ProjectBoard will have requested thar th€ Project Managerproduce
an Exception Plan. The Exception Plan \i'ill rhen be pr€sented to the Projecr Board at an
Exception assessment,

1 5 0
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Curent Staqe Plan
ProFct  Pan
Project Init alion Docunent

Figure 9.8 Producing an Exceptjon Plan

q q  . l  Pr^^è<< dF<. r ìn t i ^h

Ifa stage or the proiect is for€cast to go outside the rolerances agreed \À'ith úe Pro,ectBoard

when the plan was approved and the situaîion cannot be recdfied, the Proiect Manager has no

further mandate to caîry on with the work.

The Exception Pian will have t}le same strÈcture as oîher PRINCE2 pÌans. It should tulì ftom

the present time to the end of ttìe plan that it replaces. If it is the Proiect Pian that is m

exceptionj a revised Projecî Plan should be created, taking into account the actuals to date.

The Confrguîation Item Records of all prodìrcts included in the plan being replaced must be

checked.Where the sîatus shows that work is outstanding, the Exception Plan shouÌd include

this work.

9.9.4 Responsibil i t ies

The Configuralion Librarìan wilÌ provide a Product Status Ac€ount of the products in îhe

plan that is to bereplaced.The ProjectManageris responsible for producing Exception Plans

with the help ofProject Suppot.Those responsible for Project Assurance should check the
plan.

0uaLìty Log

RÌsk Loq
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9.9.5 Information needs

lable 9.6 586 information needs

MANAGING SIAGE BOUNDARIES (SB)

l\,'lana gement information

Curent Stage P an

lssue Log Input

Risk Log Input

Project Plan Input

Project lnlt iat ion Document Input

Explanation

This is the plan from which the deviation has occurred
and that h,i define the tolerances and the extent ofthe
deviation. lt can also be used to extrapo ate what would
happen if the deviatior were alowed to continue

This may contain details ofthe reasons for the prolect or
stage being forecast to deviate beyond its to erances

fhis may contain details ofthe reasons for the project or
stage being forecast to deviate beyond its to erances

This shows the products fequired from the staqe

Contains the'what'and'why'ofthe project and ìs the
docurnent that specifies the Project Board's terrns of
reference

Add detai s of any new quali ty checks planned

lf the response to the Exception Report produced in
Escdloting Prcject lssues \CS8) ca used the Project Board
to ask for an Exception Planvia GivingAd HocDirectian
tDP4l, this would be passed on by CS8 as the trigger to
rn s su0-pr0ce55

The product ofthissub-procest a p an that replacesthe
current Stage Plan

This should be updated wlth any changes for the
remainder of the stage

usage

nput

up0are

nput

0utput

update

Ouality Log

Exception Plan request

Exception Plan

Project management tearn
5truclure

9.9.6 Key criteria

. Has th€ deviation adversely affecîed the Business Case for the prcject?

. \vy'hat o,:tra risks does the approved oprion brìng?

lf it ìsthe project tolerances that are under threat, a revised Project Plan should be produced.

Where the project is pari of à proqramrìre, the programme support office must exarìrlne the
Exception Plan to ensure that the project remains consistent with the programme-

fhe Project l\/lanager should be wary of overestimating the ability to recover frorn a forecast
0evrèu04.

Hintsandtips
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c l o s r N G  A  P R O J E C T  ( C P )

Checkthat al products
have been d€livered and

approved by the customer

Docunrent any Later actions
thatshould betaken by the rìralnterance

Pan when ard how

of the expected benefits

I

Figure 10.1 overview of Closing a Project

10.1 Fundamental  pr incip les

one of úe defning featues of a project is that ìt is finite - it has a start and alì end. If the

project loses this distinctiveness, it loses some of its advantages over purely operatìonal

management approaches.

A €lear end to îheproiect:

o Is always more successful than the natural tendency to drift into ùse and subsequent

modifrcation ofthe product. It is a recogrnition by all concemed that:

. the original objectives have been met

I the current projecî has run its cou$e

r eithei dle operational regime must now take over or îhe products ftom this project

become inpuîs inîo some subsequent proiect or into some larger prograÍìme

. Helps to achieve business obiectives by avoidrng wasted time andby providing a

useful opportunity to îake stock of achievements and experience

. Provides an opportunity to ensure îhat all unachieved goals and objectives are

identified so that they can be addressed in the future.
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10.2 Corìtext

Prepantion for closing îhe pîojecî is rriggered by rhe approaching end ofrhe final srage oflhe
project or by it becoming apparenr thar the project is no ìonger viable for some reason. All îhe
sub-processes within C/oslzg a Project (CP) may be done in paraÌlel or ar least wìdr
considerable overlap. The work undertaken rhroùghour Closing a Pîoject (CP) does nor
constitute a stage,

Figure 10.2 C oslng a Project

10.3 Process description

The approach to Closirg d ilo,.r (CP) has îo be tailored to suit the needs ofrhe particular
project. For example, if the projecr is part of a programme or a series ofprojects, this uray
affect how some of dÌe fundamental pdnciples, such as follow-on acrions, are handÌ€d.The
project may be closely connected with a subsequenr project and may have been planned
ahead that way. All the results ofthe firstprotectfeed into the subsequenr oneJ in which case
îlere may be no need to be concerned about mainlenance or operational arrangemenrs, or
other follow-on actions. As another example, if rhe project has delivered an intangibte
prcduct- for exampleJ to bring abour a change in philosophy then the objecrive ofensuring
that operational and sùpport arrangements areinplace maynotbe appropriate.

The following is an illustrarive lisî of aims ofthe Closíng a Prcject (CP) process. Dependùrs or
the ttpe ofproiect, they may not all be required:

. Ensùre dlat the objectives or aims set our in rhe Proied Initiarion Documenthave
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Ensure that aÌl expecîed products have been handed over and acceptedbythe
customer or relevant subsequent project

Ensure that the Acceptance C te a have all been met and get drc customer's
confirmation ofthis

Ensure îlat arrangements for the support and operation of the project's products are
in place (where appropriate)

Reqùest formal acceptance ofthe products from îhe Project Board

Ifdleprojecîhas been closed premau.úely, documenî what has been achieved and
recommend îlle way forward

Identiry any Follow-on Action Recommendations

Capture and documentlessons resulting from the project

Prepare an End Project Report

Plan any post project reviewrequircd

Prepare notilìcation îo the host location ofthe intention to disband the project

organisation and resources

Arrange secure and orderly archiving of the project's records.

This process covers the Pmject Managefs work to close the project either at its end or at
prcmatuÍe close. Most of the work is to prepare input to the Project Board to obtain ìts
confirmation thaî the proiect may close. Ifthe ploject is being brought to a premature ciose,
this process \rill have to be tailored to the actualpro,ect situaúon.It will be a case ofwharcan
be saved for use by anotherproject or what remedial work is now required îo fill any gaps left
by úe cancellation ofthis project.

The Project InitiationDocument is examined to checkthe actual results ofthe project againsr
rhe original expectations (or as modified by the Project Board). All planned products should
have been approved and delivered to the customer or be ready for handover.There must be
documented conirmation from the customer that all AcceDtance Cdteria. defined at îhe
outset of the project, have beenmet.

The Project Manager prepares an End Project Report rhat comprehensively evaluates the
actual project result versus that envisaged in the Project Iniúation Document.

There may be a nùmber ofProject Issùes that were put in suspension by îhe Project Boatd.
These may lead to new projecîs or enhancements to the products of the cu ent project

during its operational life.The Project Manager sorts these out into appropriate Follow-on

Action Recommendations.

The Irssons karned Log, whichhas been developed durìng îhe proiect, is now turned into
a report andmade available ouîside îheproject.

Notification to the host location îhat any provided facilities and resources will no longer be
required is prepared forProjectBoad approval, includìng release dates.

Archiving of the management documents should be arranged, such that any later audit or
retîieval can be done convenienth
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Suggested contents ofthe managemenî pîoducîs descîibed in this process can be found in
hodu,t Descriprion oudin?r. Appendix A.

10.3.1 Scalabil ity

For small proj€cts, îh€ essentials ofthisprocess can be summarised as:

. Check that ever''thing has b€en d€livered

. Check that the product ìs acc€pted

. Make sure there are no loose ends

o Record any Follow-onAction Recommendations

. Store îhe project r€cords for audit

. ReÌease resources asrequùed.

Where the Project Approach indicates a phased handover or imp ementation ofthe product(sl
it rnay be worth giving consideratÌón to undertaking sorne aspects of Closing o Project,lr
part icular customer acceptance, operationa and mainterance acceptance, outstanding
Project lssues and risks aasociated with the implemented e ements, and possibly a review of
the Lessons Learned. lf this eveft these e emenls would form part of the phased
irnplementation work, which may well colncide with a stage boundary.

10.4 Decommissioning a Project (CPl)

10.4.1 Fundamental principles

The main principles are that:

o Every project should come to an orderly close

. Customer and supplier should be in agreement that the project has delivered what
was e.xpected; this expectation should have been defined aî îhe ouîset ofthe project

. Everyone who has provided support for the projecî should be warned ofiîs close, so
that they can ilafl for the return of the resources provided for that support

. Project records shoùld be retained to assist with possible audits or the production of
esúîarùìg merflcs.

10.4,2 Context

This sub-process is normally triggered by Àe1)iewing Stage Status (CS5), when the Project
Manager recognises tlat the pmject is nearing rhe end of rhe final stage. CPI is parr ofthe
work leading to the Project Board sub-process, Confirming boject Closure (DPs). Cl.osmg a
Iìrl,cr (CP) will cycle round th€ three sub-processes for which there is no specific sequence.

Hints and t ips
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Project Board directs the

cL05 NG A PRO-rECf {CPl

In exceptional cases th€ sub-process may be used because the
Project Manager îo close the proiect befor€ its plarìned end.

Trlggerfor

Iiggùfor

PID

lssue Log
Configuntion
tem Records
Conlqu€tion
Maragement PLan
PrcductStatus
Account

F gure 10.3 Decorìrr is ioning a P.ojFcl

tu.4.J rrocess 0escrÌpI |on

The objecîives ofîhis sub-process areto:

. Ensure îhat all the project's products have been approved and handed over to the
cùstom€r or uset

. Confrrm ùat the delivered prodùcts meet any needs defined in the custoúeî's

spe€ification for opemtion and support (where applicable)

a Confirm îhat the corect operational andmaintenance eN'rronment is inplace
(where applicable)

o Confum îhat all Acc€ptance Criteria have been met

.  Complete and store al l  projecr informarion

157



PNINCE2 CLOs NG A PROJECÌ (CPì

Preparc a rccommendation to all involved organisations and interested parties that
îhe proiect is to be closed, and facilities andresources disbanded.

The ProjectManagerprepares the proiect closùe recommendation ro the Project Board îhaî
the proiect resources and the suppoft services can be disbanded. The Project Manager
shoùld consulî the Commùnicaîion Plan to asceÌ'tain whether any other paties requue a
copy of rhe project closure recommendarion and act accordingly. The project cloiure
recommendation has to b€ con6rmed by dre Project Board.

Before closure ofthe proiect cail be recommended, îhe Project Manager must ensure that the
expected results have all been achieved and delivered (oî have been told by the Project Boaîd
tbat t}le proiect is to be closed premaîurely).

Configuration It€m Records are reviewed and a configuraîion audit is carried out to confiîm
that all products have been approved and th€ Con6guation Management Plan co[sulted on
how to hand over products.

Where a product has to be support€d and sustained during its usetul life, ùere musî be
confirmation in the form ofopeÉtional and maintenance acceptance by the peopl€ who will

use and support iî îhat they have received the product in a state that allows them to cally out
theú duîies.

The ProjectManager must go through theAaceptance C teda with the €ustomer and obtain
agreemenî that all criteria have been Íieî,

To permiî any futurc audiî ofthe pro,ect's actions and performance, t1le project 6les should
be sècured and archived.This entails an important taskofweeding out documents that would
not be useful to dloée who may need to access the archived files, for example, audit, the
Proje€t Sùpport Officej tuture Project Manag€rs (for planning models) and those \rho lateî
camy out the post-project revi€w. It is wise to have the veeding done by a groìrp consisîing of
the Project Manager, ProjectAssurance and Project Support.

1 0.4.4 Responsibil i t ies

The Proiect Manager has responsibility for îhis sub-process, but may need assistance fÌom
Project Support (ìncluding the Configuration Librarian) ro garher the necessary input.The
Proj€ct Manager should have informal contact with Project Assuîance du ng this time for
theù yiews on the completeness ofwoft to ensure that there wìll be no problems with Projecî
Board confumation ofthe project closure in Corrrming Project Chsure (DP5) .

10.4.5 lnformation needs

Table 10.1 CPl information needs

lVanagement information

trolecr n Íat on uocurnenr

Conlguration l ten Recbrds

lJsaqe

Input

Input

Explanation

Contains a statement ofthe project's Acceptance Criteria

To be checked for completeness and input to the Product
StatusAcco!nt
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Prodr.rct status Account

Conf gurauon lvlanaqement
Plan

Confiquration audlt

tssue Log

Trigger for premature c ose

Notiîcation of project end

Communication Plan

Customer acceptance

operationa and
rnaintenance acceptance

Project closufe
fec0mfren0at on

N,,lanagementinforr.ation Archive

CLOS N6 A PFOJECI [CP]

Confirmatlon frorn the customer's cof figuration
managenrent records that a products are appfoved
'fo 

confirm hoh, products are to be handed over to the
conÎgLrration lbrary ofthose who wil l  maintaln the
product n i ts operauona lfe

Conf rrn that al l  próducE have been approved

a'ìe^l i  dl Pro,ec. l-,e5 have be" co."d

lî\  .  rr l  oî on . e P'ojFr Board ro c o\F l(e p ojec.
before its expected end

The trigger frorìr stage monìtoring that the nÒrmal end of
tne prolect 5 near

ldentifìcation ofany other interested party who feeds to
lnow

Confirmation that the customer accepts the products

Confirmation that the pfoduct can be operated and
su0pore0

A note to be sent to the Project Board stating that the
project is about to close and that supp led faci l i t ies and
resources wi I no longer be needed. The Communication
P an shou d be consu ted to ascertain any other recipients

Preserue the lrnportant and useful project records for
future lse by auditors or other enquirers

Input

Input

0utput

lnput

Input

Input

0utput

0utput

0utput

10.4.6 Key criteria

Have all products in the Proiect Initiation Document be€n approved and delivered?

Have the operalonal and support teams formally agreed îhat îhey are ready to accept

handover (if approp ate)?

. Aîe îhe proiect resources and support s€rvices (if any were prol'lded) no longer

required?

. AÌe îl1eîe any contractual implications whenaecommissioning the project?

Hints and t ips

Tne ,o r fgu ra lo 'n .nage îen .5 /s le rJsedon I  ep 'o ,ec l  o  co ' t  o .  ano  re .o 'o  r î e  ( r " l  '
of products should check that al ploducts are comp ete and handed over

Where the lnal pfoduct wi require a ot of potentlally expenslve rìraintenance, the Project
lvlanaqer shou d ensure that a suitab e service aqreement or contract has been drauJn up
beth,een the support group and the end users. n such instances, it may bè corect to lnclude
the agreement as a project product. This wil l  probab y lead to a smallteam flom the operatlons
groupbeing paftofthefinalstagesofthe project, eadingtothedeliveryofaslqnedagleement.
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-fhe 
support group would need ful l  information about the pròduct as i t  ls developed (see the

Cornrìîunicauon P an in Pro duct Description autlines, Appendix A) to L.rnderstand the support
and malntenance lrnplications of the product and lts worklng efvironnent.

10.5 ldentifying Foìlow-on Actions (CP2)

10.5.1 Fundamental principles

Iftheîe is any unfinished business at îhe end ofthe project, it should be formally documented

and passed ro those who have ùe authority and responqibiliD to take action.

10.5.2 Context

Most of úe input will be those items on the Issue Log that were held back by the Proiect

Board.

The outpuî is submitted to the Projecî Board as Follow-Òn Acîion Recommendations

Busìness Case

Risk Loq

10.5.3 Process description

The aims ofthis sub-proc€ss are to:

Figure 10.4 ldentifyingFollow-on Actions

Check that all Projecî Issues and dsks are closed or îransfered to Follow-on Action

Recomnmdations. Establish actions required following úe project

Document anyFollow-onAction Recoúnendations

Recommend a date andproduce a plan for any post-project review(s) €ansidered

necessaîy.

A number ofactions may be requircd after the project.The input will come mainly from those

Project Issues that were put inîo 'pending' status by dre Proiect Board duing îhe project- The

Risk I-og may also contain dsks that may affect the product ìn its useful life.

Alt unfinished work is documented in Follow-on Action Recommendaúons.

Many project prodricts should be re-examined after a period ofuse to check on their quality,

effectiveness jr use and achievement ofbenefits. Examination of the updated Busifless Case

will idenîify wheúer there are any expected benefrts whose achievement cannot be measuîed

until the product has been in use for some time.If this is dre case, a recommended date and
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plan should be made foî a post-projecl reviewJ the benefits to be measured aî that úme and the

measurements to be applied. These benefits should have been defined in Îhe Business Case

It is noî a proiect activity to produce the post-projecî reviewi only to plan ii ln surnnlary, the

post-proiect review is to assess achievement oftlìe beneúts claimed ln the Business Case.The

following questions are a sample:

. To ivhat level has the producî achieved the b€nelìts expected?

. Is there an idenùfiabte trend ofimproving benefits?

o Are îhe user(s) happy wiîh îhe product?

a Is tle product pro\,rng lo meet qualrty eYpeclalions?

a Is dre product as well suppoîîed as was expect€d?

. Are the support staffhappy with what they have been given to support îhe product?

o Have there been any unexpected problems in îhe inîroduction?

o Has the product caused new problems?

The Posî-Proj€ct Reviev/ Plan will make use of îhe information contained in îhe Business

Case (see its P/odr.t -Desciption outline i^ Appendix A). This should have stated how îhe

achievement ofbenefits was to be measured.The plan should be defning:

CLOS NG A PROJECI{CPJ

What benefit achievements are to be measured
'When bene6t achievement can be measured

How th€ achievement caD be measured

The pre-deliv€ry situation against which achievement is to be €ompared

Who is needed to caîry out the m€asuremenîs (individuals or skill tfpes) .

1 0.5.4 Responsibil i t ies

The Proiect Manager has responsibiliry for this sub-pîocess.

10.5,5 lnformation needs

Table 10.2 CP2 information needs

I\,4anagement information

ssue Log

Business Case

Risk Log

Post-Project Review Plan

usage

Inpu t

nput

Input

0utput

Explanation

LJnactioned Project ssues wil l form the basis ofany
Follow-on Action Recommendations

Thls will revea benefits whose ach;evem€nt cannot be
reag,  "o n r "o id.e\  èrd w l ' "  c-orP leed d posi -
project revrew

Check for any risks to the operational use ofthe end
productlsj

Suggested plan for a post-project review for ratification
by the Project Boafd
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Follow on Action
Recomrnendat ions

0utput Recommendatlons for further work, wh ch the Project
Board rnust direct to the appropriate audlence for
attention

10.5.6 Key criteria

Is a posî-project revie{' needed tomeasùre achievemenr ofbusiness benelìts and re-
examine the quality ofproducts after a period ofuse?

How much time needs to elapse before these benefits calì be measured?

Aîe îhe benefits for this project alone or combined with lhe ourcomes from orher
projec$?

Which 'pending' Proiect Issues should be recommended for follow-on acrion by the
operadons and suppoÍ team?

Which'pending' Project Issues should be recommended to be turned into Proiect
Mandates for potential enhancement projects or refeffed toprogramme management
for further action?

Aranqemenls for afy post project review shou d be discussed informaly w th the prolect
Board before making any recomraendatlon so as to avold any dlsagreement in the subsequent
snb - pr acess, Ca n f i rm i n g Praject C/osure (DP5l.

fhe date for the post project review shou d be set as soon after the prolect closes as wou d
a ow adequate assessr.ent. fhe qua ity of a product may have appeared f ne durlng test |g,
but is l t  st l l l  qood after a per od in the workjnq env ronment? A so, where sor.e benefits wtl
take much onger to come to fruit lon, i t  is worth considerlng a recornmendatlon to the Prolect
Board that these are the subjects of other, ater post-project reviews.

Dependent on the type of project prodLrct, there may be contractua lssues to be reso ved for
the operational and malntefance support of th€ products.

A copy of the recomrìrended fo low on act ons shou d a ,,\,ays be sent to the operational
support qroup to keep it  nformed.

Where the project ls part of a proqramme, the Project Board's recomrnendation to c ose the
project shou d be reviewed by programme rnanagement in the l ight of the ist of fo low on
acúon5 Tecomrnen0ed.

f t hep ro jec t i spa r to fap rog ranme, the fo  ow  onac t i onsshoudbeass iqnedbyprog ramme
managernent, wnere appropr ate.

10.6 Evaluating a Project (CP3J

10.6.1 Fundamental principles

Su€cessful organisations Ìearn from their experiences with projecrs.This is more tikely if the
lessons learned are somehow preserved beyond rhe end ofthe project.
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10,6.2 Context

This ìs the internal project evaluation. The aim here is to assess how successful or
unsuccessful îhe project has beenJ not how successfui the end prodùct is. There may be a
separate external evaluation-for example, fiom a qÈaiity assurance group.

Project lnltiat on Documenl

Risk Log
0uallly Log

Daiy Log

Figure 10-5 Evaluat ing a Project

The comments gathered over the course of the project in the Lessons Irarned Log are
arranged into a Irssons Irarned Report.The log is created at the outset ofthe project and
incîemented as the project progrcsses wiîl1 obse ations on what aspects can usefully be
noted îo help future projects. It should include observations on managemen! specialisr and
quality proceduresr products and techniques.

Again, the results are to be input to the Project Board sub-process Corrrmine Pnject CIasMe
(DP5).

10.6.3 Process description

The objectives ofîhis sub-process are to:

. Update the Project Plan with actuals fiom the'final'stage

. Assess the results oftheproject against what itwas inlended îo achieve

. Examine the records ofthe completed projectîo assess the qualityofits managementJ
especially quality and risk management

. Identifylessons tobe learned fromtheproiect and applied on future projects.

End Project Report

Theupdated Project Plan allows the ProjectManagerto documentinthe End Project Report
how well the project has performed against its Proiect Initiation Document, inciuding d1e
o ginal planned cosî, schedule and tolerances.

Not all benefits will have been achieved by the time ofproiect closure.Any achievements or
non-achievements that can bl9 deúned should be part ofthe report. A note ofanybenefits that



need to be measured after opemtional use ofthe fnal product is passed to ldentiÍy;ng Fo otr-

on Action: (CP2) îoî iîclusion in the Post-Project Review Plan.

The report should also îake mto consideraîion the effect on the o ginal Project Plan and

Business Case of any changes thaî were approved.The End Proiect Report should give final

statistics on changes received during the proiect and the total impact of approved chang€s.

Any outstanding changes shoìrld match up \.ith follow-on actions defined in ldentifuing

Folku-on Actb s (CP2). Statistics may also be appropriate for all quality work carried out.

The End Project Report is concerned with how well the proiect fillfilled its obiectives or, ìn

the case ofa premature close, did not fulfiIits objectives.TheLessonsLeamedReport,byway

of contrast, is conc€rned with how well îìe proiect was managed and with the project's use of

project management processes and techniques that is, PRINCE2 and any local standards

used and wha! can be learned fîom úis impl€mentation.This report will be approved by îhe

Project Board and issued to inîerested parties as part of Conftfiing htrje.t Closure (DP5)

Lessons Learned Repolt

At th€ staft of the projectJ a Lessons I-€arned I-og should be created. A note should be added

to this ev.ery time îlìe project riranag€ment team spot somedring about î1le management or

specialist processes, products, techniques or procedrues that either made a significanÎ

€onîribution to tlle proiecCs achievements or caused a problem. This includes the

pedormance of all the project management t€am, the success of any scaling, the use of the

sp€cialistpròcesses and any tailoring ofthemJ change control and quality results

In this sub-process, all d1e noîes should be collated and turned into a report, including any

views \rith hindsight on îlì€ project's management. The report shoùld aim to answer tìe

question: 'What should be done differendy ne..<t ti]ale?'A configuratlon audit should have

been done at the end ofthe projectJ as part of sub -ptocess Decommíssianing a bùject (CPI),to

look for disqepancies. The cause of any discrepancies might justiÎy an entry in the I-€ssons

karnedRepolt.

The rcport is also dle repository of any usefiJ measuements and qùality statistics collected

during úe proiect that will help in the plannìng and esîimation ofsubsequent projects.

Ir is important to identi$ at the beginning of the project who should rcceive th€ l-essons

karned Report and make sure that lhe Project Board knows IÀ'here it should go.There is litde

poinr in prepariDg the report. only to find tlal il will not be used.

If a project is brought to a premature closei ú1e reasons should b€ documented in î1le I-essons

I-eamed Reporî, focusing on any failure in the methodology, specialist tools and technjques

or stafltlat €aused or contnbuted to îhe prematule close. Conversely, if tlLì€ prematlrre close

was caused by successful application of the PRINCE2 method, foî example, identifrcarion

that the proiect was no longer viable or had exceeded iîs pmject tolerances, this should also be

documenîed.

' l  0.6.4 Responsibil i t ies

The Project Manager beals overall responsibility for this sub-process, buî additionaÌ

informatlon could come ftom anyone ìrvolved in the proiect.

CLOSING APFOJECI(CPì
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10.6.5 lnformation heeds

Table 10.3 CP3 information needs

CLOs NG A PRO]ECI(CP]

lvlanagementinformation Usaqe

Project nlt iat on Docurnent Input

Inpu t

Inpu t

Inpu t

Inpu t

l npu t

l npu t

rssLre Log

Risk Loq

Project oua lty P an

Oua lty Log

Configurat lon l tem Records

LeSSOnS LeaTne0 Log

Explanat ion

origlnal statenìent of project objectives, scope and
constraint5

fhe reasons for Off Specifications may provide iessons
for fUture projects

What r isks were considered and \ryhat happened to them
rnay prov de essons for future projects

Thls wi l  indic! te rrhether the qual i ty po icy and
procedures y/ere adequate, and correct y stated

Stat st lcs of the nunrber of qual i ty checks made and the
erors found are useful  to a qua i ty assurance funct ion

Are there any dlscrepanc es between the records and
rea ity? fhese rnay lnform the conduct of future products

fhls should be an ongoing document from the start  of
the project,  comp eted w th re evant notes on the good
and bad lessons learned about managernent and
specia lst  procedures, forms, other documents, tools and
tecnntques

Updated wlth the f igures from the ' f ina '  staqe. Wil  be
rev ewed when producinq the End Project Report .  l t  nay
a so be usefu when preparlng the Lessons Learned Repoft

Th s may contain usefu f format on l^rhich can be
ana ysed as paft ofthe End Project Repoft or the Lessons
Learned Report

Any benefts rea lsed aÌreadyshou d be descrbed n the
fep0rt

lhis takes the Lessons Learned Loq and wrl tes i t  up lnto a
report to be passed via the Project Board to the qroup
charqed with maintaining such qual i ty standards

Evaluat lon of the achlevernent of object lves as delned ln
the Project Ini t iat ion Document and of the rnanagernent
perforrnance of the project

Prolect P an up0are

Daiy Log nput

Business Case

Lessons Learned Report

End Project Report

nput

0utput

0utput

10.6.6 Key criteria
'Which management processes or procedures have worked well?

Which management processes have had problems?
'!ù(r'as it easy to achieve the required quality?

w}tich qualityprccedures have worked well?

1 6 5
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were îlere any weaknesses in quality procedures for specifrc t}pes ofproduct?

How well did dsk strategies work?
'Were 

there any ùnforeseen dsks?

How rÀ'ell were the risks managed?
'Was 

the contingency used?
'Was 

training in the management, quality aDd delivery processes and procedures

adequate?lù(lere there recognisable benefrts Aom the level oftraining given or
recognisable problems caused by lack ofúaining?

How i{ell did any support tools work?

Could an]'thing have been done to improve skill levels before rhe relevant work was
done?

Ifther€ has been deviation from îhe Project Initiation Document, is the Project Board

still prepared to ac€ept th€ project closure? Are those deviations reflected in the End
Project Report and Irssons Irarned Repofi?Where appropriate, are any deviations
reflecîed in the Follow-on Action Recommendatlons?

Concentrate on ltems that can be of use to future projects,

obseryations on successful eiements can be as usefu as identification of failures and
omr55ron5.

Deviations docurnented in the End Project Report, the Lessons Learned Report and the Follow
on Actlon Recornmendàtions shou d, as far as is sefsible, avoid overlap - in other words, the
sarìîe deviation5 should not be unnecessarily recorded ln several p aces.

Consider whether there are any essons about the quali ty procedures that should be directed
to any quality assurance fr.rnction. These rnight be weaknesses in current standard practices,
new quali ty testing requlrements from the products of the project that are not currenty
covered by standards or new,,ryays of testing qua lty that the project has pioneered.

Where the project is paft of a programme, the programrne support òffice should review the
Lessons Learned Reportforapp icabil i tyto the programme or to indivÌdualprojects h,i thln the
programme.

fhere are a number of possìble recipients of the Lessons Learfed Report.lhe aim is to identifi/
the group that wil  distr ibute the report to other projects, notjust current ones but any that
may be start lng up ln the future. deally, this shou d be a qroup that has the responslbl l i ty to
rnaintain project rnanagement standafds. Some organisations have a project rnanagement
off ice;others makethe responsibi i ty part ofthe dutiesofa quali tyassurance qroup. E sewhere
i n aybe Inown ds nanageîen.serv ces or Lfecen.'è Dro_ecl5.ppor 0'Î  e.

Hintsandtips
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P L A N N I N G  ( P L )

Choose plannlng toolsand
erimaung rir€thods

Figure 11.1 Overview of Planning

11.1 Fundamental  pr incip les

Effective proiectmanagement r€lies on an effective planning and conúol pro€ess. Ev€n smaÌl
projects require planning.
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PÌanning provides alÌ p€rsonnel involved in the projgct with information on:

. what ls requrrect

. How it will be achieved and by whomr using whar specialjsr equipmenr and resouces

. \i/hen events \\.ill happen.

The Planníng (PL) ptocess is where îhe technique ofproducî-based planning (described in
Chapter 22) is used. Product-based planning is a key tecbnique ofPRlNCE2 and provides a
comprehensive pladorm for effe€tive plarìning. It is îhe t€chnique îhat enables the Project
Manager to:

. Define what îhe proiecthas to deìiver

. Provide descriptions otùe requúed producrs, the skills needed to develop rhe
products, plus measurable statements ofîhe quality required and how the presence of
that quality is to be tested

o Objectively monitor and control progress.

11.2 Context

Planning is a repeatable process and plays an impoîtanî role in other sub-pîocessesr the main
ones being:

Planning is also an iîerative process.There will be a series ofloops tllrough the planning steps
as extla information becomes available or adjustments are made.

Planníng an Initiation Stuge (SV6)

Plannins a haject (IP2)

Planning a Snge (SB1)

Updating a haject Plan (SB2)

Accepting a lVorh Pachage (MPr)

Producing an Exceptìan PIa'n (5B6) .

1 6 8
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' .
. - t t l

qq@
Figure I1.2 Planning

11.3 Processdescr ipt ion

The philosophy behind producingpÌans ìn PRINCE2 is that:

. Plans are consrrucred by idenrit'ing the producîs required, and then the acrivities and
appropriate resources necessary to deliver îhem

. Plans shouid cover management needs as well as the custome/s produ€ts

. There should be assurance that all activities are thought îhrough ù1 advance and to a
level consistent wirh the conúol requirements identified in rhe Project Initìation
Document.

The prodùct-based planning technique provìdes a start to the plarìning activity and a
plannmg fiamework. It involves:

. Establishing what products areneededforthe plan

. Describingîhose products and their quality cdteda

o Determining îhe sequence in whìch each ofthe products should be produced and any
dependencies.

1 6 9
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Aí1er these initial sreps, rhe normal sîeps ofplanning are:

. Identi4'ing the actMties needed to produce î1ìe producrs

. Deciding when the activities should be done and bywhom

. Estimatinghow much effort each acrivitywill consume

. Estimatinghow longthe activities will take

a Agreeing what quality control activiîies and rcsources are needed

. Producjoga dme-based schedule ofaftivitie\

. Calculating how much the ovemll efforî vdll cosî

. Producing the budgeî from îhe cosî ofîhe efforî plus any materials and equipm€nt
that musî be obîained

. Assessing îhe risks contained in the plan

. Identifyingthe management contîol points needed

. Agreeing tolerance levels for the plan.

The steps involved are îhe same for all levels ofplan.

Several iîeraîions ofthe Planning process are normally n€ed€d.

The Proiect Approach is a prcrequisite for planning. This should have been defned as paÍ of
Sta.rtine up a Pnject (SU) .

11.3.1 Scalabil ity

Planning is esseùtial, regardless ofth€ Rpe or size ofproje€t. The amount of derail varies
according Lo rhe needs ofrhe projecr.

The Product Checklist is optional in a project.It can be a useful tool for the Project Board to
use to review th€ project's pro$essj rather than a Gantt chart. It may also be used ro clarify
the information €ontained within the Gantt chart.

The fust sub-process D esigning a PIan (PLI) is done only once in a project. Where the projecr
is part of a programme) all the design decisions $dll probabli have been raken ar progmmme
level. ln a smallproject ir may be iusr a maner ofdeciding on a planning rooi (ifany).

Ke.-p plans re evant. Be aware ofthe audience for the prepared set of p ans and aim to provide
an appropriate leve of detal .

Time must be al lo!,ved for p anning because it  ls a t lme consuming exercise. P anninq for the
next stage should stan towards the end ofthe curreft stage.

It is easlef and more accurate to plan short stages than lonq ones.

Prst essons -ear.ìeo Feoo tsaed'lelce e tsoLrceof fo rìat oîd,looLida.efo o.d4î"q
at all levels, and should be referenced where approprlate.

PR NCE2
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Where the prolect is paft of a programme, programrne staff shou d be lnvo ved or referenced
during p anninq to ensure that any questlons that !f fect the programme are reso ved. fhls
wll l  he p avo d rework fo ow ng presentrt on of the p an.

lnvo ve those w th Prolect AssLrrance ro es in proposlnq qua ltychecking resources.lhisshou d
happen in feara P ans as we as Stage P ans.

11.4 Desìgning a PIan (PL' l )

11.4 .1  Fundamenta l  p r inc ip les

Aplanis the backbone ofeveryprojecr and is essential for a successful outcome. Goodplans
cover all aspccts of dle project, giving everyone involved a common undenranding ofthe
work ahead.

Designinc a plan will ensure that all aspecrs are adcquately covered. Ir is imporrmî rhat all
involved can easiÌy undersrand theplan.

'11.4.2 Context

This sub-process includes decìsions on rhe approachto plannìngforthe projecr and îhcrefore
needs to be used early in the projecr.Thesc dccisions musr be made before any of the other
P/dr"t g (PL) sub-processes canbe used.

It may bc sensibÌe to have one plan formar for presenration in submissions seeking apptoval
and amore detailed formaî for day-to day control purposes.

The stratcgies for tackling the projecr and ensuring quaÌìty ofthe producrs will already have
been defined dudns ,qrnins Pbje.t Appradch (SU 5) aîò, Plannins Qùality (IP r) .

11.4.3 Process description

Choices need to be made for prescntation and layout ofthe plan, planning tools, esiimaling
methods,levels ofplan and nronitoring methods ro be used for the projecr. Any recipients of
plans and their updatcs should be identifred. There may be a central function thar
consolidaîes all plans for senior managemenr, particularly if the projecr is part of a

Presentat ion and layout

Decisions need to be made about how úis plan can best be presented given the audience for
îhe plan, and how it will bc used. This will include rhe use of diagrams venus rext and will be
driven in parîby anystandards adopted by the project.

Planning tools

One of the fust decisions wilÌ be to identifu any planning and control aids to be used by rhe
project. There may be a company standard or the cusromer may stipùlate the use of a
particular set of tools. The choice of planning tool mat' depend on rhe complcxity of dre



proiect. If so, the choice may need to be defered ùlìol after some of the other planning

Estimating

The metìod(s) of estimation must be €hos€n. Each facet of îhe project may need iîs own
estimation meîhod. Estimating may b€ doneby:

PR]NCE2 PLANN NG (PL)

l  l s i no .óhn ' r r c r î òò le

A group ofexperìenced plarìne$

Top-down or bottom-up methods

Discussion with those who will do the work

Any combination of these.

The m€îhods chosen should be evaluated and commenîs about their eflectiveness made in
the End Proiect Report andLessons I-€arned RepoÍ when th€ proj€ct ends.

Th€ estimating methods to be used in îhe plan may affect îhe plan design, so decisions on î1le
methodsto beused should be made as part ofplan design.

Al lowances

There are two possible allowances that may have to be consìder€d for inclusion \i'ithin îhe
proiect's plan structuîe: a change budget and a contingency budget.Th€s€ are not mandatory
and thet use depends on each project's circumstances.

11.4.4 Responsibil i t ies

Ultimately, the rcsponsibility for the decisions rn designing a plan rests \.ith îhe Project
Boaîd, buî in pîactice the Proiect Manager would produce recommendations for informal
Proiect Board apprcval. I-ocal standards may pre-empt some ofthe decisions and where third
parties are being usedj Tèam Managerc will usually eq)ect to use îheir oivn standards. The
PrcjectAssurance roles have a responsibility to check th€ designs.

11.4.5 lhformation heeds

Table 11.1 PL1 information needs

À/lanagement inforrnation

Project Approach

Project ouality Plan

Corporate or prograrnme
p ann ng slanoaros

usag,.

Input

Input

Inpu t

Explanation

lhe approach may impact on the nurnber of stages and
plan evels required

Thecoî.eî..of pla's. e/el o_de.a èrd r"o'r ' lori19
needs wlll be affected by the Project Ouality P an

These rnay identify the p anning and estimatinq tools and
methods t0 be lsed
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Prolect Brief (or Prolect
Ini t iat ion DocumentJ

P an design

nput

0utpLrt

Scope of the work to be pbnned

A fatement of the p anning approach, eve s of plan, too
set to be used and major monitor lng rn€ihods

I 1.4.6 Key criteria

A  o t o f t l m e c a n  b e , , \ ' a s t e d  n p r o d u c n g a v e r y g o o d p l a n t o a c h i e v e t h e w f o n q o b j e c t v e .

lhe use of p anning too s ls not ob lqatory, but ; t  can save a great dea oft ime i f  the p an is
to be regulary updated and chanqed. A good too can also val idate that the correct
dependencles have been bùj l t  in and have not been corrupted by any p an updates.

lhe Project fvlanaqer shoìrld dec de what level ofeffic ency ls to be taken for project rnembers
when p anning the r  work. No one is 100 per cent eff  c lent.  The est imator rnust know how to
treat non-p anned t ime such as ie ephone ca s ad hoc rneet ings and slckness.

Watch out for 'doub e count ng'-  for exarnple, adding ln r  owances both when est imating
and whef schedu ing.

t may be sensible to cons der dlfferent leve s of presentation of the plan for the different
eve s of readersh p. Most planning software packages offer such optlons.

When working wlth sub-contractor companies, a copy of thelr  p anls) r ì ray form part  of  the
overa I  p an. A decis on w need to be taken on whether sub contractor pians are shown
separately or bui  t  into the Project and/or Stage P ans.

Ilhat planning, estimating, moniîoring and dsk asscssmcnt mcthods will be used?

Whatrool set shoùldbe used tohelp with planning, estimating, monitoring and risk

\ùfhat level ofdctail about the products, their creation, quality checks and plan
moniîoring does thc Projcct Manàger require for d ay to daycontrol?

Whatlevel ofdetail does the ProjectBoard nccd:

6 before commitmentto a plan?

B to monitor progress agaìnst a plan?

How mant,Ìevels ofplan are suìtable for rhis pmject?

To what leveÌ ofdetaìldoes each planneed to go?

Howwill any quality checks be shown on the plans?

How will tolerances be assigDed?

Should there be a change budget?

What level ofproductivity for team memben shouldbe rÌsed?

Holv q'ill contingency aÌlowances be handled (ìf appropriate)?

Hints and t ps
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Nota ip ro lec tsneeda45-pagepan ,bu tequa  yaha fshee to fpaper l s  key tobe lnsu f l c l en t
for rnost Project P ans.

Where the project is part of a programne, the proqrarnrne rnay have developed a comrnon
approach top ro jec tp lann lng . l h l s rnaycove rs tandards - fo rexa rnp le ,eveo fpannng  and
too s. fhese wilL be the starunq po nt for deslgning rny Project P ans. Any proiect speclf ic
var ations should be hiqh lqhted and the agreement of prograrnme rnanagement sought.

11.5 Def in ing and Analysing Products (PL2)

11.5 .1  Fundamenta l  p r inc ip les

By defining aplan interms ofthc products to be delivered, the creation, quality and suìtabìÌity
ofîhose products can be managed and controlled more easily. In addition, by defining the
required products, everyone ìnvolved can see andunderstand the required oùtcome.

'11.5.2 Context

Once the decisions on the approach to planning have been made in Designing a Plan (PL1) '
this sub-process will be îhe normal startingpoint for producing thc plan.

I 1.5.3 Pf ocess descriptìorì

This sub-process is divided into îhree steps:

PLCNN NG(PU

Identify rhe specialist products and the management products to be produced

Descrìbe each ofthem in terms of their qúaljty requirements and ensure that they are
fullt' understood and agreedby everyone invoh'ed (this requires rhe creationofthe

necessary Configuration Item Records)

Sequence rhem in I  heir  logical  order olcrearìon.

These steps are described ìn more detail in .lÌl, duct-bdserl ?lanning, C|'apreî 22.

Product Checkl ist

A draft of dre Product Checklist can be created at this time from the informatìon in the
Product Breakdown Structure. There is a Product Description for the Product Checklist ìn

Appendix A. It is a table thar shows all the products of the plan wiih entries for the planned

and actuaÌ dates when the prodùct reaches key moments in its creation, such as 'Draft

Ready','Quality Check Done' and 'Product Approved'. These are suggested events and can
bevaried according to theneeds ofthe project.

The planned daîes are addcd at the end of Pldrr?irg (PL) after scheduling and any
adjustments for dsk actions.The Project Manageradds the actual dates as they are achieved
and this can form a usetul additionto the Highlight Report.

U"e ol  rhe Product Ch(ckl i . t  rs opt ional in a proie.r .
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11.5 .4  Respons ib i l i t i es

Thc Project Manager is responsible for the sub-process for Proiect and Stage Plans.Team
Plans may well be produced byTeam Managels for agreementbythe Project Managcr.Thcrc
should be consultation wìth the customer, userG) and speciaÌists to ensure that all the
requircd products arc covered.Those wiîh Project Assumnce responsibilities shouid vet the
resulrs. The Configuraîion Libra an is responsible for the creation of Configuration Item
Records for all necessary products, as specified in the Configuration Management Plan.

11,5.5 lnformation needs

Tab e 11.2 PL2 information needs

Prolect our ty P an InpLrt

N/ lanagement infomîat ion

P an deslgn

Product Check lst

Product Flow Diagranr

Product Breakdown OLrtput
5tructure

ProductDescript iofs/ output
Configrrat on tem Records

usaqe

Inpu t

0Lrtput

0!tput

Explanat ion

fhls def nes the eve of p an requlred, the too s and
est innat ing techniques to be used, and the approach to
change and cont ingency a or lances

fhls wiL gulde the select ion and p acement of qual i ty
contro act iv l t ies Also contains the Coff igurat ion
N/lanagement P an. This $r i  dent l t /  products which wl I
. P .  ' c  ( î . Í i .  t r r i ^ n  r F m  R c . ^ r , l <

A hierarchlca tab e of a the prodLrcts required to be
c r e a t e c  n t n e p a n

Adescript ion of each productpus isqua tycr i ter ia.Thls
isa so the iniUalcreat ion ofthe Conf igurat ion tem
Records for the prodLrcts

{lf us€dl A draft ist of the rnajor products of the p an

A d aqram showing the sequence ln which the products
shou d be produced

'11.5.6 Key criteria

. Has îleplanrcached the agreed level ofdetail?

. Are all management prodùcts idenîified, as well as specialist products?

. Are thc management products/activities added correctly to îhe sequence ofwork?

. Docs thc plan need anyproducts frcm extcrnal sources?

. Have these been showncoúectly in dle sequence ofwork?

. Have known dsk factors been identiúed?

. Does the management of risks rcquirc any extraproducts?

. Have these been shown coîrectly inthc scqucncc ofwork?
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A decision polni can be associated with one or mofe intermediate products on which the
decision wil be based.

lhe ist of products, thelr required sequence and their descript lons should al be qua lty
reviewed for accuracy and completeness.

Required qua ity is a cri terion against which the product wi be accepted. When \ryorkinq in a
.-srorelc-pplier -a-iorhip, L 5 -ìa\ fo 1 hebdsiso_o ojec.acceptrrce.

The definition of the major end products or results required to sausfy the business needs
should be docunrented wlthin the Project nit lat ion Documentas partofthe project objectives.

11.6 ldentifying Activities and Dependencies (PL3)

11.6.1 Fundamental principles

Simply ideDtifying products may b€ insuffrcient for scheduling and control purposes.The

activities implied in the delivery of ea€h of the products need to be identilìed to give a fuller
picture ofthe plan's workload.

11.6.2 Context

This sub-process is done when the Product Flow Diagram fiom the sub-pfi cess Dertning and
Analysing Product: (PL2) has been ageed. Identification of actlvities may r€veal that exîra
produ€ts are needed, causing a reiteration of PL2. As with úe other Planning eL) s.ub-
pîocesses, IdentiÍingActìuitíes and Dependenc;es (PL3) will be performed itemtively. Activìties

and exÍa products may be requhed in response îo identified risks, so the Risk I-og shoùld be

checked.

11.6.3 Process description

This sub-process is divìded into rhree.reps:

o Identify all activities necessary to d€liver the producîs

. Esrablish rhe inrerdependencies beiween activirie.

. Ensure that dependencies both internal and external to the project are covered.

All rhe activities reqùired to €reat€ or change îhe planned products have to be identifi€d. After

the Product Flow Diagram has been created, the activities are most easily identified by usjng

a tîansformation process.Transformation identifies the activiîies needed to take one product

or set ofproducîs and tum it into the next product or s€t ofproducts in îhe sequence. There
may be only one activily or therc may be a group of activities, depending on îhe level of detail
required for the plan. These activities can be Mitten on the Product Flow Diagmm against

tlìe relevant products. Figure 11.3 sho$r's îhe Product Flow Diagram for organisjng a

conference, annotated with îhe required actìvities. Figure ll.4 lists the actiyities for this
prodùct.
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Figure 11.3 Product Flow Diagram for organising a conference
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The list of activities shouldinclude management and quality checking activities as well as the

activities needed to develop the specialist products.

Any constraints should also be identified. External constmints may be:

. The delivery ofa productrcquired by this project liom anotherproject

o Waiting for a decision from programme management.

\íherever possibte, external consúaints should be described as a dependency on the

availability of an external product. Resource-based constraints for exampie, 'Is the resource

available to do the work?' are not considered here.They arc a qùestion for the scheduling
process.

The activities should include any that are required to interact with extemal parties for

exampleJ obtaining à product ftom an outside source or convcrting extemal products into

something that the plan requires.

11.6.4 Responsibil i t ies

The Project Manager is responsible for this sub-process for Project and Stage Plans.Team
Plans are the responsibility ofúeTeam Managcî(s).There should be suppoÍ from anyTeam
Managels whose team contrìbutes to execution ofthe plan in qùestion. Help should aÌso be
found from any Project Assumnce or Proiect Support staff allocaîed to the project. The

checking ofrhe work is part ofthe responsibility ofthe ProjectAssurance roles.

11.6.5 lnformation needs

' Iable 
11.3 PL3 information needs

l \ ,4anagement information

ProdLrct F ow Diagram

Product Descrlpt ons

Rlsk Log

Llst ofrct lv t les

Actlv ty dependencies

llsage

Inpu t

Inpu t

0utPUt

0utput

Explanation

The products and thelr dependencies are the basis of
d'r" q ( le eq red ar '  è( aîd L è dèpè der ' iP

The derlvation section ofthe descrlpton maycontaln
inforrnat on he pfLr n identlfylnq dependencies

fhe R sk Log may contribute r lsk monitoring activ tres
that need to be added to the p an

A the actvit les requ red to produce the products

Any dependenc es between the activit ies in the precedinq
tst

11.6.6 Key criteria

Can any acîivities be carried ourinparallel?

Can any activities overlap?

AÌe any gaps needed bctween certain activities?
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Have sufÉcient quality checking acîivities been included? (This question wouÌd be at
Ioo Iow a level for úe Proiecr PIan.)

Guard against an explosion ofactlvlties at this stage beyond the detail appropriate to the level
of plan.

Keep thìngs sirnp e. lf ìn doubt, don't over ap actlvities.

11.7 Estimating (PL4)

11.7.1 Fundamental principles

Estimating cannot guarantee accumcy but when applied provides a view aboùt the ovenll
cost and îime requiîed îo complete the plan. Estimates will inevitably change as morc is
discovered abour ùe proiect.

1'1.7"2 Context

Estimating follows identi6cation ofth€ activities in sub-proc€ss PL3 and prec€des scheduling
in sub-process PL5.

11.7.3 Process description

This is an iterative sub-process.The objective is to identiqT the resources and time required to
complete each activity.This will include not only people but also all other resoulces that will
beîequired.

Since rhe qpe of estimaring will vary according ro rhe rype ofprojecî and level of plan, the
guidance is of a general natuie.

A Projecr Plan will normally rcqrdrc rop-down esrimaring (îhat is, an estimare for the toral
project, broken down across îhe normal stages for a projecî ofthis qpe), whereas a Stage Plan
orTeam Plan would use bottom-up methods (an estimate for each product, built up inro a

figure for the whole plan) .

The two major steps in a gpical e:timaong process are:

. Idanîify resource b)pes required, Speclfrc sktlls may be required dep€nding on the type
and complexity ofthe project. Requirements may include non-human resources, sùch
as equipment, úavel or money,

It is important to agÌee a definition ofresource types. For staffîhis shoÌ d include:

r the:kiLls and experience leveL/:) required

. where these skills €an be found so that the commitment required of different parts

ofthe organisation calrì be identified

Hintsandtips
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Estimate e|lort required for each actiuiîy b) rcsouî!:a rype. At îhis poiDt the estimaîes will
be approximate and rherefore provi5ional.

The reliability ofesîimates depends on:

I holl deta,led the understanding ofthe activiry i.

. t1le assumplons made

r undersîanding the products (ùom the Product Descriptions).

From this information we can estimate îhe elapsed tìme (duration) for each activity for use in
Schedulbe (PL5) (seeFiguîe I 1.5 for a list ofactivities for oryanising a conference and their
duration).The assumptions thaî underpin the estimate, the margin oferror and the degee of
confidence in the estimate should be recorded in îhe plan. This information will enable the
Proiect Board to set appropriate tolerances. Tolerances aîe fully descibed in Contols,
Chapter 16.Ifcurr€nt underctandìng is insumcient, the earlier planning sub-processes may
have to be reworked.

1 i.7.4 Responsibil i t ies

The Project Manager is responsible for estimation on Project and Stage Plans. The Team
Manager will be îesponsible for Team Plan estimates. It is a dif6cult job andj wherever
possible, exîra help should be sought. It requiîes previous experience in the subiect matter of
the pÌan as \r€ll as training in the iob of estimation. This is where expertise ftom Proiect
Supporîcan help gleady.

11.7.5 lnformation needs

Table 11.4 PL4 information needs

lvlanagement information

A I plannlng inforrnation so far

Actìvity estirnates
[effort and durat]on)

usage

Inpu t

0utput

Explanation

Products and activit ies that require estimation

[,, 1 ated dc.ì . e. a e pas.eo .o sched,r,;rg rPl5l

11.7.6 Key criteria

. Is îhe estimation to be made against knowÌì resoÌrîces oî general requirements for skill
andexperience?

o Vhat level ofproductivity should be taken for t1le resources?

o Should allowance be made for different levels ofprodufiivìry in the resources?

o What supporting infrastruclure does the estimate assune is in pla€e?fue îhese
asslrmptions documenîed in the plan text?

. Has allowance been made for qualiry checking prcducts?

1 8 1
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Fioure 11.5 List  ofact iv l t iesfor oroanislno a conference and their  durat lon
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There may be € computerlsed estirnating too, writ ten text,tables, graphsorforr.ulaeavallable
for the type of work identified in the p an- These tools are norrnally based on infolrìration of
actualt ime taken byidenticalorsimiaractivit iestotheones requlred in the p an.Thefigures
can generaLy be tallored to sorne extent to refLect rnore closely the environment for which
the plan in question applies-

Estirìîation is best performed by a group oftwo or three people experienced in both the subject
matter and estimating. fhls nurnber tends to balance out any ìndividual over-opurnlsm or
pessimism in estlmation.

Where possib e, estimatinq shou d lnclude discussion wlth ihe peop e who wi be responslb e
fo do'g Ll 'e wo .

n arge projects or difîcult areas of work, it is prudent to estimate at least twÌce, either by
ìrslng two dist inct approaches or by aLowing two different sets of peope to estimate
lndependent y.

When resources have been estirnated, it may become c ear that Iesoulce consfaints cannot
be met. f thls should happen, the matter shou d be refered to the Project Board.

l vo re , ' ce ta i i - ysho . rdbee ,pec .eo  è 'o je_Par -h "  a  SLdge  P  èn .  a  s rao "  P ld l  '

for a shotter t lnre frame, in the near future and p anned in much gleater detai .

Refer to the Lessons Learned Reports fom earl ier sÌmiar projects. Understanding past
estimatlon successes and failures by reading the Lessons Learned Reports of other projects
ra r  as  s l  vv i  h  e rL i r  a . . 9 .

Any assumptions rìrade during the estlrnation process should be documented under the
headlfg of'Assurnptlons' ln the plan text. lf the assumption refers to a rlsk, the risk should be
docurnented ìn the Rlsk Log.

11.8 Schedu l ing (PLS)

11.8.1 Fundamental principles

A plan can only show the ultimate feasibility of achreving its obiectives when the activitì€s are

put togerheî in a schedule that defines when each activity will be carried oùt.

11.8.2 Context

Scheduling follows estimates of the time for each activily and is then followed by an

assessment oftlìe dsks inherenî in the plan.The schedule may need to be revisited du ng the

P/a?rrin8 eL) process to refiDe and improve the \,fay in which the plan will be carried out.

PLANN NG IPLJ
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11.8.3 Process descrìption

The obj€ctives ofscheduling are to:

Match a ilable resources to the identified activities

Schedule work according to the defined sequence and dependencies

Smootl resource rÌsage wirhin rhe bounds ofrhe idenrified depende[cies and any
ov€rall time constraints

Idmtify surplus resource effort or additional resource effoît needed and negotiate
with the Proiect Board îo resolve îhese

Calcùlate toîal requirements for human and odrer resources and produce a cost for
tl'ìese.

There are many differ€nt approaches to scheduling.The steps can either be done manually or
by using a computer-based planning and controltool.

Tlpical scheduling steps are:

. Dra anartíoity nerzuolÀ: take the list ofactivities and their duations and produce a
network ofthe activities, based on the dependencies, ftom beginning to end.This
providès useful information, such as what the total duîation might be given no
resource constraints. Figure I I .6 is an activity network ofthe listed activities for the
conference shown in Figure I1.5.

The númber in îhe top cenîre coluún ofeach box is dre duation time for that
acîivity.The number in the top left is the'earliest stalt time'for the activity.The
number in the top right is the 'earliest finish time' for that activity. The botfom set of
columns in each box are, ftom left to right, the'latest start time', dre'toîal float' and
the 'latest finish time' for the acîivi+

. Assess resource aoa;lnóliry: the number ofpeople $'ho will be available to do the work
(or the cost ofbuying in resources) should now be establish€d. Any specific
information should also be noted for e.rample) names,Ievel ofexperience,
percentage availabilityj dates available from and to, external or internal resource.The
project may also require non-human resourcesj this availability must also be assessed.

. Produce a dfiÍschedule and, assi$ rcsponiqlíties: using îhe resource availability and îhe
mforrnation ftom the activity neîwork, îesources are no\r allocaîed to acîivities.The
rule is 'allocate resouîces in ordef of ascending float', that isJ allocate resour€es fusr ro
activiti€s \.iîh zero float (whichr by definitionJ are on the c tical path).Thdse

activrlies \r'ith the greatest amount ofspare time (float) are lowesî in p ority for
resource allocatìon.

I he resulr w l be a scheclule úat shows the loading ofwork on each person and the
usage ofnon-people îesources.The dumtion ofeach activity can be amended,based
on knowledge ofthe resouce efroÍ requìred and the availabilìty ofthe approp ate
resou-rce r\pe.

The s€hedule is often displayed as a Gantt chart. Figure I I .7 illustrates a Gantt chart
for tlle conference.
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Figure 11.7 Gantt chart example lpartìal l

. Leoel resource 6age: the scheduling ofany allowances should be considered and built
into rheplan.

The 6îsî allocation ofresouîces may result in uneven resource usage) maybe even
over-utilisation ofsomeresources atce{aintimes. Responsibilities are reassigned,
actMtles moved about within any'float'they may have, and activity dumtions
changed ftom the original estimate îo reflecî resource constraiflts,The end result of
this sîep is a 6nal schedule in which all activities have been assigned and resour€e
usage equares lo resource a\.ailabiliry.

o ConJirmcontrolpoàr: the 6rst dmft schedule enables îhe control points identified
earlier (in the Produ€t Flow DiagramJ Figlre I I .3) to be contumed by the Project
Board. End ofstage activities (for exampleJ drawing up the next Stage Plan,
prcducing an End Stage Report) should be added to îhe acîivity neîwork and a new
schedule produced.
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Cabúate rcsources and rrs: îlle resource requtements €an now be tabulated and the

cost of the resour€€s and otheî costs calo ated to produce the plan budget.
Remember to consult Proj€ct Assurance persorìnel in case they wish to add sp€cifr€

resources to quality checking activiti€s.

11.8.4 Responsibil i t ies

The Project Manager is responsible for this sub-process. For Team Plans, the Projecl

Manager would involve the pe$on responsible for the work contained in the plan, for

exampler aTeam Manager. Help may be provided by Project Supporî stafallocated to the
Projecr.

11.8,5 lnformation needs

Table 11.5 PL5 information needs

[/lanagement information

Activlty estimates

AcUvity dependencies

Resource avai ability

usage

lnput

Input

Input

Explanaiion

When studied with the resource numbers, these glve the
a.rl  iry dJ.ario

These glve the required sequence of work in the schedule

The staft and end dates of resource availabi lty, plus the
amountoft imetheyareavailab e in this period, are
'eq ,  red

A List of activities and their a ocated resources, plus the
dates over which the activlt ìes wll l  take place

Schedule 0utpu t

11.8.6 Key criteria

. Have allOpes of required resource been considered?

. Has the criîical paîh been identified?

. Has sumcient monitoring been planned for activities on dre c tical path?

. Haveanytrainingrequirementsbeenincoryomted?

. Has resource availabilitybeen realistically assessed?

At project leve , resources need not be idenufied by name, but the type of skil s requied to
"a.a o,l  ar dc ivi y sl oJ d be de"t i"ed.

Theavailabi i tyoftheresourcesrequiied{includlnqthoserequiredforquali tyieviews)shoud
be checked wìth the relevant l ine managers.

Hintsand t ips
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Be realist ic about the availabi i ty of resources. Allowance should be made for holidays and
time that people will spend on non pfoject activities. The average workinq week is on y four
days after a owlng for holidays, trainlnq, slckness, etc. 0f those four days, at least another
ha f-day !^ri I be spent on other dlties, even by dedicated staff - for exan p e, quality reviewing
for other projects, life management and meetings.

fheuseofaski s rnafix mayasslsta schedulerwhen using interna resources. This wi alLow
approprjate peop e to be plnpointed, as we asgjvlfganovera viewoftheskllsavaiabieto
rne projecL

When the avaiabil i ty of resources has been discussed with lne rnanagers, any agreement
reached with thern should be documented irnrnediately.

11.9 Analysing Risks (PL6)

11.9 .1  Fundamenta l  o r inc iD les

Commitment to a course of action wiîhout considemtion ofthe sks inherent in îhat course
is courting disaster. Risks should be considered and modifications made to the course of
ac rion in order to remove or lessen rhe impacl of rh ose risks.

11.9.2 Context

Once îhe plan has been produced, it should still be considered a draft until the risks inherenî
in the plan have been identified, ass€ssed and the plan possiblymodified.

l '1.9.3 Process descriotion

Anabúng Risks (PL6) rùns parallel to all oîher planning work. It is an iterative process and the
results of analysing sks may result in returning to previous steps and repeating tbe sub-
process as necessaty.

An overview of the management ofrisk is giveí iù the Components section ofthis manual in
Chapîer 17.

Any planning assumptions create a dsk, Are t1ìe assumpuons correct?

Each resource should be examined for its potential dsk €ontent. Is îh€ resource a known
quantity? Is úe quality ofwork required and the ability to meet deadlines k.nown? Is th€ level
of commirmenî l'Jlown?Iùfill rhe resource be rorally ùnder rhe control ofîhe Proiect Manager?
\Vherc the answer is 'No', there is a dsk involved. Countermeasures would include tighter
and more ftequent monitodng until confidence in the resource is achieved. It might be better
to allocate work that is either easy to do or less cdtical to the schedule until the skill leveì has
been checked.

Each actMty should be checked for risk. Is th€re any spare time or does the entbe schedule
depmd on no slippage for the activity? Everything on the cdtical path thereforc repr€sents a
risk. At îhe veîy least the countermeasùres should include more frequent monito ng to give

early warning ofany problem.
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The planning informaùon prodùced so far shoÌ d be examined for risks. All identilìed nsks
shouÌdbe entered into îlle RiskLog.

Examples of sk that nright be inherent in a plan are:

.  A \ub-conrral  ror might far l  to del iver à needed producr on r ime

. A product to be delivered by a îhird party might be ofpoor quality

. A resource may not peform aî îhe required level

. A specilìc rcsource, on which the plan is dependentj might be removed from the
project

. Extemal events may create a crisis

. The timetable is very tighî and depends on the timely delivery ofseveral products, any
of which mìght be delayed.

11.9 .4  Respons ib i l i t i es

The Project Manager is responsiblc for the analysis and moniîoring ofrisksJ with assistance
from those with Project Assumnce responsibilities.Therc may be risks outside the conúol of
rhe Project Manager.These fall within the responsibilities ofthe Project Board.The Project
Manager should discuss any such risks \i,ith the Proiect Board to ensure that the risks are

being adequately monitored.They shouid aiso discuss dsks wìthTèam Managers and subiect
expeîts.

11.9 .5  ln fo rmat ion  needs

iable 11.6 PL6 infonìîat ion needs

Management lnformatlon

A plann ng information so far

Risk Loq

Explanation

Basis ofthe risk assessment

Any new risksshou d be added to thls

usage

Inpu i

Update

11.9,6 Key criteria

. Arc lhere any dependencies onproducts orother support from external sources that
have notbeen listed as lisks?

. When does the cost of sk avoidance or reduction approach the cost of the dsk if it

. Has a mnge ofmesns ofaddressing each riskbeen considered?

. AÌe dre rìsks so great that they put the viability of the projecî in question?
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fhere are var ious r isk rnanagemenl and ana ysis rnethods and too s avai lab e to assist  ! \ , i th
r hF<c , (nF . r<  Ò f  r hF  n , ^ .F ( (

A ocateto each hlqh risk or cri t icalactivltya resource in wh ch management hasconfidence.

l/ ]onitor the schedu e and qua ity of any externa product to be de ivered on whlch any
actlv t ies in the p an are dependent.

Check items such as holidays and tralning to make sure that they don't have an lrnpact on the
scneou e.

In case of i l lness consider the actions needed for any resource ihat cannot be rep aced. Train
other resources as back up for any crit lca and scarce skl l ls.

The addlt ion of r isk rnanagernent activit ies \4i e ongate the schedule and require extra
resources. Ihe benefit of the protection aqalnst risks is valuab e, but remember to a ow for
the'cosf ofthese activit ies ln the plan.

Where the project ìs part of a programrne, any risks dentiled at prograrnrne level shou d be
examlned for ìnrpact on the project. Where there is an lrnpact, the r isk shou d be added to the
projecfs Rlsk Log. CarefLrl consideration shou d be qiven to whether further prolect specifc
rjsk analysls is required. Sirni larly, any project r lsks shou d be exanlned for prograrnme impact.

I  l .  lu  Lompte l rng  a  r tan  l rL r  t

11 .10 .1  Fundamenta l  p r inc ip les

Aplanìs not simply a diagram.lt is incomplete without certain supportingnarrativc secúons.
A decisionneeds to be made on the format ofthepresentation ofthe planto the Project Board

11.10 .2  Contex t

Having complered the schedule and assessment ofthe dsks satisfactorily, îhe plan, its costs,
the required controls and its supporúng text need to be consolidated.

11.10.3 Process description

Naffatìveneeds to be addedto expÌain the pÌan, any constraints on it, external dependenciesJ
assumptions madej îhe dsks ìdentified and theirrequired countermeasutes. Suggested texts
for a Project Plan and a Stage Plan are given in I}a duct Descripîion out\ines, Appendix A.

The relevant management products shouÌd now be addedto the plan:

Plan narat ive

A plan i \  nor complerel ]  undersrandrble u i rhout text to explain:

Hintsand t ips



what îhe plan covers (for example, a particular stag€, the project, specifrc produ€ts)

The planning approach îaken

The intend€d approach to implement rhe plan (for €xampÌe, the number of stages,

the size of rvork Packages)

How the plan \À.ill be monitored and conîrolled
'V/hat 

management reports will be issued

Any included constaints

Risks contained in the plan and any countermeasures taken

Exîernal dependenci€s

A.sumpùons made. including any planning d.sumpnons

Tolerances to be applied

The quality control methods and resources to be used (Stage andTeam Plans).

Plan controls

Some dsk monitodng events may have been added to the plan but at dlis point there is also a
need to add the creation ofany required management products to the plan becaùse tlese take

time and effort- Examples are Checkpoint Reports in aTeam Plan, and Highlight Reports

and End Stage Reports in a Stage Plan.

The graphical presentation ofîhe plan is normallya Gantî orbar chart. Most computerised
planning and conúol packages provide a îepoît in this format. Such packages aÌso provide a

repoîtoncost and resource requirements, tlpicaÌly in the form ofa spreadsheet.

The maioriry of the matedal for the narrative sections ofthe plan will evolve as the previous

steps in the planning cycte are undertaken. Some of it will already be known because of

adheience to local standards.

Toleîance margins for the plan shouÌd be agreed ìrith the next level of managemenî.

Depending on such factors as size, complexity and sk îhere must be agreement on whaî

amount of deviatìon from planned cost, timescaleJ scope) quality, benefiî and risk tolerances
is to be allowed before the plan is considered to be in exception. Tolerances are discussed

more fully in Cofir"oÀ, Chapter I 6.

The products ofthe planning cycle should be checked for completeness and reasonableness

by people ex?edenced in planning and who know the project subjecl. Amend the plans as

required by the quality check.

The Product Checklist (ifit is ro be used) is now compleîed with the planned staÍ and end

daîes addedùom theplan.

11.10 .4  Respons ib i l i l . i es

The Project Manager is responsible for completing each plan, assisted byTeam Managets

wh€re appropriate, and by Proiect Support staff where available. Those with koject

AssÌ ance responsibìlity may wish îo review the plan(s) and narrative.
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1 i .10 .5  In fo rmat ion  needs

Iable 11.7 PL7 inforrîat ion needs

l \ ,4anagement informatìon

ASSeSSeo p an

Product Check l5t

Comp eted plan for approval

Explanat ion

Basics ofthefnalp anning package

tf  usedj Start  and end dates added to the st

For approva by the Prolect Board

usage

nput

up0are

0utput

11,10 .6  Key  c r i te r ia

o When considedng a suitable level of roleranceJ what level ofconfidenceis there in the
pÌan?

o Has considemtion been given to îhebusiness dsks and constraints when setîing
tolerance levels?

. Has îhe format of the plan's presentation material been agîeed with the Ptoject
Board?

. Will rhe planning tool produce acceptable formats and quaiity forthe presenîation?

Keep pansslrnple. t  is a qood discipl ine to try to keep a I graphica p ans presented to the
Project Board to one sheet of paper. n th s way the p an ls eas y prepared, easiy read and
therefore more ikely to be Lrnderstood. Anything that cannot be disp ayed in thls l^ray shou d
be sumr.ar sed and the detal l  inc uded in a lower evelofplan.Sirnl lary,donotusecompex
syrnbols, or present p ans that requ re education or too much explanation for ihem to be
understood.

t might be worth considering the replacement of the graphica Project P an with the Product
Check lst.

Do not rely on p ctures a one. As far as p anning is concerned, l t  is not necessari y true that 'a
picture paints a thousand wordslA thouqh a Gantt chart can show what is ntended to happen
and then what actua y happened it  does not sho!\, why it  should happen that way or why
somethinq ls different frorn the p an.

The narratjve of a p an describes the thought that went nto l t  the assunptions made in
preparing the plan, and any inherent r lsks.Thls is part icu arly irnportrnt !rhen presentlng plans
for approva . fhe readers are then able to accept both the p ans and the assurnptions and risks
behind thern, and the p afner obtalns inforrned approval rnd commitment to the p ans frorn
senior rnanaqernent.

f the Layout of the report produced by a soft,,\rare package ls not satisfactory, the data can
usual y be transferred io a spreadsheet or qraphical package, where the required presentation
can be constructed.

Hin ts and t ips
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fhe Project l \4anager should discuss a Stage Plan lnforrnally with the Project Board and any
Project Assu ra n ce personne appointed by the Project Board before formaly presenting it for
approval.

The presentation of the plan shou d be appropriate for the audience. n some circLrmstances
It may be necessary to break down lnto further detall areas of a plan for the use of teams or
lndividuals.

Be wary of produclnq an over-cornplex p an contain ng lots of detal l  that might be better
suppLied n naratve form. A confusing or too detaied plan may'swltch off the r€ader

It he ps l f  assumptions are consistent across al l  the projects of a programme,
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I N T R O D U C T I O N  T O  T H E  P R I N C E 2
C O M P O N E N T S

As shown in Figure 12.1, PRINCE2 has a number of components that are used by the

o Business Case

o Organisation

o Plans

o Controls

. Management ofrisk

. Quality in a project €nvironment

. Configuationmanagement

. Change control.

The following chapters ofthe manual er,?laiÍ the philosophy ofthese components and how
they should be used.

There arc also hints and tips on using and tailoring the components to suit vaîious situadons
and t pes ofprcjecî.

Figure 12.1 The PRINCE2 template
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13
B U S I N E S S  C A S E

Figure 13.1 The Business Case

This chapter outlines an appîoach to rhe development of a project's Business Case.
PRINCE2'S key philosophy is îhaî its Bùsiness Case must drive the pro,ect. If a sarisfactory
Bùsiness Case does not exist, a project should not be sraÍed. If a Business Case is valìd at the
start ofa proiect, but îhis juslification disappeam onc€ îhe project is under way, the prcject
should be stopp€d. The focus of the Business Case should be on the rrrdàty of business
change, not just one element of it for €xample, the cosî of buying new equipmenî shouÌd
take into account the impact on p€rsonnel, training, changed procedrùes, accommodatìon
changesj operational costs, r€lationships wirh úe public, etc.

InPRINCE2)the Business Caseìs developed at the beginning ofth€ project and mainîained
îhroughout the life ofth€ project) being reviewed by úe Project Board aî each key decision
point, such as end stage assessments.

13.1 What is  a Business Case?

The Business Caseis a description ofthereasons for the ptoject and th€ justificarion
forundefiaking the ptoject, based on rhe estimared costs ofthe projectj the sks and
the expected business beneúts and savings

The Business Case cove6 th€ entire scope ofchange toth€ bùsiness rhat is afiecîed by
theDroiect
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The Business Case is themost important set ofinformation for rhe projecr.It ddves
the decision-making processes and is used continuallyto alignthe projecCs progress

tothebusiness objectiveybenelìts that are defined within the Business Case

Business Cases need to be developed according to any organisational standards thaî
might exist and the nature ofîhe project. Some Business Cases will require sigDificant
effort in îheir development and approval becaùse the project will have amajorimpact
onthe oryanisation. Orhers will require less effort and involvement as rheproiecris
self-contained andhasminimal impacton odrerparts ofthe organisation.Also, the
level ofinvestment required will inluence the rigour wiîh which the Business Case is
deveÌoped.

13.2 What should a Business Case contain?

There are many diferent Business Case formats. Each Business Case should contain
suffrcient management information such that it can be used effectively throughout dÌe
project.The BÌrsiness Case in PRINCE2 is supported by other documentation such as iie
fusk Log.As a minimum in PRINCE2, the Business Case should contain information under
the following headings.These are îlle ones that appear under 'composition' in the Business
Case Product Description outline ìnAppendixA.

13.2 .1  Reasons

This section provides an explanation ofdre reasons why dre project outcome is needed.This
information should be in the Project Mandate. If notJ the area needs turther investigadon
d]|flir].g Staîî;ne úp a Pnjett (SU) and the rationale for the projecî esîablished.

'13.2.2 0ptions

This section shoùld descdbe in oudine îhe various opîions thaî have been considered to
deliver the reqldred outcome. The chosen option should be indicated, together with a
surìlmary of tl'ìe reasons why, This information provides assurance that alternatives were
considered. 'Do nothing' should always be the starring option to act as a comparison for the

13.2.3 Benefits expected

This section should idendry each benefit that is claimed would be achieved by the project's
outcome. Each one should be described clearly in measurable terms.Iî is important to define
the current status of each benefit in quantifiable terms so îhat measurable ìmprovements can
be assessed after the project has been compieted. Consideration should be given to defining
how and when îhe measurement of improvement can be made. The Executive has the
responsibiliry for deflning benefrts.

A'negative'way ofassessing benefits may be usetul as part of the overall justificatìon for the
project. This describes what will happen ifthe project is nor done for example, the loss of
maîket share, large maintenancc costs, heaw legal penalties for non-compliance wiîh new
iaws.
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13.2.4 Risks
'lllìis s€ction contains a summary olthe keyrisks facing rhe pro,ect that, iftheyhappen, would
seriously affect delivery of the outcome. Details of how these ísks will be managed are
contained in the Risk Log.

13.2.5 Cost and timescale

This information comes from rhe Project Plan. Ifthe Projecî Plan is not yet compl€ted, it may
be necessary îo oudine the proiect's cosîs and timescales in the Business Case and refrne
th€m wh€n the Project Plan is compleîed.

' l  3.2.6 Investment appraisal

This ilÌusúates the balance between the developmenîJ operational, maintenance and suppot
costs against the financiaÌ value of the benefits over a period of time. This pedod may be a
fxed number ofyeaÌs or the usetul lif€ ofthe product.

The baselìne for investment appmisal is the 'do norhing' oprion, i.e. whar will rhe picture of
costs and benefits be if the proje€t is not ìrndertaken? This is compared to îhe picture

expected ftom compledng the proiecr.

wherever possible, benefrts shouÌd be expressed in tangible wa]'s.To starî with, îhe customer,
user or Executive may deine many benefits as intangible, for example, 'happier staf'. Iî is
worth making the effort to think carefully about intangible benefits to se€ if îhey can be
expressed in more tangible ways. In diis exampleJ 'happier staff' may tanslate into less staff
turnoveî and/or less time of for stess-rclated problems, Both ofthese can be converted into
a I ikely monelary.avjng.

13.2.7 Evaluation

There are many \i'a''s to e\,€luate the claimed benefits and investment appmisal. For example,
sensitivity analysis €an be used to d€termin€ whedrer the Bùsiness Case is heavily dependent
on a pafticular benefit. If it is, this may affect project planning, monitoring and conúol
activities, and sk management, as steps rÀ'ould need to be taken to protect that ben€frt.

A.nother example is to defrne thee views ofîh€ achievement ofîhe benefits, i.e. what are we
really expecting, what might we achieve if things went \rell, what might be the worsî-case
scenario?The latteî might be atrecîed by building into the costs an allowance for esomaring
ina€curacies) tolemnces and risks.This technique is someîimes referred to as GAP analysis
(good, average, poor). GAP analysis usually reveaÌs ifbenefit expectations ale reasonable or
are rcally over-optimistic. The result ofthis analysis can lead to revision ofthe d€cisìon to go

ahead rrith the projecî,'"rhich in turn would form a basis for setùng any benefit tolefance.

13.3 Developing a Business Case

!
, ]

||

The Execùtive is the 'owner' ofthe project'sBusiness Case.It is the Exeautive's
responsibiÌity to ensure the project's objectives, costs, benefits, eîc, are correctly
aligned with th€ business sbategy or programme objectives

1 9 9



8US NESSCASE

The Executive may delegate the development ofîhe Business Case to îhe Projecr
Manager. Howevcr, the daraupon whìch the case !\'ill be developedwillbc largely
providedbythe busìness and responsibility for an accurate and effective Business
Case remains wiîh îhe Executive. On large projccts, the Business Case may require a
small team ofexperts to develop the conîents. On small projects, the Business Case
may only require onc person to develop îhe information

During start-up, the information from the Project Mandate is used to develop rhe
information required for îhe Business Case.Where the project is parî ofa programmej
much ofthe required information shoùld be available within programmelevel
docum<nrdrion. Proiects operar ing wirhin a programme cn\ i ronment may not in
themselves deliverbusiness benefits.They may be required to deliverproducrs thar
are prerequisites for other projects. The Business Case should reflect rhis

During initiarion, the Br.rsiness Caseisupdated to provide more detailed information
on the beneflts, risks, options and costs.The Project Plan, once completed, gives a
much clearcrview ofrisks and costs.This information is usedto refinethe invesimenr
appraisal or GAP analysis.The detailed information on risks is kept in îhe Risk I-og
lbr formal monitoring during îhe projecr

Formal approval ofthe Business Caseisrequired from îhe Executive to ensure there
is senior management commitment to dle project. This approval is parr ofrheformal
revie\r done at the end of Initìatíng a Project (IP)

Dudngeach stage ofthe project, the Business Case is reviewed to confirm îhat rhe
project remaìns on track and to check that îhe Business Case remains valid withinthe
business context, The Business Case requires formal confrgutation management to
ensure any chang€s to rlÌeproject's environment are accunteÌy reflected and
approved before revising the Business Case.The Busìness Case remains a'live'
document during îhe project and all decisions regarding project progress arc made
using the Business Case as the'driver'

The project's Business Caseprovides aÌl stakeholders with basic information about
the proiect.The Communication Plan for the projecr should cover how and when the
Business Case information is to be communicatedto stakeholders andhowtheycan
provide feedbackand raise issues concerning île Business Case

At project closure, the Business Case is usedto confum that the project has delivered
the reqùired prcducts and that the benefiîs expected can be realised in an appropriare
time frame by úe business.The Business Caseprovides the basis for rhe Post-Project
Review Plan; ensuring that the laterassessment ofwhetherthe outcome was
successîul or not is firmly linked to rhe Business Case.

13.4 Development oath of the Business Case

The Proiecr Mindate.hould contarn.ùm< ba. ic elemenrs of ùe Busine.s Ca.e. Ar rhis poinr
ihere may only be some reasons why a solution is being soughr. If rhe projecr is part of a
progamme, the Project Mandate may be just a pointerto rhe programme's Business Case.If
the project were p.eceded by a feasibility sludy or someîhing similar, the Project Mandate
would contain a copy of lhe Business Case for the preferred option.
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Depending on how much ìnformarion there was in the Proiect Mandate's Business Case,
Prepating a PmjeLî Br]lef (SU4) might be required to bring it up to a basic levelj comaining
sùfficienr justifrcation forthe Project Board's .4?l îhari:ing I iîiation (DPl).

Rertnine the Bùsiness Cdre ard Rr.sÀs (IP3) is the sub process that tully develops the Business
Case as part ofthe Projecî lnitiation Document. It now contains îhe latesr informarion on rhe
costs and lime to develop the product, taken from îhe Project Plan.Ifnor done bcfore, this is
also where all benefits wìll be defined (or rcvised) and, wherever possible, pul iffo
measurable terms.Thisis needed for the ProjecrBoaîd's Autharising a Prajec, (DP2) and also
in readiness for the post-project revie$.

In Updaîíng a Pmject BmlJ?e$ Cdse (SB3) úe Business Case is revised for each End Stage
Report with information from the stage that is closing and îhe next stage's plan.This revrslon
is a major input to the Proiect Board in its decìsion 1n Authoîising a Stage or Er.eption Plan
rDP3).

As pàrr oî Exlnining Projed lssres (C 54) each Project Issue is reviewed for any impacî îhat ir
might have on rhe Business Case.

At the end ofaprojectrhe Business Case provides the agenda for much ofîhe creation of úe
Post-Project Revicw Plan, submitted by the Proiect Manager as parr of ldentfuing Follow-on
Actions (CPà .

t  can be useful to hold a stakeho der workshop to help clar fy the buslness objectives and
irnpactoftheproject.Capturinginp|tfromstakeholderstolnforrìrtheBuslnessCasewil help
ach eve qreater comraitment to the project.

fhought shou d be qiven to baselining benefit  rneasures before the project is imp emented so
that subsequent rneasures can be cornpared to demonslate that the project has delivered
brnefit(s).

and t ips
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Figure 14.1 organisation in the PRINCE2 template

14.1 Overview

The PRINCE2 project managem€nt stflrcture is based ona customer/supplier environment.
The stucture assùmes that there will be a customer who will specify the desired ouîcome,
make use of the outcome and probably pay for the project and a (prime) supplier who will
provide t}leresources and skills îo create that ouîcome.This assumption has a bearing on how
the proiect is organised.

The customerand suppliermaybeparî ofthe same corporat€ body or maybe independent of
one anotìer,

Establishing an effective organisational structure for the project is crÌrcial to its success. Every
project provides these elem€nts and is sufficiently flexible to be mapped to any environment.

A project needs a differenî organisational structure from line management. It needs to be
more flexible and is likely to require a broad base ofskills for a comparatively short period of
time. A project ìs normally cross functionaL an involved partnership.

The project organisation may combin€ people who are working f,rll time on the project with
others who have to divide their time between rhe projecr and orher duries. The Proiecr
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Manager may have direct management control over some of the project staffJ but may also
have to direct sîaffwho report to anoîher management structure,

The management stîùcture ofthose with a problem to be solved will very often be different
liom îhat of those providing the solution. They will have differenî prionties and different
intercsts to protect) bùt in some way they must b€ united in the coÍìmon aims ofthe proiect.

The management level that will make the decisions and the commitments on behalf of their
interesîs maybe too busy to be involved on a day-to-day basis with the project. But proiects

need day-to-day managemenî ifîhey are to be successful,

14.1.1 Four layers

PRINCE2 separares rhe management of the project from the work required to develop the
products and concentîates on the former.

A fundamental principle is îhat the project management súucture has foul layers, ilhrstrated
in Figure 14.2. u hich underuke:

o Corporate or programme management

. Direction of the project (Project Board)

. Day-to-daymanagement ofîhe proiect (Project Manager)

. Team management and prodlrct delivery (Team Managers).

The fust ofîhese instigaîes aproiect and defines overall consúaints.The project management
teamr which comprises the other îhree layers, manages and implements îhe proiect.

Figure 14.2 The four layers of management

14.1.2 Project management sLructure

PRNCE2 provides a structure for a pmject management team that supports:

. Roles for decision make$

. Management by exceptlon for the decision maken

o Full- or part-time project management

o Conrrolled delegation ofsome day-to-day management responsibiÌìîies, where
requhed, toTeam Managers
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Roles for the independent inspection of all aspects ofproject pedormancc

Administrarive supportJas required, toîhe Proiect Manager andTeam Managers

Agreement by all concerned on what the various roles and responsibilities arc

Lincs ofcommunication between the project management team members.

The PRINCE2 project management structure (see Figure 14.3) consists of roles and
responsibilities that brìng togeîller the various interests and skills involved in and required

by the projecr- For the project to be successfuÌ, it is important to delìne these roles at the

Aprojectmanagement structu.e is a temporarystructure specilìcally dcsigned to manage the
project to its successful conclusion ro meet the requirements defined in îhe Pîoject Brief. The

structure allows for channels ofcommunication to decìsion-making f-orums and should bc
backed up by job descriptions that speci8' the responsibilities, goals, limits of authority,
relatìonships, skilÌs, knorvledge and experience reqùired for all roles in the project

Corporate or progmmme managenent

l '

' - - - - t - -

fl]]]] r.o't""u,to.",

I r,or t'. ',wri.,(n
- - - Asumnce responsibility

- - - - - - - - .  L ines of  guidance/advìce

- Lines of authodty

Figure 14.3 Project rnanagement structure

AlÌ the roles setouîinFigure 14.3 have an accompanying mle description.

In order îo be flexible and meet the needs of different environments and different project

sizes, PRINCE2 does not define managementJbós to be allocated on a one-to-one basis ro
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people. PRINCE2 de6nes roles, which might be allocated, shared, divided or combined
according to îhe project's needs.Associated widr this is îhe conc€pt îhat some responsibilities
for a role can be moved to anorlìer role or delegated, but they should not be dropped. Ifa
responsibility is dropped,the risks ofdoingso must be addressed.

Some of the PRINCE2 roles cannot be shared or delegated if they are îo be undertaken
efectively. The Project Manager role cannot be shared, neit1ler can îìe Proiect Manager or
Pîojecî Board decision-makiîgroles be delegaîed.rJú&ere individuals have been appointed to
Project Assumnce roles (s€e se€tion 14.2.4) by the Project Boaîd, the Project Board still
rerains accountability for tlese assurance action:.

Coryomte cultues ditrer; PRINCE2 can be used whatever îh€ clrlture or corponte
orsansauon suucRue.

Coftractualand cor.mercjal arrangements wil  often inf luence the ideal project management
of9anrSat on.

The project organlsation sfucture shou d lnclude l inks with the rìrore permanent, functional
or Jine management structures wìthin both the customer and supp ler communit les.

14.1.3 Three project interests

Figue 14.4 represents the structure and composition ofthe Project Board.Three interests
must be rcpresenîed on the Project Board at all times.

Figure 14.4 The three project interests

Business

The product(s) of the projecî should meet abusiness need.Theproject should give value for
money,There should, îherefore, be representaîion ftom the business vie\rpojnt to ensure îlìat
îlìese tlvo prerequisiîes exist before commiùnent to the pîoject is made and remain in
existence thoughout the project. PRINCE2 makes a distinctioÍ betlveen the bùsiness
interests and thè requhements ofthose who will use the final product(s).The Execuîive îole
is defined ro look after rhe busines\ interests \represenring tÌìe cu:tomer).

Hintsandtips
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user

There wiÌì be aD indìvidual) group orgroups for $'hom some or all ofthe followingwill apply:

r  Thel wi l l  use the tualproduct

. The product will achieve an objective for them

. TheywilÌ use the end r€sult to deliverbenefits

. Theywill be impacted bythe project outcome.

The user presence is needed ro specify rhe desired ouîcome and ensure that îhe project
delivers it. User management should therefore be represented on île Proje€t Board.They will
typically form part ofthe cuclomer represenrarion.

Suppl ier

The creation of the end product will need resources \i'iîh ceÍain skills. Representatron is
needed from îhe suppÌier who wìllprovide the necessary skills.The project may need to use
boîh in-house and external supplierteamsto construct tÌle final outcome.

1 4.1.4 The customer/supplier environment

PRINCE2 is defned in terms of a customeísupplier environment. There are many
combinations ofcustomer and supplier îhat may affect the organisation and control ofîhe
project, including:

. A customer with an in-house 'supplier'. Even here they may have separate budg€ts
and tlìerefore need separaîe 'Business Cases'

a Projects sponsoredby a single customer versus those supporting multiple €ustome$

. Thoseproiects úat are supplied by a single souîceversus those with muÌtiple
suppliers

. Situations that involve a coÍsortium ofequal custome^ and-/or sùppliels versus îlìose
îhat involve a 'legal' hierarchy ofeidìer:

r projecîs supplied by an in-house soùrce (part of the parent organisarion)

. those with a mixture ofin-house and external suppliers.

Theprojecî's direction set by the Project Board must reflect the agreements and decisions of
the three interests as defined in secrion 14.1.3. ft may be dimcdî in certain business
environrnents to contemplate having the slrpplier represeÍted on the Project Board) but dÌere
must be a common plaform for decisìons ùat affect all parties.The Senior Supplier role is
needed iftlìe Project Boardis to enable tull decisionmaking.

Aî times there may be questions of confidentiality or conflicts of interest. The customer
reprcsentatives on îhe Proiect Board may not wish to discùss everyrhing in ftonî of the
supplier and vice vema. There is nothing to prevent either parry having private meerings to
make internal decisions and/ordiscuss theirposition before meeting wiîh the otherparty.The
main objectives are full communication and agreed decisions by all three parti€sJ and the
Project Board composiîion including îhe Senior Supplieris a powerful aid îo achieving these.
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Ifthere are problems in identitnng an external contractor who could take the role of Senior
Supplier (foî example, the project involves purchasing and îhe supplier has not yet been
identìfied) îlle customer's purchasing manager or contracts manager could take on the role.
'Whoever 

is in the Senior Supplier role must have the apprcpriat€ auîhority to deploy supplìer

In customer/supplier situations there \i\.i11 alwa,'s b€ two Business Cases: îlìe customer's and
the supplier's. Unless othenvise stated, in this manual ally references to the Business Case
mean the customer's Business Case.

14.2 The PRINCE2 project management team

The following is a summary ofthe prcject management team. A full description ofeachrole
]s provided 1ù I-'ruject management tzam rcles, Apperóix B.

14.2.1 Project Board

The Proj€ct Board represents at managedal level ihe business, user and supplier inteîests of
the project.The Project Board m€mbers must have authodty because îhey are îhe decision
make$ and responsible for the com]lliùnent ofresources to îh€ proiect, such as perconnel,

cash and equipment.

The level ofmanager required to frll the roles will depend on such fa€tors as the budget, scope
and importance ofthe proiect.This \adl often result in people in senior management positions

sitting on Project Boards. Theil Pmjecî Board rcsponsibilities will be in addition to their
normal work, which makes it impoitant úat PRINCE2 ofiers them 'managemenî by
exception'r keeping dìem regularly informed bìrt only asking for joint decision making at key
points in îh€ proje€t.

The Project Board consists ofthreeroles:

. Executive

. Senior User

a òenloÌ ùuppttef.

These roles should ideally be assigned to individuals who can stay with the proiect

throughout its life.

The Project Board is appointed by corporate or progmmme management to provide overall
dfuecîioî and managemenî ofîhe project.The Pîojecî Board is accountable for the success of
îhe project and has responsibility and authority for îhe project ivithin the insúucrions
(initialy contained in îhe Project Mandat€) set by corporate oî programme management.

The Projecî Board approves all major plans and authorises any major deviation from agreed
Stage Ptans. It is îìe authority that signs offthe compleîion ofeach stage as well as auîhorising
the start of iùe next stage. It ensures that requbed r€sources are coÍìmitted and arbiîrates on
any conflicts within the project or negotrates a solution to any problems between d1e project

and any parties beyond the scope ofîhe prcject. In addition, it approves the appointment and
responsibilities of the Project Manager.
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The Project Board is responsible for ensudng îhat the project remains on cou$e ro deliver
products of the required qualú to meet the Business Case defined in the Proje€r Inìriation
Docum€nL A€cording to the size, complexity and îisk ofthe proje€r, rhe hoject Board may
decide to appoint specific additional resources to som€ or all ofîhe ProjectAssurance roles.If
no addiîional resources are appointed, assurance remains the responsibiliry of rhe Proiect
Board members. PîojectAssuran€e is discussed in secrion 14.2.4.

The Project Board is îhe projecî's 'voice' to th€ outside world and is responsible for any
publicity or other dissemination ofinformaîion about the projecr.

The Proiect Board is not a defirocracy controlled by votes. The Executive is the key
decision maker because he/she is ultitîately responsible to the business. He/she is
supported by the Senior User and Serdor Supplier.

Executive

The Executive is ultimately accountable fot the pîojecL supported by th€ Senior User and
Senior Sùpplier.The Executive is responsible for the following key aspects ofthe project:

Deve opment and cont inuat jon ofthe project Buslness Case

Overseeing the development of a viable Business Case is part of ensuring rhaî rhe aims of the
planned change continue to be aligned with the business and establishing a fum basis for the
project during iîs initiation and definition. The Executive should be rcsponsible for securiîg
the necessary irivestment for the business change.

The Executive has the responsibility throughout the projecr to ensure îhaî îhe business
benefrts will be achi€ved.

Project organlsat lon structLrre and plars

The Executive eNures îhat there is a coherenî organisation stîuctìúe and logì€al ptan(s) . This
will involve being actively engaged with the work ofproject initiation.

V o r l o r i r q a r o ( o '  I o  o  p r o g  e . .

Monitoring and conúolÌing the pro$ess of the business change ar a srmregic le\,.eI (at an
operational level this is the responsibility ofthe Project Managet). The Project Madager is
responsible for regular repofis (Highlight Reports) ro îhe Execuîive (and oîher Proiect Board
members) on progress of the business change. There will be inevitable Prcject Issues that
adse, reqÌridng the Executive's advice, decision making and communication \\rith senior
stakeholders,

Problem referra

Refering seîious pîoblems upwards to top management as necessary, in a timely manrrer.
Regular consultation will be required between rhose deliveriflg rh€ change and its
stakeholde$ and sponsors. The Execurive is responsible for ensuring.the communication
process€s are effective and linkages ar€ maintained bebveen the proiecr and rhe
organisation's straîegic diîection.
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Forrìralc osure

FormaÌly closingúe project and ensuing that îhe lessons learned are documented. Closure

requires formal sign-offby the Executive that îhe aims and objectives have been met 3nd Îhat

lessons learned are documelted and disseminated. Some benefits may aheady be delivercd.

However, the activities at closr.ue include the planning of the post_proiecî review when the

entire benelìts realisation process willbe assessed.

Post pro.ject review

Ensudng that the post-project review takes place, ivhich has úe purpose offinding out ìfthe

benefits, as stated in the Business Case, have been realised The Executive is responsible for

commissioning and chaiîing úese reviews and ensudng that the relevant pe$onnel are

consulted and involved in the revie\r process.The output ìs forwarded to the approprjate

stakeholders.

Senior lJser

The Senior Useris accountable for any products supplied by the user(s), such as makiDg surc

lhat requirements have been cÌeaÙ and comptetely defined and that what is produced is fit

for its purpose, as well as for monitodng that îhe solution\till meet user needs

The role represents the ìnterests of al1 those who will use the final product(s) of the

prcject, those for whom the product will achieve an objectiveJ those who will us€ the

product to deliver benefits or those who will be affected by the pîoject.The Senior User role

is responsible for:

a Providing user resources

. Ensudng that the project produces products that meet user reqùirements

o Ensudng that the products provide the expected uselbenefits

The SeniorUserrole may reqùire more than onepeîson to cover all the userinterests For tle

sake of effectiveness, the role should not be spiit between too many pe ople�.'fl'e Hints and ips

section gives guidance on solutions to the problem of too many contenders for the Senìor

Userrole.

Senior Suppl ier

The Senior SuppÌier needs to achieve the îesults required by îhe Senior User. The Senior

Supplieris accountable foî the quality ofall products delivered by îhe supplier(s). Part ofthis

role ìs to ensure that proposals for designing and developing the producîs are realistic.The

Senior Supplier aims îo achieve tlÌe results required by the Senior User within the cost and

time paramete$ for which îhe Execùtive is accountable.The role represents the interests of

those designing, developing, facilitatingJ procu ng and imptementing The Senior Supplier

role must have îhe aùthority to commit oracquirethe required supplier resor:llces. The Senior

Supplier has responsibility for the supplier's Business Case. In some environnenÎs Îhe

customer might share design aÌrthodty for specialist solutions, or have a major say in it, along

with the suppliers.

The Senior Supplier role may require mote than one person îo cover a1l the supplierinterests.

OÈGANISAIION
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For the sake ofeffecriveness, the role should not be split between too many people.The I*rrs
dad t?ps section gives guidance on solutions to the problem ofroo many conrende.s for îlLìe
Senior SuDDlier role.

Project Board rnembersare norma yverybusyoutsdetheproject.Thereisadanqerin arger
projects that i f they don't appoint peop e to the Projectfusurance ro es, the Project Assurance
respÒnsibi l t ies wi not get done.lf the Project Assurance ro es are not asslgned, Project Board
rner.bers nustseriousyconslder h ow the wo rk assoclated with these responsibi l t ies wi get
done, when they wil lnd the t irne afd how well those responslbl i t ies wil l  be carried out.

Ro es may be combined but never el iminated.

t s advlsable to avold comb nlng the ro es of Senior LJser and Senior Srrpp ier l f  there would
be a potentia confict of interest. .

Project Boards are the major decision makers. l t  is lrnportant that the buslness, user and
supplier are represented, because they a I need to rnake commltments to the project.

Note:Custorner special ists may also be lnvolved in sett ing theapproach and directiof ofthe
project, especla y in cases where the project is part ofa prograrnme.

Both the customer and the supplier may wlsh to appoint thelr own Project AssuTance Toles.
In part icu ar, the customer rnayfee the need for assurance aboutthe speclal istaspects ofthe
project, independent of the supplier
' fhe 

Senior Supp ler rnay w sh to appoint a business assurance ro e to rnon tor the sLrpp jer 's

Business Case.

A arge Project Board can become unw e dy and inhlblt the declslon-making process. f there
are too many candidates for a Project Board role they shou d be encouraged to appoint a
spokesperson to cary out that role. In part lcular, l f  there are too rnany wanting to share the
Senior LJser role, a user cornrnittee can be formed with a chairperson. fhe chairperson
represents thern as Senior User, reports back to the comrn ttee and takes dlrection from it
before Project Board nreetings.

fhe invo vernent of mu t ip e supp ers rnay necessitate more than a sing e Sen or Supplier
representatlve on the Project Board. Alternatively, i f there are many suppliers wlshing to share
ths role, consideration shoud be given to forming a supplier forum,rith a nominated
chairperson to represent them on the Project Board.

Supp iersshou d not be ln a pos t lon to overwhe m the buslness/user representatives by sheer
we ght of numbers.

other interests can be invlted to attend Project Board meetings to provlde advice, etc. but not
to iake part ln the declslon nìak ng.

A I Project Board members need training n Project Board procedures and responsibi l t ies.

Where the project ls one of a str ing, a decision is needed on who the user is. ls l t  an end user
or ls l i  the next project in thestring?

Hint!  and t ips
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Don't confuse the neeri for an organ sation to manage the project with the need for a

communication vehic e.

Project Board members shou d s gn up to their aqreed ro es and responsibi l i t  es before taking

tne Joo on.

fhe author ty leve s feqLrlred of Prolect Board rnernbers sho! d rnatch the needs of a project.

WheretheprojectspartofaprogranrrnethepfogrammeappointstheProiectBoardExecutve
and has the optlon of appointlng the other Project Board members. Alternatively the Project
Board Executive rnry be asked to select the other Proiect Board rnembers Where the atter s

the case, the advlce and approva of the programme should be sought

There may sornetlmes be a ackofconfdence betl leen a programmeand its projects lnorder

to ensLrre that a project that fornrs part of a prograrnrne rnajntr ns the focus requlred to fUlf

the programme objectives i t  wil  often be appropriate to have programme representatlon on

the Project Board. fhis nay be done elther by appointlnq a proqramme representat ve nto a

Project Board role or by having a representative of prograr.me management attend the Project
Board rneetings without tak ng a formalproject ro e. n such cases projeci declslonsthat have

a prograrnrne lmpact can be made more qulckly. fhe prograrnme representative ls more l ikely

to be ab e to make a dec slon on the spot, rather than the proiect havlnq to wa t unti the
programrne's managers are consulted. fhls should ead to a feduct on ln de ays ot rework
"  eo o,  I  a / inq -o I "  fo  L . r 'a  d" '  o1s

1 4.2,2 Project lManager

PRINCE2 provides for a single focus for day-to day managemenî ofthe projectJ nameÌy the

Prcject Manager, who has well-defined responsìbiÌities and accountability. Figure 14.5 gives

an idea of îhe many facets to the roÌe of Project Manager. The Project Manager needs à

proiect organisation structurc î]lat will take responsibility for or provide sùpporr in

addressingthese facets andprovide supportin performingsome ofthe otheriacets-

The Project Manager is given the authority to run the project on a day-to day basis on behalf

ofthe Proiect Board within the constraints laid down by the board.

The Pro,ect Manager's prime responsibility is lo ensure lhat the projecî produces the

required products, to the required standard of quality and within the specified consúajnÎs of

rime and cost.The Project Manager is also responsible for îhe project delivedng an ouÎcome

that is capable of achieving the benefits defined in the Projed Initiation DocumenÎ

The Project Manager is responsible for the work of all the PRINCE2 processcs except

Direcîine a hoject (DP) and îhe pre-proiect process Apqoi.nting an Executbe and a Proiect

Manaeer (SUl). The Project Manager would deÌegate responsibility for the process

Managírc lioduú Detíxery (MP) to the Tèam Manryer(s) ìn projecis using this role The

Project Managcr manages the Team Managers and Project Support and ìs responsible for

liaison wìth Pîojcct Assurance and the Project Board.

In a customer/supplier envitonment the Projcct Manager will normaÌìy come from the

customer organisatloq but there willbe projects where the Project Manager comes from the

suppiier. In this case, îhe customer may aPpoìnt a 'project dìrector' or 'controÌler' to be its

day-to-day liaison \\'ith the Project Manager.

ORGAN SATLON
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5lr:tegy Fundinq

Ouality

Produci ve6us projeci needs

Figure 14.5 Ihe many facets of the Project f\,4anager role

I t  may be benefic al to emp oy high qua ity peop e part t ime rather than esser quali ty peop e
fu tlrne.

It is lmportant to rernember that th s manual assurnes that the Prolect N/lanager wil  be from
the custorner orqanlsation. l t  is poss b e that the Project fvlanaqer rnay be from the supp ie'
in such cases the custorner/supplier interface moves from Project i\/lanager/Team lvlanager to
Project Board/Project [/]anager.

Where the Project [ / ]anaqer does not have dlrect authority over personnel required to hrork
on the project i t lsessentia thattheagreementoftheappropriatemanaqe15isobtalnediand
maintalned throughout the project) for the corìrmitrnent of their personne .

Renember that the Project N,4ana9er's role s to nranage the work, not to do it .

lhe Project l \ / lanager nìustavold becoming lnvolved in low eveldetai totheextentthatslqht
ls ost of the 'big picture', that is, what is going on in every part of the project.

Different Project lvlanager attributes are needed for d fferent types of project.

n tal lorlnq the Project N/lanager and leam fvlanager ro es in a custorner/supp ier envlronrnent,
consideration must be qiven to whether t jsacceptableforcustomerresourcestobernanaged
by a supp ier or supp ler resources to be rnanaged by the custorner representative. f  such a
situation is permitted, the division of management responslbl l i t ies for hurìran resource
manaqernent shou d be rnade c ear for examp e, appraisa s, promotlon and train ng.

14.2.3 Team lvlanager

The use ofa separate penon in this roÌe is optional.The Projecî Manager may find drat lt is
beneficial to deiegate îhe auîhority and responsibility for planning the creatìon of certain
prcducts and managing a team of specialists ro produce those products. There are many

Hintsand t ips
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reasons why dre Project Manager may decide to employ a difrerenÎ person in this role Among

îhese ar€ îhe size ofthe proj€ct, îhe particular specialisî skills or knowledge need€d for ceÍain

products, geographical location of some team membels and Îlìe preferences ofthe PÎoject

Board.

TheTeam Manager's prime responsibility is to ensure production ofîhose produ€ts defrned

by the Prcject Manageî îo an approp ate quality in a timescale and at a cost acceptabl€ to the

Projecî Board.TheTeam Manager reports to and takes diîection ftom the Project Manageî.

In addition, the Tèam Manager is likely to have a reporting liîe to the Senior Supplier. It ìs

viral that any such links are understood and documented to avoid conflicts ofinterest and any

undermining ofthe Proiect MaÍageî's autho ty.

The use ofthis îole should be discussed by the Pîoject Manager wiîh the Project Board and,

if the rote is required, planned as part of Desrk%ing a heject ManagementTèam (SU2) ot îor

each srage aspart ofP/a n ing a Stage (SBI\.

14.2.4 Project Assurance

The use of one or more separate persons in this role is oprional. The Project Board may find

thaî it is beneficial to delegate the authority and responsibiliry for Project Assurance to others

as the Project Board members do not work full time on the ptoiect and therefoîe place a great

deal of reliance on îhe Pîoject Manager. Although they receive regular repofts from Îlìe

Proiect Manager, there may always be questions at the back oftheir minds: 'Are things really

going as well as we are being told?', 'A.re any problems being hidden from us?','Is the solution

going to be what ive want?', 'Are we suddenly going to find that the project is ov€r budget or

late?','Is the Business Case intact?','$ ill the intended benefits b€ realised?'The supplier

and/oî customer may have a quality assuîance fi]nction charged with Îhe responsibility to

check thaî all projects are adhedng to theìr quality management system.

All of these points mean that there is a need in the proiect organisadon for monjtoring all

aspects of the project's performance and ploducts independently of the Project Manager'

This is the îole of Project Assurance.

Each member olthe Proiect Board is responsible for appointing one or moîe peîsons into the

Project Assurance role aligned rvith their area of concern businessJ user or sùpplier' Th€

Project Board may also appoint other members of the organisaîion to take a specific role

within Project Assurance) such as an otganisation's quality managel to monitor the quality

aspects of the project. Other stakeholde$ with a special interest in the project may be

appoinîed to take part or all of a Proj€ct Assumnce role by îhe Project Boaîd.

It is not enough to believe that standards will be adheled îo Iî is not enough to ensur€ that the

proiect is well set up and justified at the outset. All these possibilities need to be checked

throughout the proiect as part ofensuring that iî remains consistent with and continues to

meet a business need and that no change to the external eN'rronment aflects the wlidity of

îhe proiect.

PRINCE2 identifies these Project Assurance functions by aligning them to each Proiect

Board member's role. All appointments to the Project Assurance function must be

independent of the Prcject Manager. Any appoinîed Prcject Assurance roles assuîe the

Droiect onbehalfofone or more memberc of îìe Projecî Board.
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The m€mbers of the koj€ct Board are responsible for the Project Assuance appoinEnents
and may choose to take some ofthe rcsponsibilities themselves.Where responsibilities are
shared it must be clear who is to do ìrhaî.The person or people filling a Project Assulance role
may be changed during the proiect aî dre request ofthe Projecî Board. Use of oîheî persorìnel

to take on Project AssuEnce responsibilities should be desigDed dullîg Designing a f'roject
ManagementTeam (SU2); otherwise resource usage and costs for Proiect Assumnce could
easily get out ofcontrol. Anyone appointed to a Project Assulance role reports to the Proiect
Board member(s) responsible for the appointment.

Since Project Assurance has to be independent of rhe Proiect Manager the Project Board
cannoî assign any Prcjecî Assurance roles to the Projecî Manager,

Project Assurance involvement in the processes

Project Assuîance has a role îo play in most of the sub-processes. The list below gives

examples ofProjectAssirrance work in a projecr:

. heparing a ProjectBlriy'(Su4) - Review the otltline Business Case (Executive's

ProjectAssurance) and the fust entries in the Risk I-og

. Dertnine bojectApprodc, (SU5) Checking that th€ ProiectApproach is tecbnically
correct (Senior Supplier's Project Assurance) and in line with corporate or
programme strategy (Executive's ProjectAssurance)

. Planning an Initiaab" Stage (SU6) - Identirying inthe initiation Stage Plan how the
Business Case and risk asseismentswill be checked

. Planning Quality (IP 1) - Contuming that the Project Quality Plan mcludes the
requircd sîandards

. Plafining aPmje.t (IP2) - Confuming that the inîerests ofthe Pîojecî Board members
that they represent are satisfied by the Projecî Plan

. Refning the Busíness Case and PJsks (lP3) - Contuming the Bùsiness Case
(Executive's Proiect AssuÉnce) and ensuring all dsks are identified widr suitable
actions and monitodng

. Setîing up Poject Cora"olr (IP4) - Ensuíng that proposed controls contain adequate
safeguards for their interests

. Setting up Paject FrTes (IP5) - Confrrming the coverage and adequacy ofthe proposed

flling system

. Assèmbl'íng a. Projectlnítiation Doament(lP6) - Consulting wiú îhe Project Manager
on the Project lnitiation Document development and assembly

. Diîecîing a Project (DP) Advising Project Board memben

. Aurhothins Work Parkase (CSI) Contumation ofthe quality che€kins requkements
h îhevork Package

. Assessing Progress (CS2) Revie$'ine the updaîed Quality Log and watching for
delayed missed quality checks

. Eemining Pîojed.|lsdes (CS4) - lnvolvement in the impact analysis

. ReaipuingSrage Srarr6lCS5) - Involvement in strge status reyiew:
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Repotting Highlights (CS6) Reviewing the Highlight Report before ìt is sent out

Escalatine Wect Issues (CS8) Moniîoring any possible deviations and bringing any

conceîns ro the Pfoiect Mansger

Acceptìng a work Pachage (MP 1) - Contumation of suffrcient quality checking in the
Team Plan

E)îecuting a W'ork Patkage (MP2) Checking that the Quality I-,og is updated and that
quality standards are applied correcdy. Possibly involved as review€rs in quality

Plannine a Staee (SBI) - Checking that quality revi€ws are planned, plus proposing

Updating a l+oject Plan (SB2) Checking îhe impact of alrìy Project PIan changes

Updating a hojeú Busines.r Case (SB3) - Checking the impa€t ofany changes îo the

Business Case (Executive's ProjectAssurance)

Updatíng the Nsh Log (SB4) - Monitoring any Risk I-og changes

Reponing Stage End (SB5) - Ageement ofEnd Stage Report content before its

finalisation

hod,ucing an Exceptinn Plan (586) Checking that the Exception Plan matches the

ExceptionReport proposal and koject Board direcîion

Decommissíoning a Ptoject (CP 1) Consultation on the completeness ofwork

Identiiying Follou-onActr'oru (CP2) - Consultation on benefits realisation and

agr€ement ofPost-Proiect Review Plan content before its finalisaîion

Designine a Plan. eLl) Checking úat the plan design will generate reaÌistic pÌans

Dfi.ning andAnaltsing Produ.ts (PL2) Involvement in the w ting and-/or checking of

Product Descriptions (or identification of\À'ho should be involved), particularly îhe
quality criteria, qualiry checking method and quality checking peNonnel

Anatysing Risks (PL6) '�Assisting with the dsk anat]'sis and idenîiúcation of

Completing a PIan (Pl-?) ConÎrming îl1aî the plan is complete and accurate before
presenîation for approval.

Hints and tìps

The Project Board nîay carry out its own Project Assurance roles if it so wishes and if there ìs
time. t greatly assists Project Board cornmitrnent if the rnembers can be pers!aded to
undertake their own Proled Assufance. The question is whether the mernbers have the t ime
d ^ o  c ?  l l r e q  l . e d .

fhe ProjectAssurance requlred mayvaryaccordlng to thetype ofproject.0ne possible examp e
isthe need toassure thecontinued buslness inteqrityofthe project.Thls role \aould monltor
the aontin!ìng va ldity of the Buslness Case aqainst externa events, changes to the project
rlsks, the evo ltion of actuals aqalnsi the Project Plan and any impact on the Business Case
of changes to the specifcation.
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Another exarnp e is the reqular Project Assurance on beha f of the customeithat the project
ls staying on fack.to pfodirce an effective and usabLe so utjon. A thlrd examp e is that of
assufing on behalf of the Seilor Supp lef that the corect standards are available, are belnq
used and are beìng used corecty in the deve opment of the products. This might include
Project Asslr ra nce tha t there is an audittrai of a l the quali ty contro work being done.other
examp es wou d inc ]]]de security assurarce and assurance that the project is staylng wlihin
programfre sfategy and gLr jdel ines.

lf  a role is changed during the project, care must be taken to ensure continuity of the \aork
belng done by that role.

It is not advisab e to combine any Project Assurance roles where there would be potentia
conflicts of lnterest.

Anyone appointed to a Project Assurance ro e should be independent ofthe Project [/]anager.

ln customer/supplier projects, there may be a need for separate Project Assurance ro es to
rnonitor the respectlve interests ofthe customer and the supp iet

14.3 Project Support

The Projecî Manager may need administraîive help. This may stem ftom the sheer vo\me of
\ rork to be done oî the mandated use of ceÍain tools where the Project Manager has
insuffrcient expertise, such as in supporting the use ofspecifrc planning and conîrol software
or configuration management.

The appointment of one or more indìviduals to Project Support on a formal basis is opîional.
It is ddven by the needs ofîhe individual proiect and Proj€ct Manager. Projecî Supporî could
be in the form of adminisúative seùices or providìng advice and guidance to one ot mote
related projects. Project Support can act as a repository for lessons leaned and estimating
meúics and be a cenúal source of expeftise in such things as speciaijst support îools and
project managemenî sîandards.In smallerprojecîs îhe Prcject Support work may be shared
between tlle Project Manager and team membefi.

one specific Projecr Supporr role thar must be con\idered is Confi$rration Librarian.
Dependingon the project size and environment, there may be a need ro appoint someone to
carry out this role. If not, it defaults to the Proiect Manager togeîher wiîh any oîher
unassigned Project Support functions. See Corrduratíonmanagement Chapter 19 arl.d Proje.t
management tea.m roles, Appendix B for details ofthe work.

It is necessary to keep Proiect Support and Assuance responsibilities separate in ord€r to
maintain îhe indeDendence of Proiect Assurance.

The physical location of pfoject staff can present problems if they are geoqraphically remote
fromeachother. l fata possib e, choose peop e at a com mon ocation. Alternative y, ensure
that suitable communicatlons technology and tfalning in i ts use ls avallable.

Hintsand
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Where the slzeofprojects and number ofstaffwarrant i t ,  the cornmon areas ofsupport rnay
be concentrated lnto a Project Support office (P501. This alows staff to be pefmanenty
aL ocated to this type of work and therefore to becorne high y skllled at the activìties A PSO
can support al projects and set siandards, sL.rch as the use of p anning arîd contro too s, risk
manaqement, repoft ing, change controJ and configuratlon manaq€ment.
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Figure 15.1 Plans in the PRINCE2 template

15.1 Benefì ts  of  p lanning

Effective planning idmtifi es:

. Whetherîh€ targets are achievable

. The resources n€ed€d to achiev€ the taryets within a îime ftame

. The activities needed to ensue îhat quality can be built into the products

. The problems and dsks associated with tying to achieve the targets and staywithin
the constraints.

Other benefits ofplanning include:

. Avoiding muddle and ad hoc decisions

. Helping îhe managemenî îeam to îhink ahead

. Providing a yardstick againsî which progress can be measured

. Commùnication, tfuough the distribuîion ofa plan to all conceîned, ofwhat is to be
done, how it is to be done, îlle allocation ofresponsibilities and how pîogress will be
monitored and controlled

Change
Contrcl

Configurauon

Ouality

Bisk
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Gaining commitment ftom the contributo$ and rccipients

The provision ofpersonal targets.

PÌanning is not a trìvial €xercise. It ìs vital to dÌe success ofthe project. A plan must contain
sùfficient information and detail to confirm îhat the targets ofthe plan are achievable.

It ìs essentiaÌ to aÌÌocate time for the planning activiry Everyproject should have an initiation
stager in which time is allocated to identi&and agree the scope ofthe project and to plan rt m
terms ofmanagement, resorlrcingJ products, activities, qualityand contrcl.Time shouldalso
be allocated for lhe refinemenî ofdle Business Case.The initiation sîage may or may not be
formal, depending on the nature and complexity of the project. In addìtion, dudng the
initiation stage and towards the end of every stage in îhe project except îhe last one, time
shoùld be allowed forplanning the next stage in detail.

Wìúout effective planning, the outcome ofcomplex projects cannot be predicted in terms of
scope, qualityJ risK timescale and cost. Those involved in providing resorÌrces cannot
optimise their operadons. Poorly planned projects cause frustration, waste and rework.

15.2 What is  a o lan?

Aplan is a docrÌment, framed in accordance with a prcdeincd scheme or method, describing
how, when and by whom a specific target or set oftargets is to be achieved. A plan is a desig!
ofhowidentified targets for products, timescales, costs and quality can be met.

Plans are thebackbone ofîhe management information system required for anyproject.It is
important that plans are keptinline with the Business Case arall times.

A plan requires the approval and commitment of the relevanî levels of the projecr

management team, i.e. the Project Board and Project Manager for îhe Project Plan and all
Stase Plans, îhe Project Manaser and aTeam Manager for aTeam Plan.

15.3 What are the elements of  a p lan?

When asked to describe a planJ many people think only of some sort ofbar chafi showing
aimescales. A PRINCE2 plan is more comprchensive. It should contain the following
elements (mai.jng maximum use ofcharts, tables and diagrams for clarity):

. The products îo be produced

. The activities needed to createîhose products

. The activities needed to validate the quaÌity of products

. The resources and time needed for all relevant activities (includingproject
management and quality control) and any need for people wiîh specìfic skiÌÌs

. The dependencies between activities

. E)':temal dependencies for the delivery ofìnformaiion, products orservìces
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When activities wìÌl occur

The points at which progress will be monìtored and controlled

Agreed tolemnces.

Pro,ect and Stagc Plans nccd to have thc endorscmcnt and approval ofthe Prcject Board.
This endorsement should relate to the Ìaîestversion and wiÌl emphasise îhe importance ofthe
plan to theproject. Plans should be presented as management reportsjwith keyirìformation
documented in a way that the audience can unde$tandJ interpret and question.A Stage Plan
might, thereforeJ be held in îwo forms: a summary plan suitable for presentation to rhe
Project Board (the basis for aùthorisation) and the more detailed one used for day-to-day
contfoÌ ofthe stage,

The statement ofactivities and brcakdolvn of rcsource requirements must be backed up by
tert that explains to îlÌlJrcader:

. Whattheplan covers (forexampleJ a particular stage, the prcjectJ specifrc prodrÌcts)

. The planning approach raken

. The intended approachto implcmcnt the plan (forcxample, thc number ofstageù,
the size of \V'ork Packages)

. How the plan will be monitorcd and controllcd and by lvhom

. lvhat managemenr rcports will bc issued

. Anyincludedconstraints

a Risks contained in the plan and sny countermeasures taken

o Externaldependencies

. Assumptions made, including any planning assumptions

. Tolerances to be applied

. The quality control methods and resources îo be used (Stage andTèam Plans).
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Fiqure l5.2 lhe e ements ofa pan

Figuîe I 5.2 shows the elements ofa plan and illustrates how it might be built up startìng fÌom

a list of the products to be produced. Any prerequisites are identifred, tog€ther with the
quality requkemenîs of the products. These three eleúeÍts lead to consideration of \that

assumptions are being made. The next consideration is to de6ne the activities requited îo

genefate the products.

The dependencies between the activities are identified and îhen resouîces to carry out the

activities are added. Risks are then considered, followed by the addition of control points.The

last t\i'o sîeps might add to the acúvities and resources required. Finally) the oveÉlltime and

cost are caÌcuÌaîed.

15.4 The PRINCE2 aooroach

The PRINCE2 planning súucture allows for a plan to be broken down ìnto lowerlevel plans

containing more detail. But aÌÌ these plan levels, as shown in Figure 15.3, have the same

overall sîructure and are always mat€hed back to the planned requirements, incÌuding quaÌity

and benefits, before approval.
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15.5 Levels of  p lan

PRINCE2 proposes úree levels ofplan, the PrcjectPlanjîhe Stage Plan and theTeam Plan,
to reflect the needs ofthe differenî levels of management involved in the project. Use ofîh€
Tèam Plans illustrated in Figure 15.3 will depend on the needs ofîhe individual project.Tèam

Plans are explained in more detail later in îhis chapter, but, briefly, a Sîage Plan may be
broken down into a number ofTeam Plans (where, for example, a number ofteams may be
conÍibuting to the worL) or a set of sub-contmcton'Team Plans may be assembÌed ìnto a
Stage Plan.

Where a Stage or Project Plan is forecast to exceed its tolerances, an Exception Plan wiÌÌ often
be pùt fonvard îhat will replace îhe plan. Where a Team Plan is forecast to exceed its
tolemnces, a similar procedure should be followed beîween Proiect andTeam Managers.

(optional)

Figure 15.3 Plan levels in PRINCE2

The principal idea behind the levels is that the lower the level, îlìe shorter the plan's time
Iìame and rhe more detail it conuins.The le!els and number ofplans required by a proiecr

will be determined accoîding to its size and exîenî ofrisk exposure. Activity durations and
resource requúements become more diflìcult to estiúate accurately îlie îuÍher into the
future they q\tend. Regardless ofîhis problemJ there is still a need to provide a provisional

estimate of î1le dulation and cost of the project as a whole in order to gain approval to
proceed.

It is seldom desirable, or possible, to plan an entire project in detail at îhe start.The reasons
for îhis include:

. Unceraainty about the detail oflater elements ofwork

a A changing oruncertain environment

.  Risk facrors rhar could change rhe siruar ion

. Dif6cdty in pr€dictìng resource avaiÌability

. Difficulty in predicting busìness conditions.

However, ifîhe current elements ofwork are to be controlled, detaìledplans containing firm
estimates are needed for îhe reaiistically foreseeable futurc. For îhese reasons, plans need to
beproduced at diferent levels ofscope and detail.

Where a project forms part of a programme, the Project Plan \rill exist within îhe €ontext
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of îhe programme plan. The programme plan may place constrainîs îhat will need to be
considered as the Project Plan is being prcpared or reviewed.There needs to be uniformity

between project and programme plans to ensuîe that lhe project is working to meeî
programme objectives and pmductsJ especially as the Project Plan should be revised to

address Proiect Issues anddsks as they develop.

15.5.1 Project Plan

A]l overview of the total project is needed. This is tÌìe Project Plan. It forms part of the Projecr

Initiation Docùllnent. The Project Plan is a mandatory PRINCE2 plaD. It provides the
Business Case with project costs and is usedbythe Prcject Board as a basis againsî which to

monitor acílal costs and project progress stage by stqge. The Project Plan ìdentifies key
products, resource reqùirements and îhe total costs. It also identifies major controi points

rvithin the project, such as stage boundaries.The Project Quality Plan (see Qualitt in a proje,:1

en!ùonnenr, Chaprer 18) for rhe project is documented separately in another pan of the
Pro ject Initiatìon Document.

once the Project lnitiation Document has been acceptedr the initial Project Plan ìs baselined
and shows the orìgìnal plan on \À'hich the project was approved. As theproject moves through

its stages, subsequent veGions of the Project Plan aîe produced and baselined at the end of

each stage îo reflect:

. Progress aheady made

. An] agreed change\ in circum\rances

. Anyreviced forecasrofco.tdnd ordurar ionolrheroralproiecr.

The iniîial and current versions ofdre ProjectPlan formpafi ofthe information used by the
Pro,ect Boad to monìtor how far d1e project is deviating ftom its odginal size and scope.

Ifrhe Project Plan is likeiy to cxceed the agreed tolerance levels (see Co,?trols, Chapter 16) the

deviation mùsr be referred upwards by the Pîoject Board to get a decìsion on correcri\'e

action,

15.5.2 Stage Plan

For each stage identified in the Project Plan, a Stage Plan is required. Each Stage PÌan is
produced near rhe end ofrheprevioÌrs stage.It will be the basis ofthe ProjectManage/s day-

to-daycontrol. For a very small project ofonly two stages (initiation plus the rest), the Project

Manager may choose to incorpoÉte the detail ofthe Stage Plans phlEically into the Project

Plan.

The Stage Plan is similar to îhe Project Plan in content,but each element willbebroken down

îo the level ofdetail reqùired to be an adequate basis for day-to-day conúol by th€ Project

Manager.The validity of assumptions anddsk analyses shouldbe reassessed for the stager as

these may have changed since they were previously considered ornew risks mayhave arlsen
or become apparent when lookinginmore detail.

Each Stage Plan is fnalised near the end of the previous stage as parr oÎ Managing Stage

BoundariNs (SB).T\ís approach should give more confrdence ìn the plan because:
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The Stage Plan is prodìrced close to rhe rime when the planned evenîs will îake place

The Sîage Plan is for a much shorterduration than the ProlectPlan

Aí1er the fust stage, the Stage Plan is developed wiîh knowledge ofîle peîformance

of earlier stases.

|  5.5.1 team rtan

Team Plans are optional and the need for them \ .ill be determined by the size and complexity
of the proje€t and the nunber of people involved. They will often be needed if rhete are
separare reams from different:kjll gloupi or fîom e.{ternal conùactor(,

The plans are prepared in parallel with the Stage Plan, either by subdividing rhe acîivities of
the stage into the task for which the tearís are responsible or by rakjng the plans prepared by
each of the teams and assembling a Stage Plan ftom them. The latter will be the case vhere
there are large elements of sub-contractjng of the work of the project. The Tèam Manager
would create aTèam Plaífor lrlputiîto Managing Stuge Bo ndaries (SB) or revis€ an exjsring
oùe ^s paft oî Acceptíng aIvork Package (MPI).In both cases a Tean Plan will require the
appror al of úe Project Manager.

15.5.4 Stage and team qualìty plans

Stage andTèam Plans should contain a qùality plan which will idenrify the merhod(s) ro be
used to check the quality ofeach product created./updaîed du ng îhe activiîies covered by the
plan and the resources to be used for the checks. The user and sìrpplier Project Assurance
roles have a key paft îo play here in:

. Identii'ing producîs of key interest to their role

. Sp€cifyingwho should be involved in quality checkng these products

. Sp€ci4'ing atwhat points in the product developmenî quality checking should be
done.

For example, for any quality revì€ws the names of t1le review chairpe$on and rhe teùewe$
will b€ given.The timing and resource effort will be shown in the graphic plan (Opically a bar
chart).The stag€ and team quality plans will not be separaîe documenîs, buî aù inîegral part

of the relevant plans.

15.5.5 Exception Plan

When it is pîedicted that a plan will no longer 6nish within the agreed tolerances, an
Exception Plan is normally produced to replace that plan. An Exception PIan is prepared at
the same l€vel of detail as the plan it replaces. An Exceprion Plan picks up from the cúrent
plan actuals and continues to the end ofthat plan. Most Excepîion Plans wìll be created to
replace a Stage Plan, bur aTeam Plan or even the Projecr PIan may need ro be replaced

The format of an Exception Plan is given in Pro duct Descríptíon outlínes, Appendix A.

An Exception Plan to replace aTealrn Plan needs lhe approval of the Project Manager.Ifa
Stage Plan is being replaced, this needs the approval ofîhe Pîoject Board. Replacement ofa
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Project Plan because of a deviation beyond project îolerances must be refeffed by the Proiecr
Board to corporaîe or pîogramme management.

When plannlng, it is easy to forqet to add the resources needed to do irìrpact assessment on
change requests. Even if a change is subsequently fejected, the assessment wi I still consume
urne and effort, probab y from the senior team members.

It is irnportant to identiry for whlch prodlcts the customer and supp ler are responsib e. An
extra heading can be.added to the Prodirct Description to record this information.

Plans need to be at an approprlate levelto faci l i tate confol. Wil thesupp ler 's and customer's
plaf s be wriÍc1 ,r r.c sa^le evel o oetèi l1

Hintsand t ips
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16.1 Purpose of control

Conuol is all abouî decision making and is centBl to project management.

The purpose ofconîrol is îo ensure that îhe proiect:

. Remains viable against it\ Business Case

. Is prodrÌcing the required products, \rhich me€t the defined qualiry crite a

. Is being carried outto schedule andin accordanc€with its resource aDdcostplans.

Figurc I 6.2 illustrates d1e control loop where moniroring acrivities facilirate rhe ch€cking and
reporting on progress against îhe plan. Control activìties can cause revisions to be made îo
the plan in response to problems discover€d during moniroring.

Controls ensure that) for each level of îhe proiect management reamJ rhe ne.<r level up of

. Monitorprogress

o Compare achievement \Àdth plan

. Review plans and opt ions again\t  future si luat ions

o Detect problems and identify risks

Chan9e

ConfiguEtion 0fganisation

Oual i ty

Environnìent

Rlsk

Figure 16.1 Controls in the PRINCE2 template
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Initiate corective action

Authorise fuÍher work.

Controls must aÌso cover captudng information on changes from outside the project and
taking t1le necessaly actions.

ControL

Figure 16.2 lhe control  loop

16.2 Controls overview

There are various levels of contlol in the project. Many contols in PRINCE2 are event
ùiven, including all the decision-makilg ones. 'Event driven' means that t}le control occu$
because a speaific event has taken place. Exàmples ofrhese evenrs are the end ofa stage, the
compleîion ofthe Projeaî Initiaîion Docùment, the creation ofan Exception Plan.There aîe
also some îime-driven conîrols such as regular progress feedback. At the project level there is
overalÌ control by the Proiect Board, which r€ceives information ftom dre Proiect Manageî
(and any Project Assurance roles appoint€d) and has control over whether the project

continues) stops or changes dbection or scope.

PRINCE2 applies the concept of'management by e,<c€ption' where îhe Project Board is
concemed. That is, having approved a Stage Plan with the Project Managerj the Project
Board is kept infolmed by reports du ng îhe stage.There is no need for'progress meetings'
dùring the stage unless the situation deviates ftom the plan, although as part of Project
Assurance responsibiliîies there will be regular contact wiîh the Project Manager and other
team membeIs throughout the project.The koject Board knows that îhe Proiect Manager
$.i11inform them immediately ifany exception situation is forecast.

t'RlN CÌ12 is design€d for a variety ofcustomer/supplier situations. For ctarityJ îhe PRINCE2
manual has been wdtten on îlle assumption that the prcjecî will be run for a customer with a
single (pîime) supplier involved îhroughout. This has a bea ng on not only îhe organisadon
ofrhe projecr. bur also úìe contlols.

Plànned aclSievement includes the requùed quallry of products. The aim is to detecî
problems early when îhey can be coîrected at least cost. Acîion should be taken in respect of
any deviation from plan îlìat is forecast to be outside tolerance.

Progress is moniîored against plans, with conîrol actions if adjustments are needed. The
project manag€ment team is kept iniormed at its various levels by reports and àssessilents.
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A controlled close ensures thar the project does not drìft on for everJ but also does not fnish

until the Project Manager can satisi' îhe Project Board îhat the obiectìves specilìed in the
Project Initiaîion Document have been achieved.

Project Board controls

The major conrrols for ú< Projecr Board are:

o Authorísíng Inìtíarrr? (DP l) - Has the project a tu1l and firm foundaiion to justit

proceeding into the initiation stage?

. Authorúing a hojecr (DP2) - Shoùld the project be undefiaken? Has it an acceptable
Bùsiness Case?Arc the dsks acceptable? etc.

. End stage assessmeîr (Aurhorisins a Stase ar Exception Plan (DP3)) Has the stage
been successful? Is the projectstill on course? Is the Business Case still viable? Are the
risks being managed? Shouldîhe next stage be undertaken?

o Highlighr Reports Regular progress reports during a stage

o Exception Reports Early waming ofany forecast deviation beyond tolerance levels

for the Stage or Prcject.The Project Board jointly considem what action to take in
response to the forecqst deviation

. Exception assessrner\r (Authar^ing d Stage or Ex.cepîion Plan (DP?)) The Project
Boardmeets îo review and approve anException Plan

. Proiect closure (Crnlirming Project Chsure (DP5)) Has the project deÌivered
ever]'thing expected? Are any follow-on actions necessary?lflhar lessons have been
learned?

The Projecî Board must also monitor the envìronment outside îhe project and b ng to the
notice ofthose concerned,such as the ProjedManager, any changes that affectthe project.

Project lvlanager controls

The Project Manager has control on a day-to-day basis \,r.iîhin a stage and can make
adjustments as long as îhe stage and project stay within úe tolemnces defined by the Projecr
Board and the adjustments do not change the Bùsiness Case. The Project Manager is

responsible for monitoring progress and may be assisted by Project Support roles if these

have been appointed.

Work Package aurhorisation is a control îhat the Project Manager uses to allocate work to
individuals or îeams. It includes controls on qualityJ time and cost, and identifies reporting

and handover requirements. These controls must be reflected in the associatedTèam Plan,

which must be approved by the Project Manager.The individuals or teams monitor progress

thlough the\íork Package andreport backto the ProjecîManagervia Checkpoint Reports or

other identifred means, such as risk'triggers', and by updaîing the Quality Log. A Vork
Package should show what tolerances are agreed berween ùe Project Managerand theTèam
Manager for the \rork,

The\úork Package is a key interface wirh any extemal supplìem and fbrms an important part
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ofúe Project Manager's conÍol, covering, as it does, agreement on work to be donej Product
Descriptions) reporting and how quality is to be check€d.

A Checkpoint R€port is a progress repoft fiom aTeam Manager to the Proiect Manager at a
fiequency agreed as part of îhe Work Package. It ìs produced in .E ecuting o,lvorh Pa.hage
(MP2).

The Proj€ct Manager will enter into the Quality Log d€tails of all quality checks agreed as
part of avorklackage. TheTèam Manager will update these entries as the qualiry checks are
done. These are checked in lssersrr?g Stdge Progless (CS2).

All proiect staff, inclùding external suppliem, should be trained in how ro raise Project Issues.
The submission of these by team members is anorher aid to Proiect Manager conîrol.

The Risk Log assists îhe Proiect Manager in monitodng the stage siruarion. The capture and
analysis ofnew or changed risks occurs in several sub-processes and forms an integral paÍ of
rhe Pro,ect Manager'< conrrols.

16.3 Project start-up

Project sîart-up is an important prerequisiîe ofproiect control. Project start-up contains the
work that PRINCE2 requires to be done before the project can begin. Its functions are to:

. Set up the proj€ct management team so thaî îhe Project Board and Proj€ct Managcr
can make the necessary initial decisions abouî the proiect

. Develop what may be a rudimenîary Project Mandate into the Project Brief

. Confum the Project Approach

o Plan ùe initiarion sîage.

The establishment of a suitable project management team is discussed h Organisation,
Chapîer 14.

Proiect initiaîion is likely to be a shofi stage in comparison with îhe orher ptojecr srages, bur
the appîoval of the Proj€ct Board is needed before ir can be done. Projecî srart-up must,
therefore, create a plan for the initiation srage thar rhe Prcject Board can examine in order ro
understand îhe required commitment more clearly. The plan should include a statement of
any conuols to be applied and îeports îhat the Project Board is to receive, so thaî îhe Projecî
Boardis assured h advance that the stage will be under its control.

As the creaîion ofîhe Project Mandate is out ofthe control ofthe projecr, iî ofteù falls short
of providing all the information that the proiect needs. Project starî-up gives the Project
Manager the opportùnity to flesh itout into a full Project Briefand îllus pres€nt the objectives
ofthe proj€ct for the Proiect Board's agreemenî

Wheîe ùe proiect is parr ola programme, the progmÍùne should provide a complele Projecl
Brief, îhus rèmoving the néed to produce ir duÌing projecî start-up.
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I 6.3.1 Authorising Init iation [DPl)

After the process Startins up a ProjecL (Slr, rhe Project Board approves progress to the
initiation stage, which is the official 'start'ofthe project.

It needs t}Ie documented approval of all members ofthe Project Board idenîified so far, but
depending on the project size, dsk statusj importance and envirorÌment, obtaining this
approval may be done with or without a formal meeting.

After project initiauon is authodsed, a copy of the Project Brief should be sent îo all
stakeholders, including the gîoup responsible for tlle operational support of dle final
product. This is to give early waming ofthe need to prepare for that sùpport.

1 6.3.2 Project Init iation

The pùrpose ofproiect initiation is to ensure that before significant resource is sp€nt on îhe
project, everyone involved in îhe project agees:

. The project objectives

. What producîs will be delivered

a The reasons for the project

a Who the curromeris

. $ího has which responsibilities and authodties

. Proiect boundaries and interfaces îo the oùtside world

. How the objectives wjll be met

a lù(/hat assumptions have been or can be made

. Vhat majoî risks exist that might prevent the project from achieving iîs obiectives

. When the majorproducts will be delivered

. How much the proiect will cost

. How the proieftwill be controlled

. The division oflhe project into stages

. How the acceptability ofits prodùcts will be assessed.

These questions are answered in îhe Pîoject Initiation Document, rÀ,hich is the main product

ftom the stage. A suggest€d outline of the conrenrs of the Projefi Initiation Document is
tncl]Jded in hoduct Descripîion outlines, Appeidix A.

Another product of the initiatlon stage is the next Stag€ Plan, so thaî ifthe Pioject Board is

satisfied with the Project lnitiatlon DocumentJ it can also approve progress into îhe next sîage
without further delay.

Once approved ar rhe end oFrhe proied initiarion srage. ùe Projecr hitiarion Documenr is
baselined. It is now a reference document to show the odginal basis ofdìe proiect. At the end
ofthe project it can be measured against fnal srTectations and results to assess the success of

the project and to checK for example, thàt any changes to the Project Plan were made in a
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controlled manner. It is an essential pafi of the audiî trail on how the projecî has been
managed.

Bùt changes do occur and it would be wrong noî ro record rhe impacr ofîhose changes and
keep the project management team up to daîej therefore fuîîher versions ofthe most volatile
parts ofîhe Project Initiation Document are created as changes occur. Again, rhis formspaft
of the aùdit trail, showing any moves away fiom the information in rhe Projecr Initiadon
Document, when and why this happened and what the impacr of rhe change was.The most
volatile pÀrîs of the Project Initiation Document are:

. The Project Plan

. The Business Case

. The Risk I-,og.

As Ìaîer versions ofthe Project Plan and Business Case are crcated and baselin€d, they ar€
kept in îhe management section ofthe project lìling and îhe Configumtion Item Records
updated. ,{ suitable structure for proiect iìling is illustrated in Protcr document manageykut,
.A.ppendix E of úe manual. As the Rìsk Log shoùld be under conrinual review it is unlikely
to be under formal configùration management as this would create an unacceptabÌe
mtn,ocmenî ^werhPr.l

These volatile parts will be updated throughout the projecî, at leasr ar the end ofeach sîage.

To summadse, tle main purpose of dre Project Inìriadon Document is ro pull rogerher rhe
information to ans\rer the questions:'\Yy'hat?'j'\]lhy?')'Who?','\ùíhen?','Where?','How?'and
'HowMuch?'

Under the'Project contro section ofthe Project n t lat ion Document, i t  is usefu tomenton
the deve oprnent ofthe Lessons Learned Log (see sectlon 16.4.15). This a erts readers to the
factthatitshouldbeadocumentongoingthroughoutthe ife ofthe p roject. oth erwlse it  may
be eft untl project closure, when memories ofsome essons rnay have faded.

' l  6.3.3 Stage selection

According to îhe size and risk ofa project, the Project Board will decide ro break the projecE
down ìnto a suitable nurnber ofstages.This is agreed during île iniriarion stage. Reasons for
the breakdown ofthe project into stages are discussed in the Stages section ofîhis chapter
(section 16.6).

The end of each sîage is a major control poinî for the Project Board (see End srage
assessment, secrion I 6.4. 1 1), and thus the seiection of the number of stages and their îilnlng
in the projectlife cycle is an important control for îhe Project Board.

' I  6.3.4 Communication Plan

One entry in the Proiect Initiation Document will be the CommrÌnicarion Plan. It plays an

Hints rnd t lps
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imporrantpartin control by identifuing who needs to give and receive information aboutthe
project. A súggested desc púon of its contents is given b I'roducî Description outlínes,
AppendixA. Bíefly, it shows:

o \vho is involved with the project

o \Who needs information

o lwhat information they need

. \Yy'hen they need it

. The format in which it shonld be presented.

ft should include senior or programme management, stakeholde$ and other interested
palties, sùch as thosewhowill have to support the product in its operationql life.

1 6.4 Controlled progress

During îhe projecr lhere is a need to ensure îhat îhe project stays in line wiîh the cxpectatlons
defined in the Project Initiaîion Documenrand the cuÍent Stage PÌan.

16.4,1 Tolerance

Tolerance is the permissible deviation fÌom a plan wiîhout bdnging îhe deviation to the
attention ofthe next higher aurhority.

No project ever goes 100 per cent to plan. Even with a good plan, some thìngs wilÌ go a little
slower than planned or cost a little more; other things will go more quickly or cost a litde less.
Such variations wìlÌ occur all the way thîough a plan.,A.hhough the Project Board agreed a
plan wìth the Proiect Managel, it doesn't rvant tle Project Manager to be constantly rurìning

back to ir, saying'I've spent a small amount more than I planned îhis week'or'I'm a day late

rhis week'. On the orher hand, the ProjectBoard doesn'twantprogress to deviate wildly ftom
the plan wiîhout being told and being able to react.The Project Manager andTeam Manager
need a similar Ìevel of control within tleir relationship. So where is rhe dividing line between
differences that are permissibÌe and those that requiîe Project Board,Dmject Manager
inîervention?The dividing line is calÌed tolerance.

The allocatioî of tolerances follows îhe four layers of project organisation discussed m

Oryanisatian,Ch^prer 14.Tolerances forîheproiect as a whole are givento theProjectBoard
by corpo$te or progîamme management in îhe Project Mandate (or asceftained by the
Executive duringproject start-up)j to be entered into the Project Brief. Based on îhese overaÌì
fisures, the Project Board agrees with the Project Manager a tolerance for each stage once the

Sîage Plan has been produced.The Project Manager may agrec tolerance levels for avork
Package with aTèam Manager.

when it seems that agreed tolemnce may be exceeded, that level of management must
immediarely refer the matter to the next level, i.e. ifthe tolerance allocated by the Project

Manageî to a Tèam Manager in a\York Package ìs Ìikely to be exceeded, îhe Team Manager
reports this to the Project Manager. The Project Manager may set new tolerances aîound the
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new forecast as long as îlese are within the constrainîs ofthe overall stage figures. Ifîhere rs a

forecast thaî î1le tolerance for a stage is to b€ €xceeded, the Projecî Manager must refer the
matter to the Project Board. The Project Board may set new toleraDces aronnd the new
forecast as long as these are within the constraints ofthe overall proj€ct figures. vy'here the
forecast is for the project toÌelance to be exceeded, the Project Board must refer tlÌe matter

back to cor?orate or programme management for a decision. Figure 16.3 illustrates this

cascading effect.

Figure 16.3The Lr5eof tolerancesacrossthefourlaye|sof management

Project to erances

t
Staqe tolerances

t
Work P:ckaqe tolef aicess

fr
fr
r
Work P;ckage deviation

Separatetolerance figures should be gìven for îime and cost.Tolerancefigures ne€dnotbethe

same for over and under cost and till]lìe. A tolerance of, say, +5yo ro -20yo may be mor€

îealistic îhan +/-10%.It may be more realistic to quote tolerances as (real'frgures raîher than
percentages for exampie, ten days or a defined amount of mon€y. The setting ofthese
toleÉnces is done as paîr of Planning (PL) .

Figure I 6.4 illùsîrates stage level cost and time tolerances and the Project Manager's fteedom

ofdecision within úe îolerances. The solid line is the plan. Point A is dre expected cosî and

completion date at îhe start ofîhe projecî.The dotted lines show the limits oftoleranc€ ìn cost

and time given by the Project Board. Point C shows the possible minimum cost and shortest
time out-tum for îhe project. Poinî B shows the allowable maximum cost and longest time
that the Project Board will accept.The dashed line shows progress to date in terms of time

and cosr. As can be seen, the project ìs deviaîing fiom the plan, but is still within the tolerance
margin. Ifat any time the Project Manager can forecast that the project will break through

either ofîhe tolerance lines,îheyshouldraise anException Report to seek the Project Board's

view on what should be done.

The two standard elements to îolerance are:

o Tìme

Cost,
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Cost

Figure 16.4 Cost/time tolerance graph

Other normal tolerance elements are as follows.

Scope tolerance

Scope tolerance may be used where îhere is no tolerance available in either time or mon€y.
There may be agreemeít to meet time and money limits by delivering reduced functionality.
Examples of scope îoleraÍce mighî be: 'Yesr you can have the house by that date, but îhe
shower won't be fitted' or '\Yy'e can identiE q0 % ofthe addresses for the mail-out by îhaî daîe,
which is suffrcient'.

The requirements for the projecî scope should be divided iflto 'essential' and 'desúable' iî is
the differmce between the two îlat represents scope tolemnce

Rìsktolerance

A diferent view of tolerance is taken when considedng risks. Sometim€s îhis is called a
project's 'risk appetite', i.e. how much risk is the Project Board prepared to take? This may
vary according îo the area ofrisls and it is likely úat îisk tolerance will be closely aligned widr
the oîìer tolemnce elements for example, a company in financial trouble might have very
litde financial risk tolerance, buî allow a lot ofrisk tolerance in terms ofquality. Risk tolerance
is often applied only to the whole project, but ir is possible to take more or less risk with
individual prodùcts.

Benefit tolera nce

The Proiect Board may wish to consideî another aspect of toleîance - benefit tolemnce.This
implies sening boundaries on either side of a ben€6t. As long as dìe benefiî is forecast îo fall
within these boundariesj the benefiî would contribut€ to a viable Business Case. Benefit
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tolemnces are only applied to îhe expected beneflts in the Business Case, not to individual
business producîs,

Oual i ty tolerance

The last tolerance a project would want to invoke is quality, but sometimes limiîs on the
other t pes of toleran€e may force this upon a proiect. Essentiatty, this is accepting an
OfÈSpecifrcaiionvia a concession. Examples ofquaijry rolerance would be:'You can have the
car in any colour, as long as it's black'or'We can release t1ìe softlvare at this time but the
response îime will be longer'.

Cont ingency, tolerance and change budget

There is a difference between contingenry and tolerance. Contingency, in PRINCE2 terms,
is a budget including the time and money set aside to carry ouî a contingency plan, which will
only be invoked if a Ìinked risk actuaÌly occuîs.Tolera[ce is built into a plan îo allow for small
problems and estimating erlols (plus orminus),such as those d€s€ribed earlier.

As discussed in Pknrlr?ga I'lrJie.r \lP2). considerarion should be given at the start ofa project

to setting up a chang€ budget to pay for approved changes.

Tolemnce, €sp€cially in terms of cost, should noî be confused wiîh a change budget.
ToÌ€rance is not îher€ to pay for when îhe users change dreir mirds. Ifno change budget is set
asid€ during initiation, îher€ $d11 always b€ îhe temptation to use up any toÌemnce îo pay for
changes to the specifrcation. The alternative is that the Proiect Manager has to keep going

back îo the Proiect Board to ask for more money to pay for the changes.This can be irritating
and time wasîing, especially ifthe Executive then has îo go back to coryorate or programme

manasem€nt for t}le extra monev.

Where there is a t ight or non-existent t ime to erance - for examp e, the end product must be
delÌvered by date X the Project N/lanager would norrnally ook for extra tolerance ìn one or
nîore of the other e ements, such a5 cost {for example, 'Can more resources or overtime be
used to ensure that the t ime tolerance ls notexceeded?'). Where there is l t t le or no tolerance
on time, costand scope, the Project N,4anager rìrust watch outforthe temptation for individuals
or teams to reduce the quali ty of work unoffciaLy as a means of saving t ime.

1 6.4.2 Product Descriptions

A description ofeach product is Mitt€n down before that product is developed or obtained,
even before it is planneó to ensure that the individùal people know:

. Why it is needed

o Wlat ir wiil looklike

a where rl wrll come tîom

. The quality specification to which it mìrsî be builî.

Hintsand t ips
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The Product Description is a conùol document. It is witten as part of the Planníng (PL)
pîocess. lt defines the pîoduct, the standards to be used in iîs creation and the qùality crirerìa
to be applied îo ensure it is fit for its purpose. Noî only is this information essential for the
product creator, but îhe Product Descdption also forms the initial checklist for checking the
quality ofthe finishedproduct.Those \rho will use the finished product shouldbe involved in
its creation.When a product has been identifred in a plan's Product Breakdown Structure, irs
Product Description shouldbe drafted. Oùtline ProductDescriptions ofstandard PRINCE2
managemenî products (such as plans, reports, approvals etc.) are pîovided in Prrdrc,
Descrìption outlines, Appendlx A.

All Product Descripîions must be approved.In formal terms, the Proiect Board approves îhe
Producî Descriptions of îhe maioî products. If d1e Project Assurance roles of the Projecr
Board members ar€ del€gated, the assumnce ofthe Produ€t Descrìptions maybe one ofthe
authorities delegat€d to them.

The relevant Product Description forms part of aÌíork Package given to an individual or
team responsible for creation of that product. The Project Manager agrees îhe Product
Descriptions îhat form part ofllork Packages with theTèam Managers as paÍ ofth€ control
of sùpplieft dudng l!!lt& orising Work Pa.kage (CSI) .

Product Descript lons should be written by staffwho know the proposed product. t isers should
be invoved in sett inq qua ltycdterla.

Product Descript ions maynot be needed foreveryleve ofproduct. lhe Project Board can make
a decision as to which are the najor products for which a Product Descript lon is necessary.

16.4.3 Work Package

A\7ork Package is aùthorised by the Projecî Manager to trigger an individuai or group .o
undertake apiece ofworkduring a stage.The implication is îhat work cannot be undertaken
unless the Projecî Manager has speciflcally authorised it.
'q/'ork is released to a team member orTeam Manager in an agreed Work Package. The Vork
Package will contain t1le Product Description(s), constraints such as time, cost and
interfaces, reporting and product handover requirements and any other documentation or
products necessary for understanding and implementing the Work Package.Work Package
authodsation is particularly usetul when dealing with contractors or sub-contractors. The
two sides to it Giver and receiver) are described ia Authorising Work Package (CSI) ^nd
Acceptíng a Worh Pachage (MPI) .

16.4.4 Ouality control

Every proiect needs procedures and techniques îo control îhe qùality ofthe products being
produced.Tbe ideal quality conîrols \À'ill vary according to îhe t}pe ofproduct and projecr,

and PRINCE2 makes no effort to define all the possibilities. It does, hoivever, include a
genedc quality check called a quality reyiewJ which has been found to be effective in checking

j
!

I
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the quality of documents. (The principles described in the quality review can be applied to

anyproduct.)

The quality review is on€ R?e of quality check. It is a team meîhod of assessing product
quality by a review process. The purpose of the review is îo inspect îhe prodùct for erors rn a
planned, independent, conúolled and documented manlìer. Quality review documentation,
whefl filed in d1e qualiry secrion of îhe pro]ect frlingJ provides a record that the product was
insp€ced, that any errors found weîe coîrected and that the correctioDs tlemselves were

checked. Knowing that a product has been checked and declared effor free proudes a more

confidmt basis ftom which to move ahead and use îhat product as the basis for future work.

A quality review can be used to control the quality of documents, including those created by

specialists. A quality review provides feedback to the Project Manageî on the status of a
document. The quality review technique is fully described in Chapter 24.

A quality review would be specìfied as the quality checking method in the Product

Description, and would therefore be pa of a work Package for appîopriaîe products. It
would be agreed as part of the Prcject Manager/:leam Manager i[tedace (CSVMPI).

Quality reviews are carîíed oú aspafi of Executíng aworh Pachage (MP2) and dreir details are

entered in the Quality l-og.

There are many other rtpes ofqualiry check" depending on the tlpe ofproduct to be tested.
They need to be specified in îhe Product Description for the product(s) to which they apply.
PRINCE2 is compatible widì allRpes ofchetk.

Ouality Log

This is a record of all planned and implemented quality checks. Iî is crcated as paÍ of sub-
process Planning QualiÚ/ (IPl). The Project Manager makes the firsî entries about planned

checks as part ofP/ar?rir?g a Stage (SBl). At this time t}le chairperson of each quality review
should be known and entered into rhe log.

TheTeam Manager may add fi.uther rer'rew€rs wh€n completing a Team Plan ii Accepting a
Votk Package (l\tPt\.

Pîojecî Assurance should confirm this and may add further reviewers îo ensure that
assìúance interests are fully covered,

As qualiry checks are perfot'J]ed, iî Executíng awork Pachage (MP2), rheTeam Manager will
ensuîe îhat the results are entered in the log.This is ch€cked as part of,4ssessizg lìvgresr (CS2)

and reviewed as pait of Redawing Stage Sta.tas (CS5) .

A tull description ofthe suggested layout ofthe Quality I-og is given ir hoduct Desdption

ort&resr Appendix A.

16.4.5 Project lssues and change contro

Every proiect must have a proceduîe to handle change. Vithout change contlol drere is no
projectcontrol.

As part of control there musî be a procedure îllaî cate$ for unexpected deviations fiom

specification.These deviaEons occur for many reasoÍs:
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The user's requirement changes

Govemment legislation changes and îhe product's specification must be revised to
accommodate these changes

The user or supplierwanîs to change or add alì acceptance criterion

During îhe developmenî, extra features suggest themselv€s for inclusion

There are organisational orbusiness changes that alterthescope and objectives ofthe
project

The supplier finds that iî will be impossible to deliver everl'thing wiîhin the agîeed

cost or schedule

A qu€stion arises on wheîler the supplieî can meet aparticularpart ofth€

specification or acc€ptance criteîion

A sub-contractor or interfacing project (activity) fails to meet its planned

Resource availability changes.

Apart fiom deviation possibilities, there will also be a need for an avenue into the proiect for
questions or concerns. All ofthese need a procedue to control îlìem and theiî effect on îhe
project.In PRINCE2 all such inputs are handled by the Project Issu€ procedure.

This pîocedure ensures not only that all su€h questions, pîoblemsr concerns or suggestions
are answeredr but also drat nothing is undertaken without the knowledge ofthe appropriate
lev€l ofmanagemenî, including the Project Board.Apart from controllìng possible changes,
it provides a formal enty point thîough which all questions or requests can be mised.

ATeam Manager should raise any Project Issues to the Project Manager.

The Project Issue procedure logs and handles all Project Issues raised duíng the life of the
project.The procedure provides knowledge ofthe status ofall Project lssues, control over
their processing and a feedback to the originaaor on alìy actions taken. This ìs explained in
note d.et ll À Change tontrol, Chapteî 20.

16.4.6 Risk Log

l ] ìe managemenr ol  rFk rs an rmporranr control  throughour ùe projecr.

A Risk I-og is kept of all identified risks, their analysis, counterm€asur€s and sîatus. Ttis

begins at the stafi ofîhe project and conîinues until dre project closes.A]l dsks are frequendy

îeviewed. As a minimum, risks are reassessed at the end ofeach stage, buî they should also be
revi€wed aspaîîofîhe assessment of stage progress.

There is a sepamte chapteî oD the Management o/nsÈ (Chapteî l7) .

16.4.7 Checkpoint

A checkpoint is a time-driven control when dre status of work in a îeam is ascertained. It

involves úe people doing the work and is caried out by îheTèam Manageî. lt may or Ínay noî

be a formal meeting and dle fÌequencywol d be made clear in the!ùlork Package.
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One sp€cific aim ofa checkporntis to check all aspects ofteam work against the plan to ensure
that îlere are no nasty surprises. Useful questions are rwhat is not going to plan?' and 'Whaî

is likely to fail to go as plarìDed?'

The information garhered aî a checkpoint is re€orded in a Checkpoint Report for submisston
to the Projecî Manager. Againj îhis may be formal or informal according to the pioiect or
team circumsîances. Che€kpoint Reports are collated by rhe Projecî Manager and îhe
combined information used to assess r1}e progress ofthe stage. Checkpoints shoutd be raken
as fiequentÌy as the Project Manager reqùhes in order to maintain control over progress.
They may coincide with the Project Manager's need to consider replanning.

The suggested content of a Checkpoint Reporî is given Ít Prodact Desdiption outfnes,
AppendiY A.

16.4.8 Planning and replanning

Plans are, to a certain exîent, guesswork. Activiti€s do not always go as planned, Resources do
not always perform as expected. Unplanned a€tivities may emerge. The Project Manager
needs to comparethe planregularly againsrlatest informarion and be ready îo îeplan. Failure
îo replanr or r€planning too seldom, can leave it too late to recover, Th€re isj howeveL a
darger of reacting too early or too frequently îo the status ofnon-critical acriviries. Small
deviations may correct îlìemselves and the Project Manager may spend too much rilne
replanning rather than moniîoring.When and how often to replan will depend on the size and
cdticality of the project and is a matt€r for îhe Project Manager's judgement.

Replanning is needed at stage boundariesr when €xceptions adse. Any amendments ro rhe
plan that do not rcquire îhe Proiect Board's auîhorisation will be undertaken as parî of îd&in€"
Correctíz,e Action (CS?) .

I 6.4.9 Highlìght Report

A Highlight Report is a time-ùiven report on the status ofa srage's progress fiom dìe Projecr
Manager to dre Project Board. Allly recent Checkpoinî Reports will act as inputs to the ne,rt
HiglÌlight RepoÍ. The Proiect Manager sends it to úe koject Board during a stage at a
frequency dictated by the Proiect Board.Th€ fr€quency depends on such facîols as îhe length
andperceived sk ofîhe stage.TlTicallyj the repoÍ might be sent forúìightly or monrhly.The
repon may be formal or infomal, as decided by the Projecr Board.

The Project Board should define the content ofthe Highlighr Report. Minimally, it should
conîain statements about:

. Achievements in the current pe od

. Achievements expected in the next pedod

. Issues and new risks and suggestions concerning their resolution.

The Project Board may also ask for a copy ofrhe Srage Plan (or parts of it), showing actual
progress to date in terms of activities and cosî, plus repofis on any other item in îhe srage thar
it feels is importanî.Whaîever the content, îie style should be concise. Instead ofa copy ofthe
Stage Plan, the Project Board may prefer to receive an updated copyofrhe Producr Checklist,
shoù'ing sîatus and any revised dates.
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Often îhe fíequency of Highlight Reports is defined for îhe whole project in th€ Proj€ct
Initiation Document, but the frequency can be varied for different stages: For exaÌnpleJ îhe
Project Board may request no Higblight Reports in the shorter initiation stage and a higher

ftequency for later stages.

.4. Highlight ReporCs purpose is to allow the Project Boaîd îo'manage by exception' between
end srage assessments. The Project Board is aware ofthe Stage Plan to which it is committed
and oftlle tolerance margins that it agreed with the Proj€ct Manag€r.The Highlight Reports
confirm that progress is being made within those tolerances. Early warning of any possìbÌe

problems may be reported îo îhe Proiect Board via the Highlieht Report. The Proje€t Board
can reactto any problems that are repoÍed, as formally or informally as it feels is necessary.

The ProjectBoard canrequesîthatcopies ofthe Highlight Report are sent to other interested
parties.This should be documented in d1e Communication Plan.

There is no îequirement for the Project Manager to present the Highlight Report formaÌÌy aî
a meeting but dlose witlì Proiect Assurance responsibilities may wish to review t}le content
pr ior ro i rs submi.sion lo rhe Projecr Board

Product Description oudín ?s, Appendix A contains a suggested outline for a Highlight Report.

The Project N,4anager can use the High lght Report to convey concern about items that are
underthecontro ofany rnembèr ofthe Project Board. As the report  is provided to al lmernbers
of the Project Board, any rnember whose commitrnent is the source of the concern wi l  feel
pressure frorìr the other members to put the matter rlqht.

fhe Senior l jser has part  of the respons b i tyfor rnonitor ing project deLiverables. Ih s maybe
dlf f icu t  to do !ryhere a remote supp ler or third party is deve oping or procuring the product.

lv loni tor inq can be asslsted by Checkpolnt and Highl ight Reports and by user lnvolvement ln
checking the qual i ty of such products.

1 6.4. 10 ExceDtion Report

An Exception Report is a warning from one level ofproiect management to the ner!:t higher
level that a serious problem exists îìat needs a decision, such as theTeam) Stage or Project
Plan will deviate outside its tolerance margins.It is awise precaution fo. úe ProiectManager

to document the report.

There are situations where it is the tolerance for the whole projecî that is at skandnotjus!
that for the sîage. For example, information may be found îhat shows that a maior equipmenî
expendiîure, which is to be made much later in the project, will greatly exceed currenî
expectaîions and take the project outside tolerance,

An Exceprion Repoft describes a forecast deviation, provides an analysis of both îhe
exception and the options for the way forward aJrìd identifies the recommended option.There
is a suggested conîenî for the Exception Report in Product Description ordm€r, Appendix A.
The Proj€ct Board considem an Excepîion Reporî as part ofthe sub-ptocess Gbing Ad Hoc
Dùection (DPù .
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\jú4ìere îhe Excepîion Report describes a forccast der'ratlon from pîoject toleranc€s îlle

Executive must immediately communicate this to îhe coryorate or progratnme management-

where a Team Manager prepares an Excepîion Report it will be submitted to the Projecl

Manager as a Project Issue and reviewed as paît of Examining Projed Issues (CS4) .

where îhe pîoject is part of a progmmmer exception situations may occur because of changes

or problems at t}le prcgramme level. Examples would be a business change or the lat€

delivery of an externally purchased producî, which may impact the rÀ'hol€ programme or just

a single project. Changes to end dates or to the specificaîion ofproducts to b€ delivered by the
project are likely to hav€ a knock-on effect on tìe programme.To avoid dupLication of efrort

and to save time, tiose exception situations likely to impact more than a single project withiÌl

a programme shoúld be co-ordinated at pfogramme level.

16.4.11 End stage assessment

Part of îhe philosophy of breaking the pîoject into stages is that the Proiect Board only

commits to one stage at a úme. At the end ofeach stage the Project Boaîd îakes a good lookat

rhe project to decide ifit wishes to proceed to thenexr stage.Thjs review js called an end stage

assessment. According to such factors as project size, citicality and risk siùration, the end

srage assessmenî may be formal orinforma

However it is done, the end stage assessment is a mandatory conÍol point at the end of each

stage.The ass€ssmenî appîoves dre work to date and provides authority to proceed to îhe next

sîage. A stage should not be considered complete until ìt has received this formal appro\,€Ì.

The specific objectives ofan end stage assessment are îo:

. Review úe project against its Business Case and ensure that the proj€ct is sîill viable

. RevieÍ' îhe results ofthe stage againsî îhe Stage Plan

. Satisfy îhe Project Board aboùt îlle quality ofîhe products delivered

. Establish that the clurent stage has been completed satisfactodly

o Check wheîher any external event has changed the project's assumptions

. Pedorm a risk analysis and managemenî îevieiv ofthe project and the flext Stage Plan

and incorpomte îhe results into the nù':t Sîage Plan and Proje€t Plan

. Review overall project status against the Proiect Plan (which may now have been

revised)

. Review the n€xt Stage Plan against îhe Project Plan

a Ensuîe that a complete and consistenî baseline is established for the ne)<t stage

o Reviev/ the tolemnces set for the next sîage

. Enswe that the specialist aspects ofîheproiectare still sound

. Arlthorise the passag€ of the project into the n€xt stage (ifthe Business Case

continues !o be \'rable) .

The Project Board has the right to refuse to approve îhe nexî Stage Plan ifit is unhappy with

any ofthe aspects mentioned in this list. It can either ask the Proiect Manager to reîiink the
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next Stage Planr force closuîe ofthe project or refer the problem to corporate or progmmme

managemenr i f  rhe problem ì.  beyond j l  s remjl .

16.4.12 End Stage Report

The End Stage Report is the vehicle through which dre Project Manager informs the Project
Board of the resulîs of a stage. The Project Board can €ompar€ îll€ resuÌîs ìn terms of
pîoducrs, cosî and rime against the Stage Plan that it approved.

The End Stage Report contains all the information nec€ssary to enable the Projecî Boaîd to
achieve the objectives desc bed for an eod stage assessment.It forms a re€ord îhat can be
audited at any time in îhe proiect, giving a summary ofwhat happened in a stageJ îhe state of
the Project Plan, Business Case and risks.

' I  6.4. 1 3 Exception assessment

An €xception assessment ìs held bet\i'een the Project Board and Project Manager to approve
an Exception Plan. If any of ùe Proiect Board's assurance responsibilities have been
delegated, the people to whom assurance has b€en delegated would also parîicipaîe. lts
purpose is for the Project Manager to presenî an Exception Plan covering a revised Stage or
Project Plan to îhe Projecî Board and obtaiÈ its approval for implementation ofthe plan. As
\rith the eîd stage assessment, it may be formal or informal according to the sizej €riti€ality
and risk of the proj€ct.

The formaî of an Exception Plan is given in P,'o dl!.t Desciption outlines, Appendix A.

Every Exception Plan presented to the Project Board has an impact on the Business Case and
risks. The recoÍìmended opîion will also have an impact on t}le same items. Th€ Project
Board must consider boîh seîs ofimpact.

16.4.14 Daily Log

A Daily I-,og can help a Projecî Manager in controlling the projecî. Iî is normally a notebook

whose pages consist of the items list€d in îhe P/d duct Description outlines, Appendix A.

These can be tailor€d to the Project Manager's own prefereÈces or needs. Entries can be
made at any time. One key tim€ wor d be when the Projecî Manager reviews î}le stage stalus.
Another way of gening into a regular habìt ofmaking entries would be to siî down at the end
or beginning of a week. Considerarion of all îhe stage documents may lead to entries in the
Daily Log. Twical entries might be:

. Check wiú a dsk o\ 'ner on the currenî staîe ofa dsk

. Note what is on the critical paîh and check with the producer on the work stanrs

. Note any products due for completion in îhe nexî few days and check their status

. Review î1le Quality I-og for aÍy checks thaî are late in being done

. Make a noîe îo check on any outstanding Project Issue's impact analysis

. Make a note to follow up on any ouîstanding item on the last Highlight Report îhat

should have caused action fÌom one or moîe Projecî Board memben
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See ifaction can be taken on activities tlat are slippiîg before the plan has to be

modified

Check on îhe status oftolemnces.

Other entnes may come fÌom discussions wiîhTeam Managers, team membem or Pîoject

Board members; these include phone calls to be made) Communication Plan €hanges,work

Packages to be adjusted, etc.

It is sensible for the Project Manager always to have the Daily Log at hand. Relying on

memory is a recipe for dlsaster.

1 6.4.15 Lessons Learned Log

A Lessons Learned Log shoùtd be seî up in Sst r?g uP Pîoject Files (lPs).lt should record any

lessons, good or bad, îhat are learned as îlle projecî progresses. A sùggested strucîute is gj ven

in hoduct Desciptíon ort r€s, Appendix A. It should coveî both manag€ment and specialist

matîers,Its aims are to:

. Provide lessons snd advice that can be used to improve future planning and
peffofmance

I in a larer srage ofthis project

. irl fuflrîe projects

. lmprove geneml company srandards.

16.5 Controlled cìose

Before the Project Board allows the projectto close (unless theproiecthas been ptematurely

teîminated), it has îhe contlol to ensure that:

o AI the agre€d products have been deliver€d and accepted

. Affangements are in ptace, where appropriate,lo support and majntain ùe product

in its useful life

. Any useful statlsti€s or lessons for later proiects are passed îo dre relevant body

. A plan has been made to e[able a check on the achievement ofîhe benefits claimed in

the pîojecî's Business Case.

At project closue the Proiect Board must confum in writing (fot the project management

flle) its accepîance that the project has been completed. If necessary, these statements can be

qualified for example, that the products have been delivered with minor defrciencies that

can be rectified larer.

The following information is generaîed at the close of dre proiect, which leads to conúol

actioN bv îhe Pîoiect Board.
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I 6.5.1 Project closure notifìcation

The proiect closure noîification advises all those who have provided resources, facilities or
services to the project that the project is coming to an end. 'Ofncially' the Project Manager
provides apîojecr closure recommendarion to îlle Proiect Board.lfîhe Proiect Board agrees
with it) it rel€ases the proj€ct closur€ notification. In pmctice, îh€re may be agreement that
îlese are one and île same documenr.

16.5.2 Lessons Learned Report

The Irssons Irarned Report is created at the end of the project &om tle I-essons
Learned I-og îo disseminate ùseful lessons learned during the proiect for the benefit of
oîherprojects.

It covem management and specialisî pmcesses, techniques and tools, what worked well and
what caused problems.Itis a usefii contîol as part ofrhe funft,ons of an independenr quality

assurance or similar group. A suggested content is included in À?drdt Descríptío1t oudines,
AppendìxA.

Note:\júahere impofiant lessons are identified eaù on within the proiecî life-cyclè îhat could
be ùseful to othels, there is no reason why ùe Project Manager should nor prepare an
intermediate I-essons I €arned Report for approval and distdbution ia Gioing Ad Hoc
Direction (DP4\ .

I 6.5.3 Follow-on Action Recommendations

At the close ofthe prolect there may be a number of acîions left undone. For example, tlere
may have been a number of Requests for Change that îhe Projec! Board had accepîed but
decided not to implement during îhe projecq not all expected producîs may have been
handed over or there may be some known problems with what has beerl deliveîed.

There may also be risks identifred whose proximity is afteî the end ofthe project, forexample,
a sk associated wiîh îhe opemtion ofîh€ product.

The Follow-on Action Recommendations document any 'unfinished business' and allow the
Proje€t Board to direct them to t1le pe$on or group whose iob it will be to have the
recommendations considered for action after the currenî project has ended.

16.5.4 End Project Report

The End Projecî Reporr is similar îo îhe End Stage Reporr bur covers îhe entire project. A
suggested content is iúcfuded. it I)oùrct Descrìptíon outlines, Appetdix A.

The End Proiect Reporr reviews achievemenr of rhe obiecrives of ùe Project lnitiation
Document.Vhere the Lessons Irarned Report concentrates on the good dnd bad points in
the project management standards and conduct, this report concentBtes on the pedormance

ofîhe pmjecî management team in providing products ofgood quality that met requirements
against budget and taîget dates.

As far as possible, th€ achievement ofthe benefits anticipated in the project Business Case is
reviewed. (Most of this m€asurement will have to wait until îhe post-proiect review) Any
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changes made after the Project Initiation Document was agîeed are identified and their

impact on the Project Plan, Business Case and risks ìs assessed.

This report provìdes statistics on Project Issues and rheirimpact on îhe proiect,plus statistics

on the qualiry ofwork caried out.

If the project is part ofa progmmme, the programme will require a copy of îhe End Project

Report.The programme management may provide details of extra statistics and information

that it needs from the report.This should be covered in îhe Communication Plan.

once îhe Project Board has approved the End Prcject Report, they may issue copies ofit as

defined $.irhin the Communications Plan.

16.5.5 Post-Project Review Plan

The posr-project review occurs outside thc project,i.e. afterproject closure.Its main aim is to

relrew the benefiîs achieved by the proiecCs products.

Most products need time in use before the achievement of theh expected beneflîs can be
measured.This measurement after a period ofuse is an actMty calied a post-project review.

At project closure a plan is agreed on when and how achievcment of benefits can be

Any coîrective work identified by îhe post-projecî review would be done dudng product use

and maintenance. Any problems may not be with the product but instead ma!' be

organisational onesj needing such solutions as retminìng.

\vy'here a project is part ofa programmeJ the project may simply contribute to the realisalion

of progÉmme level bcnefi ts.

A suggested conîent for a Posr-Project Review Plan is givcn in Product Descri?tion autlines'

AppendixA.

The Pîoject Board must ensure that a Post-Projecî Review Plan exists and the Executìve

must take responsibility for ensuring îhat the plan is ìmpÌemented.

16.6 Stages

Stages are paîtitions ofthe projectwirhmanagement decisionpoints.A stage is a collection of

activities andproducts whose delivery is managed as a ùnit. As suclì, a stage is a subset ofthe
project and in PRINCE2 terms is île element ofwork rhat the Project Manager is managing

on behalf ofthe Project Board at any one time.The use ofstages in a PRINCE2 project is

mandatory; the number ofstages is flexible and depends on the needs ofthe project.

PRINCE2 stages are often described as 'management stages' in order to differentiate them

from a differenî use ofthe word 'stages' or 'phases' in some specific projcct envrronments.

PRINCE2 stages provide the following.
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Review and decision points

Wiúin any proiect îheîe will be key decisions, the resÌJts of which will have fundamental
eff€cts on ùe direction and detailed content of the project. There is, thus, a need for the
Project Board to review dire€tion and ongoing viability on a regular basìs.

PRINCE2 uses stages to deal wiîh thes€ decision points.The decisions foîm the basis ofthe
end stage assessments caîried oùr n Authorhing a Stage or ExcepLion Plan (DP3) . The benefrts
that tlese end stage assessments bdng to îhe project are:

. koviding a'fue break'for the proj€ct by encoumging the Project Board îo assess the
project viability at regular intervalsJ rather than let it flrlrì on in an unconúolled
mannel

. Ensuring that key decisions arc made p or to the detailed work needed to implement
them.The nature oîthese decisions can be varied and will include:

I whether to commit major resources such as capital investment

. whar the impact is ofmajor sk elements

. the clarìficaîioÍ of a previously untnorvn or ill-undersîood parî of îhe proiect's

direction orproducts

. Cladfung what the impact will be ofan identifr€d extemal influence, such as the
coryomte budget round or îhe finalisation oflegislation

. Reviewing a risky project at keymoments when new ìnformation about those risks
appeafs.

Many people will have heard ofthe îerms 'peer review' and gate review' in project work and
wonder€d how thev related to PRINCE2 controls.

Peer reviews are specific reviews ofa projecî or any of its products where personnel ftom
wiîhin the organisaîion and/or ftom other organisations caffy ouî an independent assessment
of the proiect. The purpose ofpeer reviews is to introduce a fresh perspective to the project

and to encourage shared learning across other projects. P€er reviews can be done at any poin I
\rithin a project but are oftenused at stage-end points.

Gate review is a term often used in project management. Gate reviews are efrectively formaÌ
end stage assessments where exteÍnal scrutmy is applied to the assessment ofthe project and
recommendations of whether the proiect should continue or not are given to the Projecr
Board.

Planning horizons

Uncertainty can often mean that it is only possible to plan in detail the activities and products

of a limiîed amount of the work of îhe project. The rest of the proiect's work can only be
planned in broad ouîline. The adoption of stages handles this situation by haying two
different but reìated levels ofplan,thaîis, a Stage Plan and a Project Plan.

Scalabi l i ty

Ev€ry PRINCE2 project should consist of at least two stages. The initiation stage is
mandaîory.It may last only a maîterofhoursbutis essential to ensufe îhat there is afirmbasis
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for the proiect, undefttood by all parlies. A small pîoject may need onÌy ívo stages: an

initiation stage $'ith the remainder ofthe project as the second stage.

Most projects need to be broken dolvn into morc manageable stages to enable the correct

Ie\  elor plannjng rnd conrrol  ro be exerci .ed.

16.6.1 lvlanagement versus technical stages

one method of grouping work together in stages is by îhe set of techniques used or the

pmduct created. This results in stages covering elements such as designJ build and

impiementation. Such stages arc technict:tl stages and are a sepsrate concept from the

m an agement stages alî eady introduced.

Tèchnical stages are typifred by the use of a particular set of specialist skills. Management

stages eqÌrate to commitmenl ofrcsources and authority to spend Often the two Rpes of

sîage $.ill coincide;for instance, where rhe management decision is based on the output fiom

the technical stage.Alì example ofthis might be where the oútput from the technical stage is

a set ofdesign opùons.

However, on oîler occasions the stages $.ill not coincide. There might be more than one

technical stage peî management stage. For example, the Prcject Board might decide to

combine aÌÌ úe technical srages that ìnvestigate a need and produce a specification into one

management stage. One plan would be approved Îo cover all d1e work, wilh Proiect Board

commitment before the work started and a review at úe end.In a dskyproiect- for example,

one that is (technicallt innovative - a long technical stage might be divided into more than

one management stage,

The PRINCE2 approach is to concentrate the management of the pro iect ot\rhe matlagement

stages since îhese will form the basis of the planning and control processes described

throughout the method. To do othenvise llrfls îhe risk of the project being driven by the

specialist teams instead oftlÌe customer's management.

where the desired management stagcs do nol coincide with the technicai stages, specialisl

work shoutd be broken down so îhat its pmducts can be divided over two or more

management stages. Figures 16.5 and 16.6 give an example ofthis break. Figure 16.5 sholi's

foùr managemenl stages with two products spreading across more than one management

sÎage.

FigÌue I6.6 shows that design has been broken into thee ptoducts. The overall design now

falls within stage l, detailed design and training syllabus foîm the second management stage,

and periphery design is planned to be done in sùge 3, together wiîh the creation of tîained

staff.
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Figure 16.5 Products crossing management stage boundaries

Figure 16.6 Products broken down to fit within management stages

16.6.2 How to define stages

Theprocess ofdefiningstages is fundamentally a process ofbalancing:

o How far ahead in îhe project it is sensible to plan

. \vy'here dle key decision points need to b€ on the project

o The amount of risk wiîhin a project

. Too many smal stages versus too fewbig ones.
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This will be a balancc of thc facto$ identified earlier and wiil be influenced by any Tèam
Plans. However, îhe Project Manager will have to reconcile the Sîage Plan and any relevant
Tèam Plans.This is discussed in P/azrj Chapter 15.

16.6.3 How to use stages

The primary use ofsÈges is as a basis for dictating the timing ofîhe stage boundaryprocesses
co\eîed by Mandgìng Stale Boundaries (SB) and by the associated .iuthor^iry d Stage or
E#epLion Pkn (DP,).T hese processes are used to make dccisions regarding the continÌrarion
or otÌìeNise ofthe project.

One element of this decision making process is whether the stage îhat has just been
completedhas been completed successfully. Thìs can be probÌematic to determine where ihe
management stage ends partway tfuough one or more elements ofspecialist work, since it can
be difncult to esrablish whether îhe specialist work ìs under €ontroÌ. The PRINCE2
technique of P/oduct-óaud planning, Chapter 22 is invaluable herc, since by using ìt lhe
Project Manager can identirythe detailed products involved in any element ofspecialist work
and can hence identiry aÌÌ the products îhat are due to be produced within the confines of any
given management stage. This can then be used to assess compÌetion or odlerwìse of îhe
srage.

Stages can be very useful as a means ofbrìnging Project Board controÌ to riskyprojects. Stage
breaks can be inserted at key points when risks to the project can be reviewed before major
commitments ofmoney or resources. Ddi.ing fhìs \ ,111be PLmnine a hoject (lP2).
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Figure 17.1 [/ lanagement of r isk ìn the PRINCE2 template

17.1 What is  r isk management?

Risk is a major factor to be considered during ùe management of any project. Prolecr
maflagement must control and contain dsks if a project is to stand a chance of being
successfin.

Risk can be de6ned as uncertainty of outcom€ (whether positive oppo{unity or negative
theat). Some amount ofrisk taking is inevitable ifthe prcject is to achieve its objectlves.

The task ofrisk management is to manage a proiect's exposure to sk (that isJ the probabiliry
of specific Ísks occurring and the potential impact if úey did occur). The aim is to manage
that ex?osure by îaking action to keep expo6ure to an acceptable level in a cost-effective way.

Risk managemeni involves having:

. Acc€ss to reliableJ up-to-date information about dsks

o Decision-making processes sÌrpported by a ftamework ofrisk analysis and evaluaùon

o Pro€esses inplace to monitor dsks

. The right balance ofcontrol in place to deal with those risks. (This is explained later
in this chapter in secîion 1 7.2. l, Risk tolemnce.)

i
I

I
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Risk management at the project level focuses on keeping univanted outcomes to an

acceptable minimum. Decisions about risk management at this leveÌ form an ilnpoÍant part

ofîhe Business Case.where supplien and/or partners are involvedi it is important to gain a

shar€d view ofthe risks and how they \t ill be managed.

17.2 Risk pr incip les

Proiects bdng aboùt change and change incurc risk. Change is usually about moving folward

and this often means the use ofn€w methods or new îechnology. These aspects can increase

the risks. There are some essential elements t1ìat need îo be in place in a project if risk

manasement is to be €ffective and innovation encouraged, i.e that:

TheProjectBoard supports andpromotes dsk management, and understands and

accepts the time and resource implications ofany countermeasures

Risk managemenî policies and îlìe benefits of effective risk management are clearly

coÍìmunicated to alÌ sÎaff

A. consistent approach to riskmanagement is fully embedded in the project

manag€ment pfocesses

Management ofrisks is an essential contribution to the achievement ofbusiness

obj€ctives

Risks îhrough working \ .ith programm€s and othel projects are assessed and

managed

Thère is a clear strucîure to the rìsk process so îhat each element or level ofrisk

identifrcation fits into an overall structure
''ù(/herc 

the proj€ct is part of a programme, changes in the state of any ploject dsks that

are also identlfied asprogramme dsks must be flagged to prcgmmme management or

rhe designated risk management frmction in the prcgramme

17.2.1 Risk tolerance

Anoîìer name for thìs is 'îisk appetite'. Before determìning what to do abouÎ risks, the Proiect

Board and Project Manager must consider îhe amount of risk they are prepared to tolemte.

This will vary according to îhe perceived importance of particular dsks. For exampleJ the

vìevr offinanciaì risks and how much the project teamisprepared to put at dsk wilÌ depend on

a number of variabÌes, such as budgets, the eff€ct on other parts of the progranìme or

organisatior\ or additional risks such as political embarrassment. A project team may be

prepared to take comparatlvely large dsks in some areas and none at all in oÎhels, such as dsks

to health and safety, Risk tol€rance can be reÌated îo other toleîance pammeÎers - for

example, nsk to completion within timescale and7ór cost and to achieving product quality

and project scope within the boundaries ofîhe Business Case.

Perceptions ofrisk tolerance have to be considered in detail to establish the optimum balance

of a îisk occurring against the costs and value for money of limiting lhat sk The

organisation's overall tolerance ofe!)osure îo risk must also be considered as well as a view of

individual dsks.

I/IANAGEi/]ÉNIOFNISK
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1 7.2.2 Risk resDonsibil i t ies

The managemenî ofrisk is one ofthe mosr imponanr parrs of ùe job done by ùe ProJecr
Board and the Project Manager. The Proj€ct Manag€r is responsibte for ensudng thar dsks
are identified, recorded and regularly reyiewed. The Proiect Board has four responsibilities:

. Notì8'ing îhe Project Manager ofany extemai dsk e),:posure to the project

. Making decisions on îhe Project Manager's recommended reactions to dsk

. Striking abaÌan€e betrveen the level ofdsk and the potential benefrts thaî the project
may achieve

. Notifung coryorate or programme management ofany risks thaî affect the projecî's

ability to meet corporate or programme objectives,

The Project Manager modifies plans to include agreed actions to avoid or reduce îhe impact
ofrisks.

Risk analysis requires input fiom îhe management of the organisation. The organisation's
managementr in turnJ is kept informed by the Project Board of úe risk analysis results.

Communication is particularÌy impofiant b€tw€en the project and programme levels within
the organisaîion. Vher€ îhe project is part of a programmer îhe management of risk
procedures used by the proiect must be consistent alrìd compatible with those of the
programme ulrìless there are valid reasons not to do so, lvhere a risk is uncovered in the
proglamme, any affecîed projecîs should be involved in îhe analysìs of that risk. Similarly,
proiecr ri)k eva luation .hou ld include staff Èom rheprogramme.

Project risks that threaten programme milestones or objectives must be escalated to
programme managemenr,

17.2.3 Risk ownership

An'owner'should be identified for eachdsk;îhis shoutd be the penonbest situated to keep
an eye on it. The Project Manager will normally suggest the'owner'and rhe Projecr Board
should make the decision. Pro,ect Board membe$ may be appointed 'owners' of risks,
paÍicularly risks from soúrces exîernal to the project. Allocatìng oivnership of îhe rjsk
process as a whole and the various components is fundamentaÌ from îhe outset. Vahen
desc bing who owns îhe various elements of risk, it is important to idendqT who owns the
following:

. The risk framework in totality

. Setting dsk policy and the projecr team's willingness toîakerisk

. Different elements of t}le risk process, such as idenîifying thîeats, through to
producing risk response and reporting

. Implementation oftle actual measures taken in response to îhe risks

. Interdependent risks î}lat cross organisational boundaries, whether they be relaîed to
business p rocesse.. IT .y.tem. or orherprojecrs,

Overall ownership of the risk management process ìs likely to lie wiîh the Executive.
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However, t1le Executive wilÌ need to ensùre that the peopl€ who own the various paÍs oftle

dsk process are clearly defined) documenîed and agreed, so that they understand their

vadous roles, responsibilities and ultimate accountability wiú regard to île management of

risk.

Normally the risk'owner'will have the responsibility ofmonitoring each dsk îhat îhey own.

If îhe owner is a Project Board member, the actual task of monito ng may be delegated,

but the responsibility stays with îhe owner. The Executive, for exampleJ has ultimate

responsibility for monitoring any sks or opportunities facing the Business Case, particularly

any externaÌ ones, sùch as changes in company policy. The hoject Manager has the job of

keeping a watching brief over all risks and checkjng that the defined actions, including

monitoring, are taking place and are hal'lng the d€sired effect.

Risks owned at team level should be reported on in the Checkpoint Reports. The Project

Manager includes some form ofreport on any signilìcant risks in the Highlight Report.The

End Stage Report also summarisesthe riskstatus.

Vhere a dsk (tfueat or opportunity) actuatty occuft, the ProiectManagerwill either insdgate

contingency action) or deal with the Project Issue ÈlJder Cfu ge nnttol' Chapter 20

17.3 The r isk management cycle

Every project is subiect to consîant change in its busìness and wider envbonment. T]le risk

environment is constantly changing too. The project's prio ties and relative importan€e of

risks witl shift and change. Assumptions about risk have to be îegularly revisited and

reconsideredj at a minimum, this should occur at each endstage ass€ssment.

Figure 17.2lhe risk management cyc e

+
@
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Figue 17.2 shows the main steps îhrough the dsk management cyale. The steps are
described in more detail below.

17.3.1 Risk analysis

ldentify the rìsks

Thii step idenrifies rhe potential risks \or opporruniùes) facing ùe proiecî. RrJÀ .dregones.
Appendix C lists various categories of rjsk rhar make a usefii srarr poinr for risk
identificatìon. It is impofiant not to iudge îhe likelihood ofa risk ar ùis ea;ry rime.This is
done in a controlled manner in a later step. Attempting îo form judgem€nts while identifying
a list of potenîial sks may lead îo hurried and incorrect decisions to exclude some sks.

Once ìdentified, dsks are all entered in the Risk Log.This contains details ofatl risks, their
ass€ssment, owners and status. A suggested lisî of contents is given 11r Product Desqiption
ortlrres, Appendix A.The Risk l-og is a control tool for th€ Project Manager, providing a quick
reference îo the key dsks facing ùe project) what monitoring acriviries should be raking place
and by whom. Referen€e to iî caÌr lead to entries in the Project Manager's Daily Log to check
on îlle statùs ofa risk or associated activities

Evaluate the risks

Risk €valuation is concerned wiîh assessing probability and impa€t ofindividual risks, taking
into account any inîerdependencies or other factors outside the immediate scope undef

o Probability is îhe evaluated tikelihood ofaparricuiar outcome acrually happening
(including a consideration oftlìe ftequency wiri which î]le ourcome may arise). For
exampler major damage to a building is relatively unlikely to happe& but lvould have
enomous impact on business continuity, Convenely, occasional personal computer
system failure is fairly likely to happeq but \i'ould not usually have a major impact on
the business

. Impact is the emluated effect or r€suft ofa particular ourcome acrualLy bappening

. Impact should ideally be considered under the elements of:

quality

scope

benefit

people/resorúces,

Some îisks, such as financial risk, can be evaluated in numerical terms. Otheîs; 
'such 

as
adve$e publi€ity) can only be evaluaîed in subjecîive ways. There is a need for some
fram€work for categorising risks, for example, high, nedium and low.

When consrdenng a nsks probab iry, anorher aspecr is $hen ùre risk mighr occur. Some
risks will be predicted îo be furîher away in time dran oîhen and so anention can be focused
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on the more llìmediaîe ones. This prediction is calìed the dsk's proximity. The proximity of

each risk should b€ included in the Risk Log.

Th€ results of the risk evaluation activiîies are docum€nt€d in îhe Risk Log. Ifthe pro)ecI ls
part ofa progamme) pioject risks should be examined for any impact où the progîamme

(and vice versa). Vhere any €ross-impa€t is found, the dsk shoúld be added to the other Risk

Log.

ldentiry suitable responses to risk

Suitable responses to risk break into broadlv five t\'pes, as shown in Table I 7. 1 .

Table 17.1 Suitable responses to r i5k

Prevention Terminate the risk - by dolng things differentLy and thus rernoving the risk, where it
is feasib e to do so. Countermeasures are put in p ace that either stop the threat or
prob em from occurring or prevent it having any impact on the project or business

freat the risk take action to control it in some way where the actions either reduce
the l ikel ihood ofthe riskdeve oplng or lmìt the impact on the project to acceptable
reve 5

Ihls is a speclal ist forrn of r isk reductlon where the manaqement of the r isk is passed
to a thlrd party via, for instance, an insurance policy or penalty clause, such that the
impact ofthe risk is no longer an issue for the hea th ofthe proiect. Not a r iskscan
be transferred in ihis way

Tolerate the risk - perhaps because nothing can be done at a reasonable cost to
mit igat€ i torthe lke ihood and impact of the r jsk occurrlng are at an acceptab e
evel

These are actlons p anned and organised to come lnto force as and when th,. r isk
occu15

Reductlon

Transference

ACCeprance

Contingency

Any given dsk could have appropriate actions in any or all these categories.There may be no

cost-effective actions available to deal with a dsk, in whìch case the rìsk musî be accepted or

the justi6cation for îie project revisiîed (to review wheîher th€ projecî is too risky), possibly

resulting in the termination ofthe projecî.

Select

The risk response process should involve identifying and evaluating a range of opîions foî

treating îisks, and preparing and implementing risk management plans. It is impotant that
the conîrol action putin place is proportional to the dsk. Every contîol has an associated cost.

The control actlon must offeî value foî money in reladon to the dsk drat it is controlling.

E
Figure 17.3 Balancing the risk
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S€lectìon ofthe sk actions to îake is a balance bet\reen a number ofthings. For each possible

action it is, fust, a question ofbalancing the cosî of îaking îhat action against the likelihood
and impact ofallowing the risk to occur, as sho\úr in Figure 17.3. As an example, if a chariry
aarnival is arranged, is it worth takirg out insuance for d3,000 guaranteeing {6j000 ifîhe
carnival is rain€d oft.) Orj since the camival date is in surnmer, do we take rhe risk and not
cpend the insurance money?

But îhe seÌection is usually more compl€x îhan that. As Figure 17.4 showsJ there iÌre many
elements to be taken into consideratlon.

There may be seveml possible dsk actions, each with different effects. The choice may be one
ofthese options or a combination oft\À7o or more. We then have to considerthe impact of (a)

rhe risk occrirring and rb) the ri.k acrion on:

o TheTèam, Stage and7orProject Plans

. The business or progmrrìlrne

o TheBusiness Case

o Otherparts ofthe project.

The consideration has to be done in the lighî ofîhe iisktolerances.

PRINCE2

lmpact on
Business Crse

Figure 17.4 Risk act ion select ion

2
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17.3,2 Risk management

Plan and lesource

Having made îhe selection, îhe implementaîion ofthe selected actions will need planning and

resoucing and is likely to include plan changes and new or modifi€dvoîk Packages:

. Planníng,w]nict',Îor the countetmeasure actions ilemised duîing the risk evaluation

activities, consists of:

t idenîiÎfing the quantity and type ofresources rcquired to caÍy out the actions

. developing a detailed plan ofacdon; this will be included in Project and Stage Plans

either as addiuonal activities or as a conîingency plan

r confuming îhe desirability ofcarrying out the actions identified dudng risk

evaluation ir lighî ofany additional information gained

r obtaining management approval along with all the oth€r aspecîs of the plans be ing

produced

. Resour.ing,whlch will identiET and assign îlle acflial resources to be used to conduct

the work involved in carrying though the actions

. ùece acsiglrÌìent\ will be shown in Project and Slage Plans

r note that t1ìe resources required for the prevention, reduction and transference

acîions will have to be fr]nd€d ftom the project budget since they are acaions that

we are commifted to carryingoul

i conringency actions \i,ill noîmally be funded from a contingency budget.

Monitor and report

There must b€ mechanisms in place for monitoring and reporting on t1ìe actions selected to

address risks.

Some ofrhe actions may have only been to monitor th€ identified dsk for signs of a change in

its status. Moniîodng, however, may consist of:

. Checking that execution ofthe planned actions is having îhe desired effect

. Varching for the earlywarning signs that a dskis developing

. Modelling trends, predicting potential risks or opportunities

. Checking that the ovemll managemenî ofrisk is being applied etrectively.

In the event that monitoring indicates that the action is noî haiing the desired effect or the

risktolerance may be exceeded îhen an Exception Report should be generàted.

17.4 Risk prof i le

This is a simpl€ mechanism to increase visibility of risks and assist management decision

making. It is a graphical r€presenîation ofinformation normally found in existing Risk I-ogs.
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It is only onepossible representaÈon of a project's risksîatus.The Ptoject Boardmay choose

to have an easy-to-read diagmm, as shown in Figure 17.5 for example, included in the

Highlight Report.

The profile shows dsks, using the risk identifrer, in terms of probabìlity and impact with îhe

effects ofplanned countermeasures taken into account.The Project Managerwould update

this matrix in line with îhe Risk Log on a regular basis.In the example, we can see that risk 5

is currently considered to be of high probability and high impact. In pafiicuÌar, any risk

shown above and to îhe right of the 'risk tol€rance line' (the thick black line) should be

referred up\rards. This Ìine is set for the project by agreement between the Erccutive and

Project Manager.

As risks are reviewed, any changes to their impact or probability \rhich òause them to move

above aJrìd to îhe right ofîhe'risk tolerance line'need to be considered carefuÌÌy and retèrred

upwalds for amanagement decision on dle actionto take.

MANA6EMENIOFFISK

q

Figure 17.5 Summary risk profi le

17.5 Budget ing for  r isk management

A project needs to allocate the appropriaîe budget, time and resources to risk management.

The riskprocess mustbe embedded in the proiect environmentJ rather than being tacked on

as an afterthoùght. The cosî of carrying out sk management and the level of commitment

alr1d time, such as contingency plansJ risk avoidance orreduction, need to be recognised and

agreed.Iíhile the budget maybe allocatedto actions relating to risk lreatment, tlere is often

a failure to provide sÌrfficient bùdget to the earlier parîs of the prccess, such as risk

assessment, which can require a diverse mnge ofskills, îools and techniques. Experì€nce has

shown that aÌÌocaîing the corÍect budget to tbe risk management process earLy on will pay

dividends later.

17.6 Mapping the management of  r isk to the PRINCE2 processes

At key points in a project, management ofriskshouldbe caried out (Figure 17.6).
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ProÈct P an
Prolec!  n t la t ion Documenl

Risk Log

F gure 17.6 Risk f  ol^r,  showlng key polnts in a project when management is necessary

17.6.1 Preparing a Project Bfief [SU4)

The Risk Log needs to be creatcd bv this timc. A suggested structure for this is given in
ProdLlct Descripîion outÌi],rJJAppcndixA.The Project Mandate may have refered ro a number
ofrisks facing thc potcntial project.These may be such risks as compedror acrionr impending
or mootcd Ìegislation, company policy changes, staffreorganisation or cash-flow problc s.
Certainlf', the preparation of rhe Projecr Briefshould givc risc to an carl-v study ofsuch rrsks.

I
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Creauon of the Project Appîoach (see Defning Prcject Approath (SU5)) may also have

intîoduced some extra risks.

1 7.6.2 Authorisìng Init iation (DP1)

This is îhe firsî formal milestone when th€ Project Board can examine the Risk Log as part of

deciding whether project initiation can be justìfied. Pîagmatically, the Proiect Manager

should have discussed informally rÀ'ith board memb€rs any l îown îisks that seem to threaten

úe proiect viabiliry

17.6.3 Refining the Business Case and Risks (lP3)

The Project Manager examines risks again as part of preparing the Project lniîiation

Document. At this tim€ th€ Projecî Plan will be created and this may identi& a numbeî of

dsks, such as unknown performance of resources, conîractor ability and any assumptions

bei[g made in the plan. Ne\r risks may also come îo lighî as a result of adding detail to the

Prciect Brief. Aî the same time, all existing dsks are reviewed for any new information or

change in Lheir circ umstances.

17.6.4 Authorising a Project (DP2)

The Proje€t Board now has an updated Risk Log to examine as part ofits decision on whether

to go ahead with the proiect. As a result ofîefrning the Business Case, a number ofrisks may

have been identified. Very often îlle 'oivners' of these risks will be members of the Project

Board and they "hould confirm rheirownership and the actions required of them.

17.6.s Analysing Risks (PLG)

Each tìme a plan is producedJ eÌem€nts of ùre plan may identify new nsks, modifu exlsùng

ones or eliminate odlers. No plan should be put forward for approval before its risk content

has been analFed. This anallsis may lead to the plan being modifred in order to take the

appropdate dsk action(s).The Risk Log should be updated with all sùch d€tails.

17.6.6 Updatìng the Risk Log (S84)

As part ofthe preparation for a new sîage, the Project Manager updat€s the Risk Log wiú any

changes to existing sks,

17.6.7 Authorising a Stage or Exception Plan (DP3)

Before autho sing a plar, the Pîoject Board has the opportunity to study îhe îisk situation as
part of its jùdgem€nt of the co[tinuing viability of the project.

' I7.6.8 Authorising Work Packaqe (C51)

Negotiation with tlle Tèam Manager or team member may identit' ne\r risks or change old

ones. Iî may requrre the Proj€ct Manager to go back and amend some pafi ofthe original
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Vork Package or change the Sîage Plan. Examples h€re are îhe assign€e d€ciding to use new
technology or needing to find speciavrare resources.

17.6.9 Accepting a Work Package (NIPI)

This is the point when theTeam Manager produces aTeam Plan to ensure that the products
ofîhevork Package can be delivered within the consúaints ofthe agreed\Yy'ork Package. Like
any orherplan. i tmay conrain newrisks oîmodiE, exisr ingones.

17.6.10 Examining Project lssues (C54)

Assessment of a new Proj€ct Issu€ may îhrow up a dsk situation. For q:<ample, a proposed
change may produc€ a risk of pushing the stage or proiecr beyond irs tolerance margins.

17.6.11 Revìewing Stage Status (CSs)

This brings togeîher the Stage Plan with its latest actual figurcs, rhe Projecr Plan, îhe Business
Case, open Proiect Issues, tlle tolerance status and the Risk I-og. The Proiect Manager (in

coniunction with the Proiect Assurance roles) looks for risk situation changes as well as any
oîher warning signs.

17.6.12 Escalating Project lssues [C58)

As well as Proiect Issues,arisk change may cause îhe Project Manager to raise an Excepîion
Reporî to the Proiect Board.

1 7.6.1 3 Reporting Highlights (CSG)

As part of îhis task, the Project MalrÌager may take the opportunity to raise any sk matters
with the Proiect Board. Examples here wol d be notirying the board of any îisks that are no
longer relevant, warning abouî new risks and remindeîs about risks that board membefi
should be keeping an eye on. The suggested format of a Highlight Report is included in
ProturL Desciptíon outlinrrj Appendix A.

17.6.14 Giving Ad Hoc Direction (DP4)

The Project Manager advises the Project Board of excepîion situations via îhe Exception
Report. The Project Board has the opportunity to reacî with advice or a decision for
example, bringing îlle proiect to a prematur€ closer r€questing an Exception Plan or removing
îhe probl€m. The Project Board may also instigate ad hoc advice on îhe basis ofinformadon
given to it fÌom corporate or programme management or another exîernal source.

During risk anal,sis the Proiect Manager witt discuss the countermeasures with the Pro,ecr
Board and obtainits decision through this sub-process.

17.6.15 ldentirying Follow-on Actions (CP2J

At the end of the proiect a number of risks may have been idenrified that will affect îhe
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product in its operaîional life. These

Recommendations for the information
pro,ect.

17.7 Interdependencies

should be transfeúed to the FoÌÌow_on Acíon

of those who will support the product after the

Risk may have additional factoîs relating to them thaî increase tlle complexity ofassessing a

project's overall exposurc to dsk. These include inteldependencies lt is essential to

understand the int€rdependencies of risks and how drey can compoìrnd each other. For

example, a skills shortage combined with serious technical problems and a requirement to

bdng úe delivery date forward are common examples of sk compounding

Interdependencies can occur at all levels and across different levels.

A projecî may hav€ interdependencies witi other projects. A proiect may be dependent upon

a supplier delivering producîs or seNrces tllat have a futher inteidependency upon anotheÍ

intemal projecî delivering its obiectives allìd so on in the supply chain. These need Îo be

e.yplicitly identifed and assessed as part of the process of risk management.

Inîerdependencies often cross diffetenî boundariesi such as ownership, funding, decrston

making, organisational or geographical boundariei. You must be able to assess risk a;d

communicate across these boùndaries.

17.8 Further risk management considerations

The relationship between benefit and delivery risks

Often the dsk management proc€ss is focused pdmarily on deliv€ry rather úan benefit

Changes to delivery dates, costs, qualityJ eîc. ate noî related back to the benefrts.The dnve to

d€liver may continu€ long after the potential benefits have been sigùifrcantly reduced or lost.

A common cause ofthis is îlìaî the owneIs ofbenefit objectlves are not the same as tle owne$

of delivery. Decisions taken with regard to delivery must be rclated back to beneft and vìce

velsa.

lnternal versus external risks

Much is made ofîtle difierence betlveen internal and ex:ternal risks The major dìfferences,

however, relate to th€ ability îo apply tlle ísk process to tlìem. Internal dsks can be juat as

difÍìcult to identiry, assess and evaluate as external risks and thus be just as complex to

manage. The same broad principles of risk management apply to boîh.

The cost ofsetting up a management of risk process for a project depends on the technical,
pol iUcal and organisational comp exlty involved.lhele are sorne general quidelines that can

beapplied,however.Plannersforprojectsshouldexpecttospendl-3percentoftheirbudget
on an inlt ial r isk management effort and an addit lonal 2 per cent on rnonitoring and updaung
this throuohout the develooment life cvc e.
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Ch ec kl i st o n o ssi g n nen t of risk ow ne6h i p:

. Have owne6 been allocated to a the varlous parts of the cornp ete risk process and the
full scope of the risks being catered for? For exarnp e, suppliers may be tasked with
ownershlp ofassessing and evaluating r isk as part oftheir contracts

I Are the various ro es and responslbllities associated \ryÌth o$,nership we defined?

r Do the individuals who have been al located ownership actualy have the authority in
practice to fu f i l their responsibi l i t les?

r Have the various ro es and fesponsibi i t ies been communicated and understood?

r Are the nominated owfers appropriate?

r In the event of a change, can ownershlp be quickly ancl effective y real ocated?

r Are the differences between benefit and delivery risks c early understood and, if required,
do they have different owners?

-Ihe 
Project N,4anagef's Daiy Log can be very usefu in monitoring risks. Entles can be made

in it for the Project lvlanager to check on the status of any risks where he/she is the owner.
ot'e en ' er , a bc 'r"de lo .cariîo tl'e Dro_ect \,la-cger .o c ec< I al ol e. o!,vners are
monitoring and control l ing thejr r isks and feeding the informatlon back.

Wherc the prcject is partofo progronne:

I Programme mafagement ls responsible for ensuring the management of those risks with
lnterdependencies between projects and programme

Where appropfiate, the programme sho!ld take part in the r isk management activlt ies at
the project eve. Thls can normally be done by attendance at ehd stage assessrnents by
either a mernber of proqramme management or a deslgnated risk managernent function

Risks are ffequently comrnon across projects and wou d benefit frorìr belng cenfalised at
prograrnrne level. fhe cost of corrective action can be reduced lf it is planned, agreed and
actioned only once. ALso, problems can resu t frorn an lnconsistent approach beinq taken
0y prolects.
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Figure 18.1 0uali ty in the PRINCE2 template

18.1 Purpose

The purpos€ of îhis chapter i; to outline the main elements ol qÌraÌity as they apply ro a
project and to put project quality in context with ISO (Intemational Organisation for
Sîandards) quality standards.

18.2 What is  qual i ty?

\fithin projects, quality is a question of id€ntit ìng what it is about the project's products or
se ices îhat makes them frt for their purpose of satisrying stated needs. Projects should not
rely on implied needs.Theselead to uncertainty and, as such, are oflittleuse.

18.3 Oual i ty  management

QuaÌity management is île process of ensuring thar rhe qlraliry expected by the cusromer $
achieved. It encompasses all the proiect management activiîies îhaî determine and

Chafqe
Control

Business

Coifiguration 0fqanisation

Risk
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implement the Project Quality Plan. The \,€rious elements of an organisation's quality

management inrerrelate and are as follows:

. A. qualíry astem,\,\hich has an organisation sîructurer procedures and processes to
implemenî quality management. Both îlìe customer and îhe supplier may have
quality s,'stems.The project may have to use one oftlìese systems ot an agreed
mixture ofboth. PRINCE2 itselfwill typically fol.rn part ofa coîporate or programme
quality system where it has been adopted as a corporate or programme sîandard

a Quah4) assurance, which creates and maiotains the quality system and mollitors its
application to ensure îhat the quality system is operat€d and is effe€tive in achievjng
an end producî that meets quality and customer r€quirements. A quality assrÌrance
function shoùld be sepamre fÌom and independenr of rle otganisation's projecr and
oÉerational activitied to monitor useofthe quality system across all projects wiîhin
îhe corpomte body.Ifsuch an indeiendenr body does nor exisr, rhe ProjecrAssurance
function will assume the quality assumnce ròle wiúin the project

. Qualiryplamting,which establishFs the objecîives and requirements for quality and
la,'s our îhe acîiviries for the application of rhe quality system. In the Proje€r Iniriarion
Document the quality methods for the whole project are defined in the Project

Quality Plan. It is important that t}le customefs quality expectations are undelsîood
and documented prior to proiect commencement.'Il1is is doùe ]n Starring up a Proje.t
(SlI). Each Stage Plan specifles in detail the reqrbed quality acîivities and resoìúces,
with the detailed quality c teria shown in the Product Descdptions. Product
Descriptions define the îequircd quality crite a for a product and the quality control
meîhodtobeused to check for the existence oftÌìat quality. The koductDesc ption
may ne€d to be ìrpdated ifachangeto theproductis a$eed. Once approved, a
Product Description should not be changed wiîhouî passing through change conúol

. Quality conftol.wh^ich is the means ofensu.ting that products meeî îhe quality c teria
specified for them. Quality control is about examining prodìrcts to determine that
tley meet rcquiremenîs. Quality reviews are the primary PRINCE2 technique in
making proiect quality work and are tully d€scrib ed i^ Qualiu reaiew technique,
Chapter24.

18.4 The qual i ty  path

The path to quality in PRINCE2 is shown in Figure 18.2. Each element in this figure É
ofplained in the following sub-secîions, with doss-references to the areas of PRINCE2 îhat
relate lo ir.  Figue 18. ì shows an alrernat;ve represeirîat ion ofrhi\.
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Stage quality plan

Ouality Log

Ouality Log created

Ouality Criteria

Ouality tog update Ouality check

Figure 18.3 The path to qualìty (workflow)

18.4.1 Elements ofthe quality path

In PRINCE2, quahry considemtions begin with discovering what the Acceptance Crite a
and cnstom€r's qnality expectations are. This should be done in the sub -prccess Prepari g a
Proircr Bnel (SU4). No reaiistic plan can be made to provide the customer with a quality
producr until borh cusromerand suppiier understand aJrìd agree what that quality should be.
The customer and supplier need a common understanding ofthe link between quality, cost
and time and must balance these while ensuîing that the end prodùct is fit for puîpose and
built \riîhin the other constraints.

Acceptance Criteria

The Acceptance Cdteria should relate to the performance of île project in matters such as:

. Target dates
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Cosîs

Intedaces to be maintained

Control ofchangcs

Scope

Timings.

Other possible Acceptance Crìterìa are given in t]|'e Pîorluct Descriptinn o?lr?,?erJ Appendix A.

Customer's qual i ty expectatìons

The colloquial use ofthe word'quality'implies'high qualiry', i.e. the use ofthe best materials,
expeÍ craftsmanship, inspection at all points ofthe product's development, and thorough
testing beyond all its expecred limitsj bùt this may not be the case. All products do not have
the same qùaliry expectarions. ls rhe pîoducr designed to'lasr a lifetime'or is it'use once,
throw away'? Comparethe time and effort spentin ensuring that îhe oxford dictionart'is free
from spelling mistakes with that spent on your dailynewspaper.

The customer's quality expectations should be linked with the Acceptance Criteria of îhe
finaÌ ouîcome (i.e. a sensible match between costj ta€et date and quality).

ts0

ISO issues an intemational range of standards incÌudìng those for quality management
systems. There is a specific standard covering qùa1ity management system requirements
in îhe design/developmentJ production, installation and selvicing of a prcduct, including
project managemen!. It is a standard used by many organisations as the basìs for îheir
quality management system (QMS). The use of PRINCE2 can help to meet îhis quality
standard,

A companycan use the ISO quality standard when:

.  Serr ing up a quàl i ry managemenr luncr ion

. Examìning îhe quality assurance system ofa supplier.

It therefore may have severalimpacts on the quality considersîions for a project:

. The standard may have been used by the customer and/or supplier when creating i$
quality management system

. The supplier's deveÌopment medrods maybe accredìted under an ISO standard

o The customer may wish to compare a sùpplie/s qualitf' methods against rhe
requirements ofanISO standard orinsist on a sÌrpplier who holds an ISO sîandard
accreditation

. It may have been ùsed as thebasis for rhe coryorate quality policy of thc suppljcr

Oual i ty pol icy

The customer and/or the supplier may have a quality policy, laying do\rn the company's
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attitude towards the quality of anything that it makes or uses. It should direct and influenc€
the supplier's aîtitude in constnrcîion and testing, and reaction to any customer complaints
about quality.

If both customeî and supplier have quality policies, it is sensible to check îhaî they are in
harmony. lf not, îlìere will need to be an agreed compromise, driven by dre needs and besî
intere.r .  of  ùe cuslomer.

'Wheîe 
the proiect is part of a programmeJ the programme should provide guidance or

direction to th€ project.

Ouality management system

Two things should support a quality policy: a quality management system (QMS) and a
quality organisation structure.

The QMS is a set ofstandards covering all the normal work done by that company. Each
standard will cover the techniques, tools, required expertise and steps to be used in ùe
creation ofa specific type of producî. If the prcduct is a document, the standard will also
cover its fofmat or appearance.

Ifboîh îhe customer and supplier have a QMS, îhere must be agreement on which QMS or
what amalgamaîion ofsîandards fiom both sets ofstandaîds ivillbeused.

The quality organisarion srructure indicates r1le responsjbiljries for qualjry rharjs,whosets
the quality policy, who sets the standaîds to meet the policy, any external body imposing
quality constraints, who monitors use of the standards and any quality trainir€ group. Much
of this u ork is ofien done by a cenúal qualiry assurance Èrnction.

ProjectApproach

How the proj€ct aims to meet th€ €ustomer's quality expectations will b€ aff€cted by the
approach chosen for the provision ofthe end result.Tlpical approaches would include

. The product is'built ftom scratch'by îhe customer's staff

. An extemal supplier builds the prodùct from sc.atch

o Tbe product is built from scratch with contributions ftom many extemal
organisations

. An existingproduct is modified to meet new needs

. An off-the-"helfproducr i\ bought.

Quality controlmethods and responsibilities willvary accordingro rhe approach chosen.

The Project Approach is confirmed as part of Snrting up a hoject (SIr. Therefore it is in
place and €an be used in the initiation sub-pro cess Planníns Quality (JP l) .

It is noîmally impossible to be involved ill the testing of an off-îhe-shelfproduct. A privileged

customer might be ask€d to participate in an early test of a product, but this Opically only
happens when îhe oryanisation is already a customer. Checks on the qualìty of such products

canbemade with exrsting customers. Someùmes for more expensive products there is a tdal
pedod when testing can be done.
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Project Assurance

PRINCE2 ofiers a good means of checking quality where a product is to be developed by
external contractors. This is through use of the Project Assurance function, Eacb time an
exîeînal Team Manager plans ivork for the project, the Project Assurance îole shoìrld rcview
and approve the dÉft plan.The purpose is to identiE products being developed in the plan

that are of interest to îhe Proje€t Assumnce tun€tion. Proj€ct Assurance then verifies î.hat
quality checking arrangements for these products are satisfactory.This covers the method of
inspection, the points in the products' development when inspections are to be held and the
people to be involved in îhe inspection. Project Assurance should have the option to speciry
people to be included in inspections. This is particularly relevant and important for îhe
customer's assuran€€ of an external contractorrs work. This requbement to inspect and
modiry th€ contractor's plans should b€ included in the contmct.

Project Ouality Plan

'î11rs 1s qcrezrediî Initiatíng a Prcject (lP).hfo:.lrrs pall of the Project In itj arion Docu ment and
defines in general terms how the project will meet the customer's quality expectations.

I t  wi l l  idenrib,  ùe rechniques and srandards Io be used. l f  rhere is a QMS in exi l rence, i r  is
noimally sufficient simply to reference the QMS manual that contains the standards. If
necessaryJ the Project Quality Plalì will identi$' any standards in the QMS that will not be
used or any e)<tra standards noî in the QMS that will be used.

The plan should also identi4T quality responsibilities for the proiect. For e-\ample, if the
customer or the supplier has a quality assumnce function, the plan would explain how that
function would play a part in îhe project. This links with the Orga isation cor/lpoíeír of
PRINCÈ2 (see Chapter I 4), where the o,:ternal quality assurance function may take paft of
the Project Assuran€e role.

The Proiect Qualiry Plan should mention the quality responsibiliîies ofthe Project Manager
and Configuîaîion Librarian, and define how îhe assurance îesponsibilities of each Projecî
Board member are to be handled.

Stage or team quality plan

Stage and Team Plans should contain a quality plan that wilt identiS' the m€thod(s) and
resources to be used to check the quality of each prcduct. The Project Assùrance roles have a
key part to play in idenrirying products of key inreÍest ro their role and in specirying who
shoùld be involved in quality checking these products. For example, for any quality reviews,
the names ofîhe chairyercon and review€rs would be given.The Stage orTeam PIan shoutd
show in diagrammatic form (O?ically a Gantt chart) when the revierÀ' will take place alìd how
long iîwill take.

This is pafticularly important where work is being allocated to an external team. Rather
than wait until the 'finished' prcduct is handed over for accepîance trials, it may be betrcr
for îhe cùstomer îo have people checking the prodùct all the way through its design and
d€velopment, Finding out that a product doesn't meet requirements during its acceptance
trials can b€ very €xpensive and may be fatal for îhe project.

Stage and team quality plans will îot be separate documents, but an iritegral part ofthe Stage
andTèamPlans.
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Where external teams are to be ùsed, it is importanî to define in the conîract dlat îhe Projecr
Assurance function has d1e right to see dÉft pÌans and insist on ìts people being paÍ of
quality checks whenever it wishes.

Product Descriptions and quality criteria

As part ofa Stage Plan there should be a Product Description foî each major product îo be
cr€ated du ng that stage. This indicates, among other things, îhe quality criteia that the
product must meeî and the method of checking î-hat dlose crite a exist in the fìnished
producî.

It is sensible, often essenîial, îo involve the customer's staff in defining the Product
Desc ptions, including the quality criteria. Not only are ùey ùe people who should know
best, but also theproductneeds to meet their quality expectadons.

An inherent quality criîerion for every product is that dre product shoutd satisry aI îhe
elements of the Product Descdption. For example, it should contain tlose elements
mentioned und€r '€omposition' and be capable of satisrying the defined purpose of the
proctuct.

Oual i ty review

PRINCE2 identifies a specific technique for quality control called quality review The
detailed steps of a quality review are er?lained n Qualiry retiew technique, C]l,apreî 24.
Basically it is a sîructured review of a document by a group of people in a planned)
documenîed and organised fashìon. The people involved should have been identified whm
creating îhe Stage Plan. The technique links s.ith îlle configuration managemenr parr ofrhe
p.oject orgarisation, which will be responsible for îeleasing copies of the document îo be
reviewed, baselining the original copy and updating the staîus oftheproduct.

There is also a link with Proiect Support, which might undertake the organisation of the
review and tÌìe disseminarion of the documentation,

Oual i ty Log

The Quality Log is created dÙ'riîg In;riating a P^zecr (IP). It is îhe record of all the quality
checking done in theprojecr.

Details ofall quality checking activities are entered in the log as they are pÌanned in either
Suge orTeam Plans.

TheTeam Manager or individual team member charged with îh€ development and testing of
a product subsequently updates the log with the results and dates ofthat quality checking. It
forms an audit trail ofrhe qualiry work done in rhe projecî.

18.4.2 Project lssues

Project Issues have many potential impacts on quality. A Project Issue may be a qualiîy
problem. Normally such problems world be found dùring quality contîol. But a quality
prcblem may be found in a product that has already been approved or a review might discover
a problem in a productthatis not îhe on€ being inspected.There is also îhe possibility îhat a
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problemmaybe found dudng quality conúol îhat requires a lot oftime and/orresource to f,{.
ft may even be decided, because of rime constraints, to approve a product that contams an
effor. In botl tlese cases the elror may be accepted as a concession.This will be raised as a
Project lssue (as an Ofi-Specification), so that a record exists and îhe error will not be

If a Project Issue requires changes to one or more productsj îhe rclevant Product
Descrìptions should be checked to see ifthey alsoneed changing.

18.4.3 What is special about quality in the project environment?

It is very dìfficult, ìf not impossibleJ to achieve the business benefits of a product if that
producr doe: nor meer rhe cusromer. qucl i ty expe( lat ions.

By its nature, aproject is a temporary environment created for a paticuÌar purpose. As such,
any required qùality management for the project may have to be created specifically for that
project if the o€anisationdoes not already have a quality system in place.

18.5 lvlaking project quality work

Project qùality planning should cover the following aspects !o ensure îlat the projecî delivers
to an acceptable level ofqualityl

. Ho\r each producr will be tested against its qùality criteria

. When each product will be tested against its quality c teria

. By whom eachproductwill be tested against its quality criteria

. How acceptancewill be nodfied.

The 6rst aspect is actioùed iù Plannirc QudlitJ qPl) at the outseî of the projectJ during
Inftianng a Project.The next two aspects are actioned ìn îhe relevant Stage Plans, created in
Plannins a Stase (SBI) .

Quality is achieved by a combinatìon ofactions.The quality cdteria for all levels ofproduct
are stated inmeasumble terms in the Product Descriptions (îhis is descibed b Product-based
planning, Chapteî 22).The process ofproducing the producîs and services is controlled via
Authorising Worh Package (CS I ) and ,4ssesslne ProgrEss (CS2).

The final aspect is îhe process of using aii the quality checking techniques defined in the
quality system.These split largely into two groups:

o Objective methods, where, after applying them, there is a largely delìnitive 'yes' or 'no'

answer as to whether the product is'to quality', Examples ofthese methods are the
use ofgauges and meters, testing and checÌdists

. Subjective methods, where the cúte a involve eiîher judgement or opinion, such as
user friendliness, conformance to business stmtegy andmarket acceptability.To
control the process of checking conformance to quality in these areas, îhe quality
review technique is available.

213



PR NCE2 OUALIIY N A PRO] ÉC'I ENVIRON MENI

It is almost a ways possib e to deÎne objectlvely measurab e criteria. But it is sometimes not
worth it - that ls, not cost or time effectlve.

lhe Dajly Log can be used by either the Project lvlanager or the-fearn Manager to note down
a checkthat needsto be made about qua ity,such asfinding outwhya p anned qua ltycheck
has not been done (or not recorded in the 0uality Log), why so mafy errofs were dlscovered
in a quali ty check and so on.

Customers and suppliers may have dlfferent quality standards. lt is lrnportant to ensure that
approprlatè measures are aqreed with/beth,een ail parties.

Hints and i ips
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' l9.'l Purpose

No organisation can be fully efficient or effective unless it manages iîs assetsr particula y if
îlle asseîs are viîal îo d1e running ofthe organisaîion's business.The assets of th€ proiect are
the products that it develops and these also have îo be managed. The name for îhe combined

setofthese assets is a configuration.The configuration ofthe final outcome ofaprojectisîhe
sum total of its products.

lùriîhin the context of project managementr the purpose of configuration management is to
identify, uack alìd protect the project's products.

19.2 Defìnition

Configulation management may be thought ofas asset or product control. It is a discipline
îhat gives precise control over t1le proiect's products by allowing management to:

. Speciry the ve$ions ofproducts in use and in existence and hold information on:

. their status (for example, in live use, archived, ready for quality checking)

l

Figure 19.1 Conflguration management in the PRINCE2 template
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. who owns each product (the individual with prime responsibility for iî)

r dre relationships between products

Maintain up-to-date records containing these pieces ofinformation

Controlchargei to the product< by en.uring thar change\ are made only with the
agrcement of appropriately named aulhoritie\

Audit the rccords to ensure tìat they contain the auîhorised products and only îhese
products,

The consùùction of a car is a good example of the need for confrgruation management. What
components have to be brought together in order to assemble this venion of the car? Vfhaî
about that recent change îo the fascia - and thé redesigned wi[dscreen wipers? Ho\i' can the
assemblers be sìrre that they h:ave îhe correcî components?The answer iS: from the records
held by configuration maÍagement. Ifa replacement window \rinder for a five-year old model
is needed, the car's sedal number in conjunction with the records kept by configuration
management will ensrue that the right one is supplied.

From this exampte it can be seen that configuration management is needed throughout a
product's life and will need to conùnue beyond the life of úe proiecî that created it. The
creation of the product in a projecî is only part of the need. !íithin a project îhe iob of
configuiation management is to provide:

o The mechanisms for managing, tracking and keeping conúol ofall the project's
products.It keeps files and librades of all îhe producîs ofa project once they have
been quality conîrolledr controlling access to îhem and maintaining records oftheir
sÉtus

. Safe and s€cure storage of each product in îhe way most appropriate for that product.
This will include €ontrolling access to îhe product in such a way as to avoid on the one
hand 'damagel to the product and, on the other, to protect against inappropriate

. The ability to select and package the variolls componenîs that comprise the frnal
\i'orking product. This covers releasing the complete producî or updates to it

. A system for logging, tracking and filing all Project Issues.

ConfiguEtion management plays a major palt in the quality contlol ofa proiect. Without
it, manage$ have little or no control over t1le products being produced - for e.xample,
\rhaî their sîatus is, where îhey are, wheîher they can be changedr what îhe latesî version is.
Conîguration management contributes to îh€ e€onomic provisìon of quality products:

. By making the management ofchanges and ùpgmdes to a product cheaper and less

. Byh€lping to identify products that maybe affect€d byproblems in r€lated products

. By checkingwhichve^ions ofproducts the user is using or connect€d to, whether
products in use are authodsedj wheîler prod uc ts h ave been affected by changes and
which other related products might be the cause of any problems.

Configuration management is noî opîional. If more than one version ofa producî has been
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crearedJ then configuratìon management is being pedormed. It is just a question of how

formally it needs to be done.

Configuration management for management products is of equal importance to

configuration management for specialistproducts. For example, a Stage Plan will be updated

manydmes during a stage. Eachupdatewill be a newversion.

19.3 Basel ine

A baseline is a snapshot ofa product and any component producîs, frozen at a poinî in time

for a paÍicuÌar puîpose. For example, when the Proiect Plan is agreed between Project
Manaserand ProjectBoard, it is 'baselined'. It also records a change in producî statuswhen

úe product passes to the configuration library after a successful completion of quality

conúol, for example, a test or quality review This changes its status and'fteezes'îhe content.

It can now be used as a firm basis for the development of any Ìaterproduct.

Ifthe productis changed at a later date, the baselineversion stays unchanged. A new version

number must be allocated, a copy ofthe product is issued bearing îhis new ve$ion number

and all the facts are noted in the confrgunîion management records.When this amended
venion is finished and has been through quality checi<ing, it is passed into the library and a
new baseline established for dlat version.

Old baseline versions are never discarded. The configumtion management method must

alwayspermit the recreation ofanyversion ofthe released product.

1 9 . 3 . 1  R e l e a s e

Arelease is a compÌete and consisîenî set ofproducts thar forms a fixed reference point in îhe

development of îhe end outcome, for example, a piece ofequipment with ìts maintenance

documentation and training materials. Each product in ihe release must have been baselined

sothat i î is c learwhichversionofrhevariouspartsshouldbeincluded.

The mosr obvious reiease is the fil1al outcometo behanded over at îhe end ofrhe project. It is

normal to provide intermediate releases to prcvide a fum, agreed foundation fot later work,
preferably at natural bîeakpoints in the development cycle. An example would be a release of
a specification on which desig! work could begin. This release can be considered as a'bili of
maîerials' a list ofall products that make up that release, showing each product's version

number and baseline date.

19.4 Ma nag ing the conf igurat ion

Confrguration management consists offive basic functions:

o Planning: deciding whaî level ofconfguration management will be required by the
project and planninghow this level is ro be achieved

o ldenifcation: specifying and identiE/ing all components ofthe final product
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Crntld: the ability to agree and baseline products and then to make changes only with
the agreement ofappropriate nam€d aìrîhorities. Once a producî has been approved)
the motto is 'nothing movesr nothing changes without authorisation'

Status ttc.ountinq the recording and repordng ofall current and historical data
concerning €ach product

Veríf.cation: aseríes ofreviews and configuraîion audits to ensure that the acrual srarus
ofaÌÌ produ€ts mat€hes the auîhorised staîe ofproducts as registered in the
configumtion management records.

Configuration management gives the project managemenî îeam precise control over the
proiect's assets. The tide given to the role that operates thè €onfrguration management
method is Configuration Libradan. A specimen role descdption for a Configuîadon
Librarian appears in ProTi:ct mana.gement tzam îoles, Appendix B. All the listed functions are
necessary for successful proiects,

\vy'here a proiect is part of a programme, it may be sensible to perform the function at
programme levelr since products will pîobably be shared between proiects ivithin îhe
programme and inter-project pîodu€t transfers may occul dudng rhe life of úe proj€ct. It is
essential that each proiecCs confguration managemenî meets the requbements of the
programme in addition to theproject's inremalneeds.

19.4.1 Confìguration Management Plan

This plan forms part ofthe Project Qualiry Plan. ft delìnes:

. How and where the pîoducts will be stored

. Vhat flling and retrie\,€l secudty there will be

. HorÀ' the products and îhe various veGions ofthese will be identified

. rvhere responsibilities for con6gumtion managemenr lie.

A full description ofthe suggested contents ofthe Configuration Management Plan is given
iù Ltrcd ct Desdiption ouúres, Appendú A.

I 9,4.2 Confi guration identif i cation

Each product (and each version ofa produco requires a unique identifiet. As a minimum, the
coding scheme should idenÈiE,:

o The projecî in which the pîoduct is created

. Tlpe ofproduct, for example) documentJ hardware

. Product tiîle

o Latest ve$ion number.

According to the tlpe ofproduct, there may be other pafts ofrhe unique key, su€h as varianr
(for example, what language ve$ion).
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Appendi{ ,4. contains a description of the t$ical information that needs to be heÌd fbr a

Conlìguration ltem Record.The work to createmostofthe informationin the Configumlion

Item Record is carried oú as part oÍ Defning andAnalysing hoducts (.PL2) .

I 9.4.3 Configuration control

Configuratìon control is conccrned with physically controlÌing receipt and issue ofproducts,
keeping track ofproduct status, protecting finishedproducts and controlling any changes to

them.

Product submission

wlÌen a product has resched a state where it should be brought under configuration control
(for example, ready to be reviewed or be approved), there shouÌd bc a recognised procedure

for passing the product to the Confrguration Lìbm.ian. This should include a suitable

mechanism forprotecting îhe product from subsequenr change by the author or anyone else.

In projects handling many products, îhis may require îhe use of a submission form. The

submission procedure wili enable the Confìguration Librarian to update the product ststus

and inform the Project Manager.

lssuing the product

'where a product's physical sîate allows, the master should be retained by the Configurarìon

Lìbrarian and oniy copies issued (for example, documents). ProdÌrcts may need to be issued

for a number ofreasons: a draft product is to be reviewed; a product is to be uscd to develop

anorher product further down the development line (for example, a copy of the agrced

specilìcarion is required in order to create the design)j or the product is pafi of a release
package.The procedùre for issue should cover recording to whom it has been released and the

date.IdeaÌiy, it should also record the reason for the issue and any datc by which the product

shoutdbe rcturned (for example, ifseveral copies ofa document areissucd as part ofthe quality

review). For large projects, or dlose of a sensitive nature, it may be necesssry to documenî

rcquests for product issue and inctude additional information as authority for the ìssue and any

sensitivity indication (Top Secrcr, Company Confidential, ForYour Eyes Only, etc.).

lssuing product copies

All product copies formaliyissuedby the Configuration Librarian should, whereverpossible,
belabelledas such and numbered.This is to ensurc that only ofíìcìal copies are in circulation,

as onlythese willbe on record to receive any updates.This willreduce the lìkelihood ofpeople

working with or.1t-of-date prodùcts. Ideally, copies of old versions should be recalled and

destroyed.

19,4.4 Product Status Account

This is a repofiftom the Configuration Librarian on the status ofproducts, for exampleJ'Has
a Product Descrìption been written?', 'Is the product draft ready?','Has it been approved?'
The report can be for all îhe project's products or jÈst those for one stage. The Project

Manager 1r'ould call for the report, for example, when prcparing for an End Stage or End

Project Reportto cnsure that a1l relevant products had 'spprovcd' status.
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I 9.4.5 Confi guration audits

Thes€ audit the actual products against the informaîion held àbout îhem in thè confrguration
management records,looking for discrepancies, such as a difference in the version numbersj
or whether the sîated person indeed has the item out for change; or an incorect statùs) such
as a product shown to be baselined that is in fact being changed.The audit also checks that the
configuÉtion managemenî process is being done to a sîandard. Such audits are normally
ca ied out at the end of each stage.

Normalln someone wiîl1 Project Assurance responsibility is responsible for configuation
audits, with h€lp from the Co[figuration Librarian. Ifthe Proiect Board is carying out its
own Project Assurance, the Project Manager may appoint someone eìse to carry out the
audiî.

19.5 Conf iourat ion manaoement method

A configulation management method may be manual or automated, whì€hever is available
and most appropriate for the projecî and îhe organisation.

Configuration management covers tlìe following functions:

. Identit'ing the indìviduat sub-products ofthe final product

. Identifung those pioducts that will be required in orderro produce other products

(These first îwo bullet points offer a clear link to the information €omins fiom PRINCE2'S
product-based planning techniqùe.)

. Establishing a codiEg system that will uniquely identi4/ each prcduct

. Identifyingthe'owner'ofaproduct

. Idenîifying to whom creation or amendment of a veftion ofa product has been
delegated (this information would normally com e frorJì Authoríing Wbrk Package
( C S l r )

o Recording, moniioring and rcporting on the current staîus ofeach product as it
pro$esses through its own specìfic life cycle

. Filìng a[ documentation produced during îhe development life ofthe producî

. Retenlion ofmaster copies ofall rel€\,?nt completed products within îhe
confguraîion library

a Pîovision ofprocedures to ensure îlle safety and security aspects ofthe products and
to control access îo them

. Distribution ofcopies ofall products and recording ofholdeG ofproduct copies

. Mailtelance ofthe record ofrelationships betv/een products so that no product rs
changed wiúout being able îo check for possible impacrs on related products

. Providing administrative suppoÍ for change to all products
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Establishment ofbaselines (described in se€tion 19.3)

Performance of configuration audits.

Many of these functions could b€ incorporaîed into the role of Configumtion Libmrian.

ApaÍ ftom the configuration management work, úe Confgì'1lation Librarian also creates

and mainlains ùe project and .tage files.

Items can only be amended or deleted ùrough submission of an authodsed Projecî Issue îo

the Configuation Librarian.

1 9.5,1 Confi guration management coverage

The amount and formality of configuration management needed by a projecî depends on dre
qpe and size of the projecî and the proiect's environment. It is a question that needs ro tte

faced at the outset ofaproiect.

The €onfiguration management melhod should cover all products once they have r€ached

the stage ofdrafl €ompÌ€tion.

' I9.5.2 Configuration management of PRINCE2 managemerìt products

One aspect to consider is whether îo place úe PRINCE2 management products under

configurarion management. For example, a Stage Plan will be updated wiîh actuals many

îimes. lt is sensible îo put this under version conîrol. A record must be retained sho\ting îhe

status at various moments duing the stage. Each update should be a new version to avoid

overwdting th€ Stage Plan that was agreed by the Projeft Board, or even the Stage Plan as it

sîood t\r'o weeks ago.

The same aîgument can be applied to any ofthe PRINCE2 managemmî products that may

chang€ as the project progresses! such as the Proiect Plan îlle Business Case, the proiect

managemmt team and ùeir job descriptions. It is therefore sensible to pÌace sùch products

under confi gumtion management.

The Issue, Risk, Quality and I-essons l-earned Logs are not normally put undet configuration

management. They are simply updat€d on a regrrlaî basis. Similarly, reports that or y have

one version are unlikely to be placed under conúguration management.
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Figure 19.2 Conf igurat ion breakdown

19.5.3 Choosing the level of  product

An imporîant parî ofconfiguration management is deciding the level at which control is to be
exercised ivith toplevel products broken down inro components that are rhemselves
products and so on. Figure 19.2 shows ProductA, which €onsists of€omponents 41,42,43
and A4. Each of these components can be broken down into smaller components. In this
€xample) A3 is made Ìrp of43.1,43.2 andA3.3. Each ofthe components shown is called a
product, including the total producî.

NormallyJ products are defined down to t1ìe lowesî level at which a component can be
independently insîalled, replaced or modified. Each project has to decide on the leveÌ at
which îo stop breaking products down to further levels. As another example, iftheproductìs
a training manual, does iî make sense to breakùis product downinto sub-products, such as
conte[ts pager index, oveNiew chapteq glossary ofterms, etc.?Vould sùch a breakdown be
better and more simply sho\À'n as the 'composition' part of the training manual's Product
Description?

Other considerations in choosing the level of prodùct breakdown are cost and effort. A
more detailed breakdo\en gives greater control, but aÌso increases îhe cost and efort of
confi gùration management.

19.6 Configuration management arìd change control

There mustbe a close liaisonbetween configuation management and change control. A key
elementis the ability to identify and conúol difierent versions ofaproduct.

A baselined producî can only be changed under formal change control. This means that a
Project Issue has been autho sed and presented to the Configuraúon Librarian. Once a
product has been approved, tlìat version of it never changes. If a change is required, a new
version of the product is creaîed that will encompass îhe change. The change should be
referenced to the relevant Project Issue.
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A product should not be issued for change to more than one p€rson at a îime.where îhere are
multiple changes to be applied to one product, they must be combined in some \ray and the
compl€tion of the product encompassing all changes must be delegated to one person. In a

large, complex environmentJ dris may not be practical, but the mùltiple changes must still be
co-oîdinated by one persortfunctlon to avoid €lashes bet\reen the varioùs changes,
Altematively, subsequent changes must wait unul the curent change has been implemented.
Th€n, after approval ofthis change, the ne.xt version can be issued for th€ next change.

\{/here pos\ible. rhe ma.rer copy oI any p rod u cr sh ould n ever be issued. only a cop} .

19.7 Configuration management and a Project Support Office

Because most final prodúcts will exist in operational use long after the proiect to create them
has 6úshed, configuration management is usually carried out on an organisation-wide basis,

the same approach being used to look after borh pîoject anii operational products.Thls ls a
good reason for providing confrgumtion management expertise to all proiects ftom a central
Project Support Offrce, which will continue to control the pîoducts throughout their
operat ional l i fe.

There may be a requrrement for a project to 6t in with exisîing methods ofconfiguration
management used by îìe customer. Most end products from prolects will have a long, useful
lìfe and will be modi6ed many îimes dunng that life. Configumtion management is essential
to k€ep tack of dre changes. If îhe proiect has been outsourced, rhe configumtion
management m€îhod used by îhe supplier needs to be compatible with that of whichever
group wi l l  look after the producr during i rs operar ional I i fe.

il
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Figure 20.1 Change control in the PRINCE2 template

20.1 Puroose

Changes to specification or scope can potentially ruin any proj€ct unless dtey are carefully

conîrolled. Change is, however, highly likelf The conúol ofchang€ m€ans the assessment of

the impact ofpotential changes, their importancer theh cost and a iudgmental decision by

management on whether to inclùde them or not. Any approved changes must be reflected ill

any necessary coÍesponding change to schedule and budget. A Îechnique for the control of

change is given in Clrar?gr !:onîrol îethn;que, Chaptet 23 .

There is a need in any project to manage all relevant documents. These may be change

requests, suggestions or good id€asr or documents relatrng to problems in fulfllling the

requirementsr recording er<ternal changes to the Business Case or risks, or simply asl.jng
questions or making obse ations about some aspect ofîh€ projecîr sìrch as the likely transfer

ofsomeone on the project management team, PRINCE2 uses change conúol as a common
procedure to captrue and record all these Proiect Issues.

20.2 Project lssue management

The objective is to capturer log and categorise all Projectlssues. Project Issues may be raised

at anyîime du ng the project, by anyone with an interest in the project or iîs outcome.

l
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A Prcjecî Issue is an]'thing that could have an effect on the proje€t (eiîh€r detrimental or
beneficial). Project Issues ioclude:

. A change in requirements,howeverminor (even apparentlyvery minor changes can
have majorlong-term implications)

. A change in the envirorìment applicable îo îhe proiect, for example:

. a l€gislative change

. a corpomte change ofdifectlon

I a new customer

. a new supplier

r an unexpected change to a m€mber ofthe project management team

r actions by a competitor

r a pro8Eamme management directive

I a cofpofaÉ reorganlsaEon

. A problem occurring or being identifi ed that wa s not a nticjpated d u ring risk analysis

. An anticipated buL unavoidable risk occuîring

. A problem or error occ u rring in work completed or currently underway

. Advice of a new dsk

. A qìrery about any aspect of the project.

Managing Project Issu€s wilÌ involve:

. Capturing ard foîmally logging úe Project lssùe (in the Issue l,og)

. Asséssing îhe Projecî Issue to decide on the qpe and therefore what action is requir€d

. IrNestigating the required actioùs

. Documenting the actions and confuming their completion

a Reviewingîhe Issue l-og on a regular basis to monitorprogrcss on outstanding
rrojeclrssues.

Projecî Issues can arise from a very wide mnge ofsources (including other projecî processes)r

can come in many forms and can show themselves in many wa,'s. The first reqùùemeît ofthis
process ìs) thereforeJ to provide a consisîent and reliable merhod of capturing ail Project

Issues. AII Project Issues should be €nt€red into t}le Issue l-og as soon as îhey have been
identifed.

An initial assessment needs to be made as to the nature of each issue. Aparî ftom general
problems and questions, two specific types ofchange can result:

. A Request for Change)whi€h, forwhatever reason, will cause a change îo the
specification or Acceptance Cdteda of the proiect or ore of the project's products.

Any additional cost to carry out the change will normally have to be funded by the

. An off-Specification, covering errors or omissions found inwork already conducted
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or planned for tlìe future, which wìÌl result in agreed specifications ot Acceptance

Criîeria not being met. Additional costs to caîry ouî this work will normally fall on

any supplie6 involved.

The funding implications make it importanî îhat the disdnction between these two tlpes of

Project Issue is made.There is usually more motivation to fix mistakes (off-Specifications)

than make changes (Requests for Change). Howeverr they are both processed ìn t}le same !îay.

\x/here the Project Issue is advice of a new risk" it should be logged in the Risk I-og and

anatysed in the normal manner within Examinîng Project lssues (CS4). The suggesîed

countermeasure may bring aboùt a change to the project and be examined as such prior to

submission to the Proiect Board for selection.

20.3 Authority levels

One consideration at proiect initiation shoùld be who is permitted to autho se changes
(Project lssues) to what the project is to produce. Because î}lis is a potentìal change to what

the Project Board originally committed to at ùe start ofthe project, it is the Project Board's

responsibitity to agree to each change beforc it is implemenîed. In a proiect where few

changes are envisaged, it may be reasonable to leave this authoriry in the hands of the Projecl

Board. But projects may be in a dynamic environment, where there are likely to beJ for

example, many requests to change the initial agîeed scope of the projecî. Remember, a

Proiect Issue may be a norification ofa failure to meet the specification, not iust a request for

change by the user. Questions to consider ìnclude:

. Isthe Proiect Boardpreparedto make the time availableto rer'rew all Project Issues?

. Does it wish to consider onlyîhe top pdority Prcject Issues and delegate decisions on

minor ones to anoîlìer body?

The Project Board needs to decide before the project moves out ofproject initiation where

the authority for approving or rejecting Project Issues lies and these responsibilities mustbe

\rrìtten into the appropriate iob descriptions.In some projects the Project Board may choose

to delegate decisions on Projectlssue actionto a group, here called a'change aùîhority'.

Forprojecîs that exist wiúin a progmmme, programme management will define the level of

authorig' that the Project Board \a'ill have to approve changes.

20.3.1 Change budget

As well as considedng \rhere autho ty for decision lies, the Projecl Board must consider:

. How $.ill changes be tunded?

o Will the Project Board go backto corporate or programme managemenl lo vary

funding, timetable orscope eachtime a change is desired?

Unless the anticipated level of change on a proiect is low, it is advisable lor île change

authority to be given a bùdget to pay for changes.This arrangement can avoid a number of
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exception assessments bythe Project Board in projects where the frequency of Project Ìssues
is forecast to be high.Where a change budgethas been allocated, tllerc must be agreement on
howit is to be used. where the resoonsibilities lie and what constraints îhere are on its usc,

20.4. 1 Benefit/Business Case driven

Project Issues should be viewed agaìnst the benefits îhey otrer and theb impact on rhe
Business Case.

20.4.2 The Risk Log

Project Issues shouldbe considered in three ways under the 'risk' heading:

. Would it impact an existing risk?

. Has it aÌready been anticipated as part of the dsk management processes, and hence
the mechanism for handling ir aheady idenlified?

. Would it creare a new dsk?

20.4.3 Time/cost/risk function balance

There musî be a balance between dle advantage achieved by incoryomting îhe change and
the tìme, cost and rìsk of ìmplementing it.This is illùstated in Figure 20.2. Can îhe project
afiord the delay? Can the extra funds be found? (Or will îhe change save time and money?) Is
this a good way ofspending the extra funds? ls it too risky? Should (and can) the change r\ ait
until after the currentproiect ends?

Change

20.4 ìntegrity of change

Project Issues should not be considered in isoiation. Some other considerations are as
follows.

I

t
E
5

--_]

E
lhe balafcing act between isks, cons and time,

and what the customer gets oul of it

Figure 20.2 Ealancing the decisior to chanqe
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20.4.4 Where the project is part of a programme

Iftheprojectis parî ofa programme, the impact ofthe change on the progmmme as a whole

should also be considered.There may alsobe efiects on otherprojecîs not nec€ssarily part of

the programme.The change control procedures for project and programme need to work in

20.5 lv lanagement of  change and conf igurat ion management

The procedure used to conúol Proiect Issues must be integmted with îhe configuration

management approach as idenîifred in the Conlìguîation Management Plan.Ifthe protecl 's

not in an environment that already has procedures for change control, Chdnge control

te.À,?,4rr, Chapter 23 canbeused.

Project Managers should constantly be looking for ways to take advantage of events to

improve on project costs, schedule or performance. These ways should aiso be recorded as

ProjectIssues (and the 6nal outcome shouldbe rccorded in the Lessons LearnedLog)

Where a chanqe budqet is given to a change authority, the Prolect Eoard may wlsh to put a
l imit on (althe cost ofany single change and (blthe amount spent on change in any one stage
- wlthout reference to the Projeci Board.

Where a project invoves thlrd party supp ers, i t  is lmportant that change procedures are
ag reed  as  pa r t  o f  t he  con t rac t  nego t  a t i ons .  t i spa r t cua rY impor tan t toag reehowthe
dist inctlon between ReqLrests for Chanqe and Oftspecif icatlons w I be made, by whom, and
what arbitrat ion processes may be needed.

Very often the peop e w th delegated Project Assurance responsibi l t ies rnay act as the chanqe
aurnor ry.

Hintsand
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I  N T R O D U C T I O N  T O  T E C H N  I O U  E S

PRINCE2 is capable ofworking with most techniques that implement project management
bestpractices.

There are îhree techniques specifically descdbed by PRINCE2:

. Product-basedplanning

. Change conúol

. Quality reviews.

Product-based planning is a key feature ofPRINCE2J providing a focus on the products to be
delivered and theù quality. It forms an integral paît of the Planning (PL) process and leads
into t1le use ofotìer generic planning techniques such as netlvoîk planning and Gantt chaÍs.

Change control is an essential part ofanyproject maDagement. PRINCE2 can integrate with
any €xisting change conúol technique but a simple technique is offered here for îhose
proiects that do not aheady have one.

The quality review technique is useful for reviewing document-based products, and can be
used in conjunction with oîher quality checking and testing techniques. lts use is not
mandaîory. Organisaîions may aheady have a similar techniqu€, bÌÌt qùality reviews are
recommerided as a well-proven technique where there is not a salisfactory standard approach
1-oî document inspe€tion.

291



22

The product-based planningtechnique can be used for all leveÌs ofplan required in a project.

It is used in the sub-process Defnins andAnabsine haducts (PL2).

This techniqueprovides aproduct-based framework that can be applied to anyprojectto give
a logical sequence to the project's work. A'product'maybe a tangible one such as a machine,
a document or a piece of software; or it may be intangible, sùch as a culture change or a
different organisarional structure. Within PRINCE2j these will all be called 'products'. The
îechnique is demonsúaredin secrion 22.7 \rrirh a simple example oforganising a conference.

P R O D U C T - B A S E D  P L A N  N  I  N G

22.1 The four products of  product-based planning

Four products are created within the product-based planning technique:

A Product Description ofthe final prodùct ofthe project

. AProdùct Breakdo\rn Structure

. Producr De.cr ipr ion. ofeach producl

.  AProdùctFlowDiagram.

22.2 The benefì ts  of  product-based planning

Product-based planning is an integral part of the PRINCE2 attcntion to úe quality of
products. It focuses on the final product and thereby ensures dlat all breakdowns and
activities add vaÌue and contributeto that 6naÌ product.

22.2.1 Product Breakdown Structure

A Product Breakdown Structure is a hierarchical súucture that brcaks down a final product
inro its constituenr sub-products. It helps the planner to think of what other products arc
needed to build the final product, and to c1ariry and idenîift' all necessary work for the
creation of that final product. Breaking down products into a lower level ofdetail makes it

. Estimate the eflort, resources and timescaleneeded

. Apply quality criteria more specilìcaÌly

. Avoid omitting products.
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22.2.2 Product DescriDtìons

A clear, complete and unambiguous description of each prodúct is a trèmendous aid to its

successzu cleation.A Product Desc ption aids undentanding ofwhat the prodirct's purpose

is and aids estrmation ofthe €ffort its creation will require.

A Prcduct Descdption €arries important information about the product. It is a key elemeút

in the quality work ofa proj€ct. It is given to the creator to explain what qualicy is requir€d of

rhe product when burlt. It is later given to the qualiry checke$ to identit' how the presence of

that quatity will be tested and to help establish ifthe required quality has been builî inîo the
product.

There should be aî least one Product Description per proiect - that of the final producî. It

is also adyisable to have Producî Descriptions for €ach simple prodùct (see section22.4.1) on

úe Product Breakdown Structure. A documented and agreed Product Description for each
producthelpsto:

. Ensure that all personnel afected by that prodùct have tlle same understanding ofthe
product's purpose

. Provide a pointer to the way in which îhe product is to be presented

. Define its quality crite a

. Determine how dre presence ofthat qualitywill be t€sted.

22,2,3 Product Flow Diagram

Évery planrrer needs to knov the answer to the question: 'What comes next?'The Product

Flow Diagram shows îhe s€quence of development of the products of the plan and any

dependencies between them. It also identifres dependencies on any producîs outside the

scope ofthe plan. It leads naturally into consideration ofthe actil'rties r€quired, and provides

the information for non-PRINCE2 planning tools, such as network planning and Gantî

22.3 Producing a Product Description ofthe final product

The first task in produ€t-based planning is to assist ll€ customer to wdte a Product

Description for the final product of the project. Discussion of dre various Prcduct

Descriptìon fields (see Prodúct DestitLion orrir?ér, Appendix A) will help cÌarify what is

îequired.

22.4 Producing a Product Breakdown Structure

The second task in product-based planning is to produce a Product Brcakdown Sftuctuîe
(PBS).The objectives ofdris are to:

. Identify lhe prodùcts to be crcated or obtajned byîhe planned work
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22.4"1 Simole Droducts

Products at îhe lowest leveÌ of any branch ofthe hierarchy are'simple producrs', so €alled

because they are nor broken down into more detail in dle Product Breakdown Structure. The

loq/est level on a Product Brcakdown Structure ìs not fi-\ed. It depends on the level ofdetail
required on the plan to allow the Prcject Board, Project Manager or Tèam Manager to
exercìse an approp ate level of control. Simple products should be represented in the
Product Breakdown Structure diagrams in arcctangle.

22,4.2 Intermediate products

'Intermedìate product'is a term used to describc a productîhatis broken down into further
prodùcts, i.e. eveiFhing that appean in aProduct Breakdown Structure apartftom the final
prodùct and îhe simple pmducts at the bottom of the various branches of the hicrarchy.
Intermediate products are one of two types: integration products or collective groupings.

These are delìned bciow.

lntegrat ion products

An ìntegration product is onc whele one or more activides, such as assembly or testing, will
need to be appÌìed to îhar prodùct after its sub-producrs have been prcduced- Integmtion
producrs shoùld therefore appear in îhe Product Flow Diagraú and require a Product
Desc púon îo be wlirren for them. They should be represented in the diagrams in a
rectangle.

Col lect ive groupinqs

A collective grouping is not a'product'thaî itselfrequires work. Rather, a collective grouping

is just a convenient way of grouping a numberofsimple products.Itis simplyused as a trìgger

ro further thoughts by the pÌanner of \rhaî actual products are required. An example of a

collective groùping might be'training product grouping' not a prcduct in itsel! but used as

a starringpoinr ro rhink ofreal products, such as lecturenotes, studenînotesj exercises, slides,
etc. Collective groupings can appearin the Product Breakdown Stucture butshouldnotbe
caried forward ìnto the Product Flow Diagram. A collective groÌrping should be represented

in diagrams in a rhomboid.

The designer of a Product Breakdown Structure should bc very clear in the naming of

intermediare prcducîs to indicate wh€îher îhey are integration products or colìective
groupings. A sensible naming convenrion would be to include the word 'group' or'grouping'
in îhe name ofa coliectivegrouping, and 'inte$ated','tested' or'assembÌed' in îhe name ofan
ìntegratìon product.

Planners may use both integration products and collective groupings in îhe Product
Breakdown Structure. Figure 22.1 shows a simple example of the Product Breakdown
Structur€ ofîhe Project Initiation Document (PID). Diagram (a) shows'Assembled PID'as

PRODL]CI BAsED PLANNINC

Identiry addìtìonal products needcdto brdld and support the final products

Build a consensus on the besî product groupings thatshouldbe used to generate

ideas on what products have to be created orobtained.
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a simple prodùct ùnder the collective grouping'PID hoduct Grouping'. In this case,the rule

would be to úansfer all the simpÌe producîs to the Prcduct Flow Diagmm, but noî the

collective grouping. Diagram (b) shows 'Assembled PID' as an integration product; this

would be transferrcd to the Product Flow Dtaeram.

Fiqure 22.1 An example of using a col lect ive groupinq or an integrat ion product

When a îeam is creating a Product Brcakdown SúuctureJ ther€ is likely to be a discussion on

\rhich collective goupings should be identilìed, i.e. how products will be grouped. For

example, iftheoutcome ofaproiectwere acomputerised accounts systemJ usels might want

to break the syslem down into collective groupings called Accounts Payable, Accounts

Receivable, General Ledger, etc. The suppliers might want colle€tive gîoupings called

Screens, Reporîs, Databases, etc. Neither breakdo\i'n is wrong, but the project team must

reach a consensus on which approach \i\.ill be used in the Product BreaMown Structuîe and

hence in îhe projecî. Agreement on a common language foruse throughout th€ project \rill

help with team building.

22.4.3 Types of product

A PRINCE2 proiecthas trvo Rpes ofproduct:

Diagram
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Specialistproducts whose development is the subject ofthe plan

Management products that $.illbe required as part of managing the project, and

establishing and mainîaining quality (for example, Highlight RepoÍs, End Stage

Reports, Project Issues, etc.).

Figure 22.2 shows the standard PRINCE2 management prodÌrcts in one possible Product

Breakdown Stucture arrangement (ftom many alternatives). The management prodrrcîs

stay constant, whatever îie Rpe of project, and can be used as shown or \À'ith any relevant

modiiìcations for all projects.To allow a larger font and thus make îhe diagmm more easily

readabteJ úe quality products are expanded in Figure 22.3. These diagnms r€mìùd the

plannerto think ofthe management products that will be needed and that will require effort

and time to produce.

Fioure 22.2 lvlana0ement Product Breakdown Structure
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Figure 22.3 [,4anagement Oua ity Products

During a project, ahere will be many 'versions' of products such as the Business Case.A new
'velsion' may be €reated at îhe end of each sîage. There is no value in trying to ilhNtrate

multiple versions ofa product in a Product Breakdown Structure.

22.4.4 Levels

The key to producing the breakdown of îhe specialist products is îhat it should show îhe

scope ofthe plan.The planner places the 6nal producî of the plan at dre top of the Product

Breakdown St rcture hierarchy. This is then broken down into its major ptoducts to form the

next level ofîhe structure. Each ofthese is then fuÍher broken do\À'n until an appropriate

level of detail for the plan is reached. Figure 22.2 shows one possibÌe way of depictjng a

Producî Breakdown Structurej but there are others,such as spider diagrams.

22.4.5 Product states

one concern when creating a Product Breakdown Structure is whether to include different

sEtes ofprodu€ts.Two examples ofproduct states might be 'mixed plaster, applied plaster

and ser plasrer' and 'dismanded machinern movedmachinery andreassembled machinery'.

This is îhe planner's decision.The key questions are whether the various states ofa product

require their own Product Description and a set of quality criteria and quality checks. The

fust example may be better handled as one 'plaste/ product in dle diagrams with its va ous

states d€alt wìth as activities in the sub-process ldentifuing Acùitíu and DePendencies (PL1).

\7ith the exampte of the machinern the planner may feel that each 'state' is sufnciently

different as to requrre its own Product Description, and that it is sensible to put all three states

in the diagrams as prcducts in theh own right. Anoîher reason for defining different sîates of

a produ€t is that responsibility for the respective products may change for exampl€, one
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group may dismantle the machinerf a speciaÌist movìng company may move it and another
team may reassembÌe it. Eachgroup would require a separate Product Description.

22.4.6 External products

As stated earlier, îhe key to producing the breakdown of rhe specialist products is that it
should show the scope of the plan.The Product Breakdown Structure should include not
only the products to be delivered by the projccî, but also any producîs îhaî already exist or are
tobe supplicd fiom external sources.The Project Manager is not accountable for îhe crearion
of external products, but îhe proiect does need the prodùct(s) in order to achieve rts
objectives. A plan must îherefore include any extemal producîs required to achieve irs
objectives plùs suitable dependencies on tlese external products.

A dìfferent symbol should be used to identit' external products. In this manualJ an ellipse is
used to indicate an external prodùct in both the Product Breakdown Structure and the
Produd Flow Diagram.It should be noted that it is the prodrct that is shoú'n, not the source
ofthe product. For example, ifa plan needs the local train timetable,'rail timetable'would be
the external product, not îhe reÌevant train company,

In îhe simple example later in the chapîer of o€anising a conference, the Product Breakdown
Strtlcture for the specialist products might be constructed as shown in Figure 22.5.'Selected
theme'is an external product because it exists at the start ofthe project.

22.4.7 Key ctiletia

. Have all specialist products requked to satisi, îhe business needbeen identified?

. Have aÌl management products îhat must be generared during the project to ensure
audit or ProiectAssulance, guidance and control been idenrifled?

. Does the requìred plan rely on products that are outside rhe scope ofthis projecl
(s,:temal prodùcts)? If so, have they al1 been identified?

. Is responsibility for rhese exrernal products clearly identified and agreed?

. How \rill prcgress on exteînal products be monitored by this project?

fhe products in a p an lnclude not only those that wil  be deve oped wlthin the plan but any
products'external to the project that are required as input to the work ldentif ied in the plan.

lf  a product is fLrrther broken down ln the Product Breakdown Structure there shou d be a
rnatch between the composlt ion content of i ts Product Descrlpt ion and the breakdown of that
product ln the Product Breakdown Structure.

The delivery ofeach external product is a dependency and therefore represents a potentla
nsK.

Hiqher leve products must be comp ete y defned by the lower- eve products to which they
are attached. lhe imp lcat on n breaking a product down to a lower evel is: 'Thls product

H ìn tsand
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consists ofthese productsand onlythese products:l tshou d not be: ' fhls product is folowed
b/ lhe," p od,cis:

It  is unnecessary to break a product down into only one sìrnple product. fhis is not
decornposlt ion. l t  is the equivalent of saying: 'This product consists of on y one product'  - in
whlch case the breakdown ls unnecessary and incorrect.

Arrows should not be used in a Product Breakdown Struct!re.lhere ls no sequence implied
in  l he  oos  t  o î  go  p rooL ' r s in -h i \ daoan .

Branches ln a Product Breakdown Structure shou d not jolf  lrp again lo! 'veÍ down in the
n erarcny.

lf  there js not enorgh space on the drawing medium belng used to show a breakdown
horizonta ly, it can be shown vertica y, but on y as ln examp e (al ln Fiqure 22.4; exarnple (b)

imp ies tha t l t l sase r ieso fone toonebreakdowns ,andwoud the re fo rebe lnco r rec t .

(b)ta)

CORRECT

Figure 22.4 DrawÌng a breakdown vert ical ly

WRONG

22.5 Writing a Product Description

As stated earlier, product-based planning for a project should begin with writing a Prodùct

Descdption for the final product of the proiect. It is also recommended that Product

Descripîions are written for each significant simple product on the Product Breakdown

Strìrcture. Product Descriptlons for collecîive groupings are optional. wriîing Product

Descriptions for each and everyproduct is the úird task in product-based planning.

Product Desfiiptlons should be written as soon as possible afler the need fot the product has

been idenîified. Initially, this may only be a 'skeleton' with litde more îhan the tìîle and

id€ntifier as information. lt will be refrned and amended as lhe produ€t becomes better

undentood and îhe laterplanningsteps are done.A Product Description shouÌdbebaselined

when the plan containing the creation of that product is baselìned. If úe product is later

changed, the Product Description musî also pass îhrough change contîol.
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22.5.1 Product Description contents

An example ofa Product Descripúon for one oftheproducts in îhe simple example is shown
in Figure 22.6.

Detail ofthe contents ofa Product Desc ption can be found iî P/o.lrc t Descnpîion ouîl;nes,
Appendix A.

Although responsibility for wdting Produc Descriptions rests ofncially with the Project or
Team Manager, iî is wise to involve represenîatives fiom îhe area with expeÍise in dre
prodùct and those who will use úe product in question.The latter should certainly be asked
to define the quality dìey €xpect ofthe prodùct.

22,5.2 Key criteria

. Aîe îhe products cleaîly and unambiguously defin€d?

. Have all types of quality check for the products been speciied) i. e. ones that will check
that tlle quality criteria have be€n met?

. Are îher€ c€ntrallyheld standards to \rhich the descîiption can point when it comes
to defining the quality criteria, and have they been applied?

. \Vhere rhere are conflicîirìg cu:romer and supplier )randard.. has a sensible
agreement or compromise been rcached?

a Does the use/customer want any specific standards used?

. Have the dght people been involved in wdting each Product Descripîion?

. A re )uita ble checklists availa ble to heln .h è.k rhé nród | ,.rs)

Hintsand t ips

Writ ing do\ryn the purpose and composit ion in a Product De:Description helps c arifi/ how much
work is needed to create the product. This can be a blg he p in estlrìration.

Ptoduct Desctiption ouílne' Appendix A cont€ins outines of all PRINCE2 management
products. t shou d not be necessary for each project to redefine these un ess there are local
changes t0 them.

Writ ing good Product Descript ions is not a tr ivia ùndertaking- n part icu ar, quaLity cri teria,
o îFO Al sèparrl  rg a. , . 'ep-rb " p oo ,c! i loî a1 tîrccep.ab e oîe. reeo cèreful tho,gh..

l .  sessen .a l ! o  vo l re .heJse r  o r  . L5 lo ' " re r  w  r i noPooLc r  De" 'p ' on ' , de f ' r qqJa i r v
criteria and declding how the product can be checked aqainst these criteria.

Test the sett ing of quali ty crl teria by askinq the questÌon: 'How wil l  I  know when work on this
product is finÌshed as opposed to stopped?'

L  s r ' no  r l ' F .o^ ìpos i r  o î  o -  r  p .oo - . ' c r .  o - rF î  " î . d - rep lan r . i o to t .e .p .od rc t s t l ' a .è re

needed.

Very often, the sarne products are created in many plans. Standard Product Descriptions can
be written that can be used by many p ans.
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Are there any standard checklists that can be used?

Don't tfy to replace a detailed requlrements specification with a Product Description.

l f the quali ty cri teria fora productare agreed with the customer, this mayassist ln the u t irnate
r..Pnr,n.P ^f rhF ^r^d '.r

f  Product Descript ions are used as control documents, then addìt iona infornration, such as
estimated and actua dates and effort, may be added.

ldenUfylng who wil l  accept a part icular product and making sure that they contribute to and
agree the Prodr.rct Descript ion can reduce the potentia forconfl ictatlaterstagesofapans
implementation.

Assistance could be sought from a 'quali ty speclal ist 'when delning quali ty, part lcular y when
adherence to recognlsed standards is part of the Acceptance Criteria.

lf a product is the subject of a chanqe, its Product Description should also be checked for any
necessary updates.

22.6 Producing a Product Flow Diagram

The fnal task in prodùct-based planning is producing îhe Product Flow Diagram (PFD).

The Prcduct Flow Diagram is created ftom dre Prodùct Breakdown Sîructurc and indicates

îlìe order or sequence in which the plan's products wi[ be created. It pîecedes the
id€ntification of activities iî ldentífting Actioitìes and Dependencies (PL3) .

Figuîè 22.7 illustîates the Product Flow Diagram for the simple €xample later in îhis chapter.

22.6.1 Creating a Product Flow Diagram

A Product Flow Diagram néeds very few symbols. Each product to be developed within the
plan is enclosed in a îectangle. Arows connect the rectanglesJ showìng îh€ sequence in which

îÌle products are to be created. Any products that abeady exist or are outside the plarìner's

control shol d be clearly identifred by using a different type of enclosure, an ellipse.

The diagram begins \\.ith those products that are available at the start ofthe plan (perhaps

manyofthese are docÌmentsJ such as statements ofîequirements or designs) and €nds with

úe fiîal product(s) ofthe plan.

Creaîion of a Product Flow Diagam may reveal new producîs that are rcquired. These

should also be added to the Product Breakdown Structue and Product Descripîions should

be written for them.

Alîiough the Projecî Manager or Team Manager is responsible for creation of the Product
Flow Diagam, iî is sensible to involve those who are to develop or €ontribuîe the products

contained in the plan.

22,6.2 Key criteria

o Oh \rhat other prodùcts is èach producî dependenî?
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Is any product dependent on aproduct developed outside the scope ofthis plan?

which products can be developed in parallel?

Have any nedpreviously unidentified producîs come to light?

Hintsand t ips

Atprojectlevel,thedependencìescanberathercrude fo r èxa rn p e, n ot a L elem ents of rnaior
product 1 need to be done before any e ements of major prodlct 2 caf start. To try to break
those major products down so that the dependencies can be refined ls l ikely to confuse the
diagrarìr. l t  is better to accept the crude dependencies and resolve them at Stage P an eve .

lhe €asiest way to create a Product F ow Diagram is to put a the specia ist products ln thelr
required sequence and then add any re evant managenent products to the correct poini ln
the fìow.

It is often easiest to f i  ln the midd e of the f low by working back from the f nal produci and
asking the question: 'Which products should be aval able in order to create thls product?'self
adhesive notelets on a whiteboard can be an effective way of developing a Product Fow
Djagram, part lcular y where there ls lke y to be a lot of rnodif icatlon and adjustment.

A useful way to get started with the f low of speclal ist products is to'top and tal l ' the diagram
- that is, put the fnal product at the bottom of a sheet of paper and any products that are
prerequisitesto start ing theworkatthetop.Iakeeach product in the lstand rnatch it toevery
other product to establish l f there is any part icu ar dependency between them. Workthrcugh
al the products in this way- Use this lnformation to connect aj l  the products in thelr
appropriate sequence from any prerequisites to the f inal product.

fProject Board approvals are l isted as managenent prodrcts, their p acement in the sequence
wil sho!,v where the stage ends shou d come, l f  this ls not already known.

The derivation sectlon of a Product Descriptlon gives useful inforrnation about dependencies.
fhe key question to ask is: 'From where do I get this infornation?'

22.7 Product-based planning example

An exampte ofproduct-based plarìning is gi\,en ,n Figures 22.5, 22.6 and 22.?.The example

is an e.xtremely simple one whose purpos€ is to illustrate the various steps and parts of the
technique widrout any complexity in the plan's subject. A short scenario explains t1le

ba€kground to the example.

22.7.1 SimDle examole - sceirario

A projecî is required to organise and run a conference for between 75 and 90 delegates. A
requir€d date and the selected îheme ofthe conference have been given to you.The dreme is

to bnDg members of a pafiicular profession up to date on recent developments in

orofessional orocedures and standards.The conference will be held at a venue that will need
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to be ìdentified, checked for availabitity, facilities and price, and îhen booked. Delegates will

all be membeB of îhe profession, and a mailing list is available for you to use. Suiîable

speakers have to be id€ntilìed, approached and booked. Once the speake6 are booked, a

detailed agenda and programme have tobe identified. one hundred delegate handout packs

willbe needed, the cover reflecting the selectedtheme; these must contair a prinîed agenda,

reflecting the agrced progmmme, copies of slides and notes used by the speakers and a

feedback form, based on the programm€, to capture aftendee reviews. You need to del'lse

booking arangements for îhose members wishing to attend. These need to be ìn place, the
programme needs to be agreed and the venue needs to be selecîed and booked before the

mail shots are sent out.You will need to prepare a pÍess releasebased on îhe programme when

the venue is booked.You expect some bookings îo come from îhis pùblicity. The attendance

list wilt be updated with the rcsponses once the press release has been issued and the mail

shors posred.You wìll need to recruit staff to help you on the day, based on îhe finalised

attendancelist.
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List of Venue Requlrements

To identify al the requirements that must be met by suitable
venue5 for the conferenc,"

The daie on which avai abi i ty is required
Start and end tìmes
Expected numbers of attendees
Accomrnodation requìrements
Facil i t jes required
Refreshment requirernents
Parkinq requìremefts

1\,4ail inq ist
Requlred date
Previous conference n L.r mbers
Any previous conference ist of requirernents

Typed l ist with sub headings as per Composit ion

Conference 0rga niser

List must identiF/ everything that wil  be required of a site to
hold the conference
List shou d clearly separate mandatory from desirabJe features
List must cover a I i tems defined under Composlt lon
Each ltern should be defined in a way that is measurable

0ne check of the l ìst agaifst the headings in Composit ion
Proof-reading by word processing software and independent reviewer
Comparison against the ist for any previous conferefces
Cheek against any offered checklist fronr conference sltes

The ist should recogrise the interaction of quaLity
the emphasis on quali ty up to a 100/0 differentiai in
Where possib e, any acceptable range of to erance
should be given

and cost, wrth
cost

for an itern

Proof-reader
ldea ly a person who has either organised a conference before
or a conference dlrector from a hote chain

Flgure 22.6 0rganising a conference - Sample Product Descript ion
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Figure 22.7 organising a conference - Product FLow Diagrarn
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22.8 Further examDles

TrÀ'o furlher axamples ofa project to procuîe a product are now given.The fust example is at

the level ofa Pro,ect Plan. Figurcs 22.8 and 22.9 show the Project Plan Product Breakdown

Structure and Product Flow Diagram, respectively. Th€ second example is the fust Stage
Ptan of îhis project. Figures 22.10 aîd, 22.11 show the Stag€ Plan Product Breakdown

Structure and Product Flow Dìagram, respecùvely.

Fioure 22.8 Proiect Plan Product Breakdown Structure
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Figure 22.9 Project PIan Product Flow Diagrarn
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Fioure 22.10 Staqe Plan Product Breakdown Structure
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Figure 22.11 Stage P an Product Flow Diagram
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22.9 Guidance on creating a product-based plan

General notes:

1. Completion ofeach ofthe four pîoduct-based planning products is likely to be

ireîative. In r1ìe case ofProduct Descripîions (except that ofthe final product)) this

means îhat at fust nothing more may be recorded than a title and a fust-cut statement

of purpose. Therefore, in the following notes 'write' (as in 'write a Product

Descîiption') shoùld be interpreted as meaning'commence to write, and proceed îo

complete as fully as apprcpriate as soon as convenient'

2. Thought processes vary fîom one indir'rdual to another and this is merely one

suggesîed sequence that works for some people (albeit a recommended staflrng point

foî all) . Some people may evolve their own preferred way of cleaîing the specialist
producîs. It is the outputs that matter, noî the process by which they are created.

Final Product Description step

1. \vy'rite a Product Desc ptìon for the final product. Every effort should be made to

make this Product Descriprion a\ complete as possible at rhe oul.el

Product Breakdown Structure steps

l. Use the Product Descdption ofîhe final product and the composition section ofits

Producî Descîiption to creat€ the îop îwo levels in the Product Breakdo\tn Structure.

Note:The final product at the top ofth€ hieraîchy is not considered a Ìevel

2. Consider what the usels ofîhe final pîoduct will have to provide in otder for you to

deate thaî final prcduct. Does this idenîify extra products (for example, the

specif icar ion)?

3. Consider each pîoduct on îhe second lev€l ofthe Pîoduct Breakdown Structuîe and

ask yourself: 'How is this prodùct de ved?', 'Have I accounîed for ever]1hing that

needs to be produced?' Is everf-hing there that you will need, or is there a need for a
product, such as 'Prepamtion producî grouping'?

4. Éxamine rhe derivation s€ction ofthe final product's Product Description for any
possible exteînal products (pre-existing?)

5. If the ptan requiîes more detail, break down rhe second levelproducrslo a third level.

Conîinue this br€akdown to further levels until you can identiry products that can be

conîrolled aî a level suitable for the plan's ptupose

6. Do any ofthe ne\rlyidentifr€d products need an exlernal product before they can be

created?

7. Do any ofthe new products identitT extra prcducts that must be created/procurerl as

part ofthe planned work?

8. If too many products at the second or lo\ter levels are beginning to appearr consider
grouping them ìrnder one or more collectiv€ groupìngs,
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Product Description steps

1. $7 te a kodùct Description for each integration product and each simple product

2. Check the €omposition and d€rivaîion sections for any extra product requirements

thaî should be added to the Product Breakdown Structure

3. Check the puryose section with the users ofthat product for any'hidden'purposes
that may imply exúa producî requiremenls

4. Ensuîe that the quality criteda are m€asurable and, ifmet, wiÌÌ'guaranîee' drat a
producî satisfies each ofits statedpurposes.

Product Flow Diagram steps

1. Put lhe final product at th€ end ofthe flow diagram

2. Consider what will b€ the penùltimate producîs to put in place before the filìal
product can be completed, and add îhese immediately pîior to îhe 6nal product

Considerthese penultrmate prodùcts and add to îlle sequence îhose products ftom
îhe Prodùct Breakdown Structure that s.ill be required immedìately p or îo îhem

Pur any pre-exist in8 external produci-  ar ùesrartofùediagram

Add the products that should immediately follo\i' îllese pre-existing efiernal products

Add any oîher planned products at the stafi drat do not require a predecessor

Srtdy all the products at the stafl ofthe flow diagram for any pîeviously unidentified
prerequisites. Add any required products to the flow and to îh€ Product Breakdown
Structure

Compare pairs ofunallocated prcducts in the Product Breakdo\rn Structure and
decide what, if any, sequence îheîe is between them

Compare th€se paiîs îo the producîs already in the flow diagram and de€ide \rhat

sequence there is between them

Check for any unallocated extemal producîs in îhe Producî Breakdown Structure
and identifu which product in the plan needs them

Ensure that any integmtion products are included in the sequence after thefu simple
producîs

Ensuîe îhat any collective grouping products have not been transfe ed îo the flow
diagÉm

Check each product in the flow diagmm againsî each other'branch' ofdre diagram
for any interdependency

Is any product in îhe flow diagmm dependent on a product that is not in îhe Product

Breakdown SúuctÙlre? Add it to both diagrams. Is it an external product or one
'inîemal'to the plan? Does it reqube a Product Description?

Ensure that arrows connect alldependencies

Check naming consistency between productnames in the Product Breakdown
Structure, Product Flow Diagram and Product Desc ptions

3 .

4 .

5 .

6 .

7 .

8 .

9 .

1 1 .

10 .

t2 .

t3.

t 4 .

15 .

tó .
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1?. Checkeach prcduct in the flow diagram and ensure that a dependencyis shown on all

products that iî will îequire.

Ifthe project is broken down into several stages, îhe products for each stage are cxtracted

from d1e projeci Product Breakdown Structure to form d1e basis for that stage's Product

Breakdown Sîructure. These may be expanded to more levels of detail and thus 'extra

products' added to give lhe detait requìred ofthe Stage Plan. Care must be taken to use the

samenames in the Stage Plan diagrams as were used in the ProjectPlan.

The creation ofStage Plan diagrams may cause rethinking that requires further modificarìon

or ùe Projecr PIan' \  diagram. in order to retain con.r.rencv.
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C H A N G E  C O N T R O L  T E C H  N  I O U E

This chapter looks at the control of changes lo specialist products, not management

products.Two important points need to be made:

. Ifaprodudis to be changed, its Product Description shouÌd be checked for any

nccessary changes

. Once a producr has been approved, the Project Manager shouÌd not aÈthorise any

workthaîwouid change ìt without the approval ofthe ProjectBoard.

Aprogramme or organisation may have its own change control procedure and forms.This is

not a problem as long as its key points are compatìble with the approach detailed in this

chapter.

For those without a mandatory change control procedure, thc following will ensure that

changes are conùolled duringthe project.

23.1 Change control steps

All changes are treated as îypes ofProject Issue and are handled using the same tecbnique.

Chdnee control, Ch^pter 20 should be read in conjunction with thìs technique.

Changes can be:

. A request to change whatîhepro,ect is setto deliver, for example, the specification of

requirements (Rcquest for Change)

. Asuggestion to improve one ormore ofîheproject's products (Request for Change)

. A record of some currenî or forecast failure to meet a requirement (Off-

Speci6cation).

Figure 23.1 shows the steps involved in capturing Project Issues and then managing îhose

that are changes through to resolution.

23.1 .1  l ssue Log

Vhatever its type, every issue raised is logged as a Proiect lssùe in the Issue Log.Asuggested

content for îhis log is given in Ptoduct Descriptian ouîlínes' Appeùdiv A. A unique number ìs

allocated,plus the datereceived and the status ofrhe issue.
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Figure 23.1 Change control steps

23.1.2 Priorit ise

Each Projecî Issue should be assessedto indicate a pioriry. A suggested priority mring is:

l �  A m u s î  t h e f i n a l p r o d u c r w i l l n o r w o r k q i r h o u r r h i s c h a n g e

2. An impoltant change - its absence would be very inconvenient, alîhough a \À'ork-
around i. po.sible fora while

3. A nice-to-have buî Íoî vital
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A cosmetic change ofno importance

This does not involve a change.

CHANGECONINOLIECHNIOUE

5 .

A copy ofthe Project Issue is returned to the author to acknowledge its receipt and enty in

the project's Issue Log.

AJlly Project Issues that are questions or are based on misunderstandings shouldbe answered

directly. A rcply is sent to lhe author, a copy filed and the Issue Log updated to reflect the

23.1.3 lmpact analysis

Animpact anaÌysis is caîried out on eachremaìning Projectlssue îo identify:

. What \roùld have to change, including any changes to linkedproducts

. What effort the change \rould need

. What the impact on theTeam, Stage andProjectPlans wouÌd be

. Whether the impact would cause deviation beyond team) stage orproject toleîances

. What úe impact ontheBusiness Case would be

. Whar the impact on the risks would be.

The change mayimpactjusî the customer,justthe supplier orboîh.The prìorityshouldbc re-

evaluated after the impact analysis. This can be done in a number of\tays, depending on the
project's circumstances. The Project Board may wish to do the re-evaluation. The Project

Board may have decided to delegate such decisions on Proiect Issues to a change autho ty.

23.1.4 Authorisation

The use of a change authority is described in Change conînl, C]|'aprer 20 (section 20.3)

Only the Project Board or iîs delegated change authority should make decisions on Requests

for Change.

For Off-Specifications, îhe Project Manager may try to solve the problem within îhe stage

ioierance margins.This may mean changes to the plan(s) to include extra activities. Where

correction of the Off-Specifi€ation ìs not possible within tolemnce levels, the Project

Manager follows the exception procedure, trcalaring Project Issues (CS8), to bring îhe matter

to tÌìe attention ofîllle Prcject Board in Giùi,?gl d Hoc Direction (DPD.lf the decisìon ofthe

Project Boardis to accept the Off Speci6cation without any corective action; thìs is calied a

After impact anatysis Project Issucs are passed lo the Project Board/change auîhority. This

authodty can decide to reject Proiect Issues, put them in'pending' sîatus, lemove the cause

of the problem or ask for their implementation. The Project Issues are updated with any

change inpriorityand the Project Boardls directives.

The Project Issues are returned to the Project Manager, the Issue Log updated and an

updated copy sent to the author.

3 1 7
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Any Project Issùes whose implementation woÌrld cause deviation beyond stage or projecr

tolerances will form the basis of an Exception Report, created in -Escalatíng l'r.tjecî Issues
(CS8). According to the proiect environment, dris may be formal or informal. The likeÌy
result will be a request for the Project Manager to produce an Exception Plan, which will
include îhe extnla work, to be sùbmitted via lÌoducing an Exceltìon Pldn (.586)�.

Noîe:Where the ProjectBoardhas delegated decisions on the implementation ofchanges to
some separate change autho.ity, îhe name of this body should be substitured for that ofthe
Project Board in this technique.

Evaua t ing the impac to fpo ten t l a l chanqescanbee Íoneousy taken tomeanony the  mpac t
of the customer. mpact analysls must cover the three 2rea5 of b!5iness, user and supplier
Before a change goes to the Senior User for consideration, the irnpact on the supp er must
be known - for examp e, the cost and effort requ red and what products !!o! ld have to be
changed.

Where the prolect ls part ia y or fu y funded by the supplier, thls rnay change the decisiof
mak ng authority ,,^r i thln the Prolect Board about chanqes. l t  may becorne more of a Ioint
declslon based on the contract terrns or incuding contract modifcation. Any changes in
responsibi l i ty and authority shou d be refected n the job descrlpt ons.

Where the project is part of a proqramme, ls the project in a posit ion to judge the impact on
oiher projects? Does it  have the authority to make declsions? lhere are two potentlal
approacnes:

s Screen a changes at pTogTamrne eve to deterrnlne where the decision shorld be made

a Ensure a programrne representat ve is prrt of the project's change authorisation oop.

Hints and t ips
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O U A L I T Y  R E V I E W  T E C H N I O U E

24.1 What is  a qual i ty  review?

A quality review is a structured and organised procedure designed to assess whether a
product is 'lìt for purpose' or conforms to requirements. The procedure begins wiîh îhe
identification ofindividuais or groups who have a vested inîerest in the product under revieù.
The product is presented for review and comments from revie\rers are discussed during a
stuctured meeting. Any required changes to the product are agreed and a complete list of
required actions is taken. The procedure is completed when all îhe required changes have
been made and the prcductis formally'signed off', meaning rhat it meets the qualitycriteria

that were set and the product isnowapproved,

24.2 Oua lìty review benefits

The following benefits canbe achieved ftom ihe effective use of quality reviews:

. Early idenrificarion ofdefecrs inproducrs and îherefore a platform for producr
improvement, with attendant reduction in the costs ofthe final produd during
dcvelopmcnt and in opcraùon

o An objectivc measurcmcnt for management prcgress control isprovided.ltis one
thing beìng toÌd by the developerdlsta productis complete, but far moîe useful to
know that a group ofpeershave examined the product and accepted it.This gives thc
Prcject Manager far more certainty about rhe status ofthe prodùct

. Itprovides the opportùnity for al1 vested interests to worktogetherto improve
producr qualiry.This helpsbuildrhe ream approach ro development

. Once a prcduct has gone through a quality rerdew, user(s), who are represented on
the quality review team, are morewìlÌingto committo thatproduct.

24.3 Context

A qualityreview can be invoked at anypoint in îhe project, since anyproduct could be subject
to a quality review ifthere are subjective elements ofqualitytobe monitored.It has cÌosetics
wirh rhe following processes:

. Plúnnins (PL) îor rhe pre-plannins and resoùrcing ofmajor qualiry reviews at the Ìevel
ofStage orTeam Plan
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24.4 Overview ofthe quality review technique

24.4.1 0bjectives

The obiectives ofa quality review are to:

OUALIÌY NEVIEI\T ÌECN N OU É

Manaeing Prod.uct Delin"ry (MP), \,\'hich is the process covedng the production ofthe

project's prodùcts and hence where the application ofmost ofthe quality reviews will

take plAce (Executing a work Pachaee (MP2))

Authorising lVorh Packaee (C S 1), which addresses îhe handover of responsibility for

product production and \ir.ill include any requirement for quality reviews

lssesstrs Progress (CS2) ) which deals with progress monitoring and reporting, and

which will receive details ofcompleted quality reviews asupdates to the QualityLog.

24.4.2 Responsibil i t ies

There are four specific role. involved in Úre qualiry revìe$ procedure

Review chairperson

This role runs the quality review.This is a dìfferent role fiom that ofthe Executlve, who chairs

dre Project Board.

The rcle has the following main responsibìÌìties:

Assessthe conformity ofa product againstset criteda

Provide a pladorm for product improvement

Involve all those who have an interest in îlle product in checking its quality

Spread ownership ofthe product

Obtain commitment fíom allvesîed interests îo the prodùct

Provide a mechanism for management monitoring and conúol

Check îiat the product ìs ready for review

Ensure îhat the quality review is properly organised (venue, date, úme, attendees,

dumtion)

Gather in îhe questionlists and set the review meeting agenda

Chair the quality review meetrng

Ensure thar the quality rer'rew does not sîray from its main aìm

Ensure that actions and required resulîs are agreed

Together with the reviewers, determine the quality revìew resùlt

Keep the Project and/or Team Manager aware ofthe status ofall quality reviews

Provide final review sign-off

320



PB NCE2 OL]AL IY REV EWIECNNIOUE

Institule erccprion procedures via the Project and/orTeam Manager where problems
with the producr cannor be re.ol \  ed u i rhin a .hof l  r ime &.ìme.

Producer

This role represents the creator(s) ofthe product invoÌved. TJpicaÌly, îhe pe6on who has
produced the product, or stafftom the team responsible will take îhis role. The role has the
follo\ring responsibilities:

. Provide all reviewers wiîh îhe reÌevant revìew products

. Prepare for the review meeîing

. Assess question listspriortodle review meetìng and use them to assist the review
chairperson to set the reviewmeeting agenda

. Answerquestions about the product during the review procedure, agree errors and
explain any impÌications ofîhese errom

Agree action to resolve erro6

Ensure any agreed actions are carried out

Obtain sign offùom reviewem for changesmade to the product

Obtain final sign-ofifiom the review chairyemon when the reviewe$ have approved
alÌ changes.

Reviewer

The revie\rer rcle has the following responsibìlitìes:

. Review the product

. Assess theprodùct against rhe qualitycriteria specified in the Product Description

o Document quesrions on the producr againstrhe pre-ser quality criteria

o Ensure erro$ are fully understood by the producer and are subsequentÌy rcsoived
satisfactorily

o Sign offany follow-up action listitems whcnidentified as checker.

Scribe

The major responsibilities of this role are:

o Assìstîhe chairperson in the review adminisúarive derails,such as arrangemenr of

Tàkenotes ofagrced actions during the reviewmeeting

Read backîhe agreed actions at the end ofthe meeting andnote who is to take
corective acrion andwho is to checkthe corrccúons,
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In addition îo the speci{ìc roles involved, dlere are responsibilìties that need to be taken by
oîher people. These are responsibilities that form palt of their standard iob, but are
paiticularly relevant to quality reiiews:

Pfoject lvlanager

. Plan the quality reviews in oudine

. Plan to overcome any identifled exception conditions raised as aresult ofa quality

Act as reviewer where appropriate.

Team Manager

. Plan-quality reviews in detail

. Identil' any quality review resouÍces required from the team (additional to any
reviewen chosen by Project Assurance îoles)

. Monitor quality review progress againsî plan

o Reportprogress îo the Project Manager.

Note thaî often the Pioject Manager'"vill be dhecdy managing the \rork that is being quality

review€d. fîhis is the casej th€ responsibilities ofProject Manager andTeam Manager will b€
combined.

Project Assu ra n ce roles

. Adyise on suitable rcviewers for each quality rcview

. Check îhat everyone involved with the quality review process is aware of their role and
re.pon\ibilirie. and that adequate Eaining in the rechnique has been given

. Ensure îhatthe qualily review procedue is beingpîoperly folloived

o Check îhat reviewers are being correcîly selected and that they are being coffectly
bdefed for the work

. Check úar follow- up ac I ions are being properly moni r ored

a I-og and repoÍ on the use ofcorporate standaîds and advise on improvements and
amendments

a Act as reviewers wherc appropdate.

rrolecl >uppolI rores

If Project Support is available to the Proiect Manager, it can be used to assist the reúew
chairperson alrld producer to organise a review venuej firepare and distdbute îh€ r€\.rew
documentation, act as scdbe and progress-chase the follow-up actlon list until all errors have
been coffected and signed off. People in suppoÍt roles can act as reviewers where
appropflate.
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24.4.3 Steps in a formal quality review procedure

A qualiry review has a number ofactjviîies. rhe central elemeni being the review meeung.

where all paÍicipants gaîher to identiry and agree on any defecîs in the product.

There are three basic sîeps in a quality review:

. Preparation, consisùng of:

r confumaîion that the product is ready for review

r confumation ofthe availability oflhe nominated reviewe$ and agreement on dates

for rhe return ofcommenrs and the review it5elf

r distribution ofa copy ofthe product and its Product Desc ption to revreweft

wher€ ùis is possible, for instance ifit is a pdnted documenî. Alternatively, making

the product a\.'ailable for inspection by the re\,'rewers

r assessmenr ofrhe pfoduct against the quality criÎeria

r entry ofquestions or suspecîed elrors on a question list

r annoîation ofminoî errors (for exampleJ grammar and spelhng) on the product

r rctrun ofthe annolared producl and que\non Iist to ùe producer

r a plan ofthe review meedng and agreement on the agenda

Review meeting, consisúng of:

. discùssion, clarificauon and agr€ement on each of the points raised by îhe

. ageement ofthe follow-up actions appropriate to each agreed efior

r documentatioîof thefollow-up responsibilities

r summary of Ù)e acr ions ar the end ofthe meeÙng

. agreemenî on the quality rel'lew outcome, ànd sign-offofÎhe producr, if

appropflate

r updare ofthe Qual;ry I ,og

Follow-up, consisting of:

r notification îo the Proiect and/orTèam Manager ofthe quality review rcsuÌt

r a plan ofany remedial \aoîk required

r sigî-otrofrhe product followìng successful remedial work

I update ofthe Qualityloc.

'îables 24.1 ,24.2 aîd 24.3 show the detailed job cont€nts for the quality rel4ew roles for each
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Preparation

Tab e 24.1 Preparation for quali ty review

Review chairperson

Check product ready

Conîrrn reviewers
avaiable and sti
approprlate

Producer

Confirm product
€valable for revie,,\,

Distribute a copy of the
product and Product
Descrlptlon to revie!,rers
(or make the product
availab e for reviewl

Aqree t lrne and location
of review meetinq

Add any extra reviewer
narnes. Update the
planned date i f thls has
changed

Revìewer

Read Prodrrct
Descript lon of revienr
product

Schedule preparation
an0 Tevte!\, ttrne

Project N,4anager/'feam 
lvlanager

Check qua jty review on
scne0ure

Ensure qua ity rev ew
procedure ls being
folowed

Confirm preparat on
time

Confirm Oua ity Log
detai ls

Revlew product against
Product Descript lon

Comp ete question lst
and annotate Product

For\ryard question ist
and annotated product
to charrperson

Confirm review
attendance

Conf rrn the t iminq

Receive question ists
and dlscuss them with
the prod!cer

Agree agenda

Agree presentatron
format and t iming (i f
anYl

Aqree agenda wlth
cha rperson

Conirrn review details
to TevtelleIs pT or ro rne
rneetinq

The scribe can do most ofthe administrative work for the chairyerson.

Review meeting

Table 24.2 Ouality review meeting

Review chairperson

0pen revlew, state
objectives, duratiof,
TneeÙng aqenoa an0
format

nv te genefa
comments (decide if
Premature closure of
meeting ls neededl

Producer

fa ke note of comments
and concerns

Reviewer

Expand on question lst
commenú

Contribute to concerns
fa 5e0 0y otner

Project N/lanager/
Team lvlanager

Ensure al l  quali ty revie,,
documentation s î led

Clarlfy reviewer
cornments

fake appropriate acuon
on incomp ete qua lty
revlews or errors fou nd
that are outside the
scope of the norrnal
fo low up actions
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Review chairperson

Wa k through product
as agTeeo n tne agen0a

nv te rev ewer
coTnrnent5

Ensure a I reviewers

EnsL-rre a I aqreed errors
are recorded on folo\ry
up aclon sr

Get agreeÍnent on
responsibility for
fo iow-up action and
sign-off

Agree qua ity review
resu t

Ensure Oua lty Log ls
Lrpdated w th date of
meeltnq an0 act ons
iound

Inforrn Prolect/Team
N/lanager of qua ity
revlew outcorne

Producer

Agree efrorS an0
fo low-up act ons

Col ect fo low-up action
l ist  and annotated
pro0ucr cop es

Reviewer

Agree erTors anc
fol  onr rp act lons

Project f\,4anaqer/
Team [/lanager

It is recommended that a scribe record erroft on thc follow-up action list to allow the
charrperson ro concenrrare on conrrol of ùe me<ring.

Follow-up of review meeting

Tab e 24.3 Follow-up of qualìty review

Review chairperson

Raise Prolect lssues for
any unTeSo ved erToIS
or errofs ln other
prodrcts than the one
belnq revlewed

Notih/ the Project/Tearn
N4anaqer i f  the
correct lon schedu e is
exceeded

Producer

Reso ve efiors

obtain fol low-up actlon
5t s gn-off frorn

cna rperson

Revlewer

Check and s gn offerror
cofrections

Assist in eror

appropr are

Project I\lanager/
Tea m N/lanager

Ensure p ans are updated
fol owlnq error resolut on

F i e a  s i g n  o f f
cocurnenlar on
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Review chairperson

0n reso L-rtion of all

product and inform the
Project/leam N/lana ger

update the Ouality Log
with detal ls ofactual
s qn offdate

OUAUTY REVIE!\T IECI]N O!]E

Producer

Not i/ the cha rperson
of any error correcUons
that exceed their
scneou e

The scribe can do most of the progress-chasing of acrions and sign-offs on behalf of the

Ouality review planning

h is impofiant that quality reviews are properly planned, wirh input from the Project
Assurance funcîion. Therc is therefore an additional quality review planning step consisting

Idenri+'ing the products rhat will be subject to quaÌìty review

Planning îhe timescale for each quaÌity review

Identifung rhe reviewen and addingthemto resoùrce plans.

Revie!\,er Project lvla na ge rlfea m
N,4anager

Deal with any required
except on act ons

Thìs is carried out as part of creating a Stage orTeamPÌan in the Pldririr?a (PL) process.

24.4.4 Ouality review results

At the end ofa quality îeview, the rel'rew chairTerson should obtain a consensùs agreement
on the result ofthe review.lfany ofîhe rer'rewers is notpreparedto sigrn offthe product, then

rhe product has not met its quality criîeria and hence is not ready for use.Ifthe reviewers'

comments cannot be rcsolved for any reason for example, contention betrveen reviewers a

furîher discussion and agreement on the matter should be raised as an item on rhe follow-up

action list.If úe problem aflects otler products than the one reviewed, it should be raisedvia

aProjedlssue and this actionrecorded on the follow-up action list.

The resÌrlt ofa quality review will normallybe one ofthree:

The productis error free and canbe approved immediately

The product can be approved once îhe identified effors arc corected and signed off

Corection ofthe ermrs found will radically alterthe product and it should be

The rer'relr chairperson may also decìde to postponc the review meeting if:

Insufficient reviewers attend to covcr the qualityissues addressedbythe product's

qùality criteria

The reviewen who are attending are not qualilìedto comment on the issues being

addressed
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Itis clearthatthe reviewers have not studied the product during îhe prepamtion step

Itbecomes obvious îhat the product is not 6t to be reviewed.

24.4.5 Key criteria

. Have thcproducis quality criteria been specified?

. Has the Producî Description been passed to the reviewers, togetherwith the product?

. Have the revieweft fully checked the product prior to the revie\r meeting?

a Have îhe question lists been scnt to thc producer or rcvicw chairpcrson priorto dre
review meeting?

a Has the review meeting concentraîed on effor detectìonjnot error 6xing or redesign?

. Have rhe follow-up acrions been documented and allocated?

. Have îeviewe$been askcd which changes theywish to sign ofP

. Has agreementbeen reachedon theresult ofthe quality revie$'?

oua ity revlew ls there for error/opportun ty identifcation N0f corection.

The ternptation to aqree solutions for the defects found in a product c:n be invit inq. Should
reso ution become a feature ofquality revlew then the revie$r procedure w ose rnuch of its
effectivenessbecausediscussionofsoL-rt ionstakestimeandeffortah,ayfromthekeyobjective
of the qua ty review procedure, that is, the identlfcation and aqreement of defects in the
product to provide the p atforra for product lmprovement. A so, there may be more than one
so ution to a prob em and the group of peop e assernb ed to review a product may not be the
best qua if ied to se ect the best solution. Any so utlons suggested dur nq the review process
should be noted for ater conslderatlon.

There is a need to address the producelreviewer psychology. The aim of the qua ty review is
to ldentify defects ln the product not ln the producer. Reviewers and producers shou d
approach the rev lew inacons t ruc t i ve teamat t tude toach levngqua i t yp roduc ts . l f t he tea rn
approachisnotadopted,confl ictcanariseandbedestructivetothequa ty revie!! procedLrre.
It  he ps ìf reviewers can refer to the product, rather than your product.

OLrali ty review s not an ad hoc qatherlng of lnd vidua s. t isnotafirstslghtoftheproduct
for the purpose of prob em identifcation. As in a good rneetings, a the part clpants shou d
attend having checked the product involved and should be prepared to contribute, knowinq
the aqenda and objectives and the ro e they should perform at the rneeting.

oua ity reviehr participants rnust prepare for the revlew by dentifying major questions or
suspected eÍors on a questlon st, afnotating the product where posslb e wlth rnlnor errors
and informing the cha rperson of the r lnd ngs. Not to do so wastes the t rne of the other
reviewersand devaluesthe eventua productslqn-offsinceit lsmore keythaterrorswi be
eft undiscovered.

Hints and t ips
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Care mlst be taken that managers do not attend a qua ity review in a peop e rnanagement
role. fhey do not attend to assess the perfofmance of thelr stafl Th s is particu arly true of
the producer's rnanaqer; i t  wou d devalue the meeting and would cause extra stress on the
producer, However, managers may attend n the ro e of reviewers.

Check lsts should be in exlstence.

A major means of assessing a products qua ty ls against the Product Descript ion, h,hich
defines the coírposlt ion, forrnat and qua lty cri ter a of a product. Shou d th;s not be avai ab e,
a checklist of the standard cr terla for thls type of product should be avallabLe. Without one
or other ofthese, the revlewers wjl be eftwthnoquidanceastowhattheacceptabl€quali ty
is.

ldea y, the chalrperson shoLr d not act as a reviewer. t is diffcult to both cha r the revlew
meeting and review the product invo ved. fhe revie\! chalrperson sho| d be there iust to run
Ine meenng.

Non dttendonce afo reviewet:

€ l f  a reviewer cannot attend the rneeting, the revlew cha rperson can dec de either to accept
a question l ist frorìr that revlewer and arange for i ts points to be dlscrssed at the meet ng
or replace the reviewer. f  the nLrmber of non attendees is such 2s to underrnine the
effectveness of the review, either becaLrse of the ackof peope to forn discussions or
because ofthe lack of key skiL s, i t  rnay be necessary to polpone the revlew meetinq. Where
revie!\rers are not prepared for the rev ew or have not subrnitted quest on StS,itmaybe
appropriate to postpone the review if  i t  is fe t that the review miqht be lneffectlve

. A Project [/]anaqer may decide to ask for reviewers to submit question ists, then ho d the
revew meeting wlth ony the chairperson and producer ln attendance, the chalrperson
acting on beha f of the reviewers. In such cases, the cha rperson should have any actlons
slgned off direct y by the reviewer[s) who subrn]tted the question.

For lnter-prolect products, there shou d be cross-project representat on at qua ity reviews.
-fhe producer can take the suggested scribe ro e, especla y ln an informal qua ty review lt
shoudno tbedoneby thecha i rpe rson ,as thed is t rac t i ono fno te tak ìnq rnaympa i r thecon t ro
of the rneeting.

Errors in other praducts:

a A qua lty revlew may ldentify an error ln a prodLrct other than the one belng reviewed. fh s
shou d be recorded as an action i tern, but c osed on lts fansfer to an approprirte Project
ssue.oua lty reviews may reveal not only faults on the parl of the creato(sJ, but also
defects caused by deficiencies ln the quali ty standards and deve opment nrethods. Fai ure
to use a standard rnay lndlcate that the standard ls no longer pract cal or suitab e. Such
evefts should caLse a revie$r of the suspect standards area.
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Acceptance Cri ter la

A prioritised list of crite a that the 6naÌ product(s) must meet before îhe cusromer will
accept rhem; a measùrable definition of what musr be done for rhe final produd to be
acceptable to the customer. They should be defined as parr ofrhe Project Brief and agreed
between customer and supplier no later than îhe project initiation stage. They should be
documented in the Project Initiation Documenr.

Activity network

A flow diagram showing the actìvities of a plan and theh interdependencies. The network
shows each activity's duration, earliest start andfinish rimes,latest starî andinishrimes and
float.Also known as'plarìning net\rork'. Sde d/so Criticalpath.

Basei ine

A snapshot; a position or situation that is recorded. Alîhough the posirion may be updated
laterJ úre baseline remains unchanged and available as a reminder ofthe oiginal sîare and as
a comparison against the curent position. Prodùcts thar have passed thei quality checks and
are approved are baselined products. Anything'basclined' should be under venion control in
confìguration managemenr and'frozcn', i.e. no changes to that version are al1owed.

Benefts

The positive outcomesj qusntìfied or unquanrified, rhar a project is being undeftaken ro
deliver and thaî justi8 the investment.

Beneîts rea lsat on

The practice of ensuring thar îhe outcome of a project produces the projected benefits
ciaimed in the Business Case.

Bus ness Case

Information that describes the justification for serting ùp and conrinuing a PRINCE2
proiect. It provides the reasons (and answers the question: '\Yy'hy?') for îhe projecr. An ourline
Business Case should be in the Project Mandate. Its existence is checked as part ofthe Projecr
Brìef, and a revised, fuller version appears in the Projectlnitiation Documenr. ft is updated at
key points, sùch as end stage asscssmentsj throughout dÌe project.

Change authorl ty

A group to whìch the Project Board may delegate responsibility for the consideration of
Requests for Change. The change authoriy is given a budgeî and can approve changes wiîhin
that budget.
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Change budget

The moncy allocated to the change aulhorìty to be spenl on authodsed Requests for Change.

Ch!nge control

The prccedùre to ensure that the processing of all Project Issucs is controÌÌed, inclìrding

submission, analysis and decision making.

Checkpoint

A teamleveÌ, rime-driven review ofprogress! usually involving a meetrng.

Checkpolnt Report

A progress report of the information galher€d at a checkpoint meeting which is given by a

team to the Project Manager and provides reporting daîa as defined in the \(/ork Package.

Cornmun cat lon Plan

Part of the Project Initiation Documenî describing how the pîoject's stakeholders and

interested parries will be kept informed during the project.

Concession

Alfl Off-specifrcation úat is acceptedbythe ProjectBoard without corrective action.

Conf igurrt  on audit

A comparison of the Ìaîest version number and status of all products shown iD the

conflguraîion libîary records against the information held by îhe product authors

Configurat lon control

Conflguntion controt is concerned wìth physically controlling receipt and issue ofproducts,

keepingîrack ofproduct statùs, proEcting finished products and controlling any changes to

ùem.

Configurat lon management

A discipline, normaÌÌy supported by software tools, thal gives management precise contrcl

over its assets (for example, the products of a project), covering planning, identilìlation,

controlr staí1s accounting and veriÉcation ofthe products.

Cont jngency budget

The amount of money required to implement a contingency plan. If the Proiect Board

approves a conîingency plan, it would nolmally set aside a contingency budget, which woÙld

only be called upon ifthe contingency plan had to be ìmplemented when the associated risk

occu$. Sre dÀo Contingency PÌan.

Conufgencyp an

A pìan that provides detaiÌs ofthe measur€s to be taken if a defned risk should occur'The

plan is onÌy implemented if the risk occurs. .4. contingency plan is prepared where other

actions (dskprevention, reduction or transfer) àre notpossible,too expensive or the curent
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view is îhaî îhe cost of the risk occurring does not suffrciently outweigh îhe cost of taking
avoiding action but.the risk cannot be simply accepted.The Proiect Board can see thaî,
shoùld the risk occur, there is a plan ofaction to counter it. If the Project Board agrees that
this is the best form of action, it \rould puî aside a contìngency budget, the cost of the
contingency plan, only to be used if the dsk occurs.

Cr ucal oath

This is the line connecting the staÍ of an activity neîwork with the înal acîivily in that
network through those activities \À'ith zero float, i. e. those activìties where any delay will delay
the time ofîhe entire end date ofthe plan. There may be more than one sùch path. The suln of
îhe activìty dumtions on îhe critical paîh $.i11 determine the end date ofthe plan.

cLr5tOmer

The pe6on or group who commissioned the work and \rill benefit ftom îhe end results.

Customer's quality expectations

A stat€ment from the customer about the quality expected ftom the final product. This
should be obîained duing the staît-up of a prqe.t ir\ Pîeparing a Projecr Br,€/ (SU4) as an
imporîant feed into Pldnning Quaktt QPI),$úere it is matched against the ProjectApproach
and the standards thaî will need îo be applied in order to achi€ve îhat quality.

Dal ly Log

A record ofjobs to do or to check îhat oîhers have done, commitments from the author or
otiers, important events, decisions or discussions.A Daily I-og should be kept by the Projecr
Manager and anyTeam Managers.

Deliverable

An it€m that the project has to create as pari ofrhe requircments. It may be part of the final
outcome or an inîermediaîe elemenî on which one or more subsequenr deliverables are
dependenî. According îo the tlpe of pîoject, another name for a deliverabl€ is 'product'

l " -ed vè ue èr ahs;s

Eamed value analysis is a metlod for measudng project performance. It indicates how much
ofthe budget should have been spent in view ofîhe amount ofwork done so far and th€ taskr
asslgnment or lesources.

End Project Report

A report given by the Project Manager to îhe Project Board that confirms the handover of all
products and provides anupdated Bùsiness Case and an assessment of howwell îhe project
has done against its Project Initiation Document.

End stage assessment

The review by the Proiect Board afld Proiect Manager of îhe End Stag€ Repofi to decide
whether to approve the next Stage Plan (unless îhe last stage has now been completed).
According to îhe sìze and cdti€atity ofthe projecr) the review may be formal orjnformal.The
approval to proceed should be documented as an important managemenî product.

I
I
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Fnd Stage Report

A report given by the Project Manager to îhe Project Board at îhe end ofeach management

stage of the projecî. This provides information about the project pedormance dudng the

stage and the project status at stage end.

Except ior

A situation where it can be forecast that there wìÌÌ be a deYiation beyond îhe lolerance lcvels

agîeed between the Project Manager and the Project Board (or between the Project Road

and corporate or programme management, or between a Team Manager and the Project

Manager).

Exceptlon assessment

This is a meeting ofthe Pmject Board to appmve (orrejecî) anException Plan.

Except ion Pbn

This ìs a plan that oflen follows anException Reporî. For aTeam Plan exceptionr it covers rhe

period from rhe present lo the end ofthe !0ork Package; for a Stage Plan exceptioni it coven

the period ftom the present to the end ofthe cunent stage. Ifihe exception \tere at a project

level, the Project Plan would be replaced.

Except lon Report

Description ofthe exception situation, its impacî, options, recommcndaîion and impact of

rhe recommendaiion to the Project Board.This report is prcpared by the relevant manager to

inform the next highcr level ofmanagement ofthe situation

Executive

The single individual widl overall responsibility for ensuring that a proiect meers irs

objectives and delivers the proiected beneflts This individual should ensùre thaî the project

or programme maintains its business focus, that it has clear authority and that Îhe work,

including risks, ìs acîively managed.The Executive is the chairpenon ofthe Project Board,

representingthe customer, and is the ownerofthe Business Case.

Feasibi  tystudy

A feasibility study is an early study ofa pmblem to assess if a soÌution is feasible.The study

wiil normally scope the problem, ìdentill and expÌore a number of solutions, and make a

recommendation on what action to take. Part ofúeworkin developing options is to calculate

an outline Business Caseforeach as one aspect ofcomparison.

Fol lour on Act lor Recommendations

Areport that can be used ss inputîo lhe process ofcreating a Business Case/ProjecÎ Mandate

for any foilow-on PRINCE2 project and for recording any follo\['-on instructions covering

incomplete prodùcts or outstanding Project Issues.

Gantt  chart

This is a diagram ofa plan's actMdes against a timebackground, showing stilÍt and end Îimes

and resources required.
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Gate review

A generic îerm, radrer than a PRINCE2 term, meaning a poinr at the end of a stage or phase
where a decision is made whether to continue with the proje€t. In PRINCE2 rhis would
equate to anend stage assessment.

High lght Report

Time-driven report fÌom the Project Manager ro rhe Projecr Board on stage progress.

r55ue 109

Contains all Proiect Issues including Requests for Change raised during úe projecr. Project
Issues are each allocated a unique number and are filed in the Issue I,og under the
appîopriaîe status. See aÀo Project Issue.

Lessons Learned Log

An informal collection ofgood and bad lessons learned about the management and specialisr
processes and prcducts as the project progresses.,{t the end ofrheprojecî, it is formalised and
structurcd into a LessonsLeamed Report. See.r/so LessonsLearned Report,

lcsso.s earied Repo !

A report îhat describes the lessons learned in und€rtaking the project and inclùdes staîisrics
ftom the quality contml ofthe proiecCs úanagement producrs.lt is approved by the Proiect
Board and then held ceÍtrally for th€ benefit of furure projecrs.

0f Sp".  f  r  a ' io

Someîhing that should be provided by the project) but culrently is not (or is forecast not to
be) provided.This mighî be a missingproduct or a product not meering iîs specifications. Ir is
one rlpe ofProiefi Is.ue.

0perat ional and maintenance acceptance

Acceptance by îhe persor/group who will support the product during its useful life îhar it is
accept€d into the operational enviîorìmenî.The format ofthe acceptance will depend on the
product itself - it could be in the form of an acceptance lertet signed by the appropriare
autlority, or a more compÌex repofi detailing the operaaional and maintenance arang€ments
thaî have been put in pla€e.

0utcome

The term usedto describe the totality ofwhat the projecris ser up îo deliver) consisting ofall
îhe specialist prodùcts. For example, this could be an installed compurer system {'ith trained
staff to us€ itr backed up by new working practices and docùnentation, a refurbished and
equipped bùilding with all the staff moved in and working, or it could be a new producr
launch€d wiîh arecruited andtrainedsaÌes and support tean in place.

GLOSSARY

products where personn€l from within the
carly out an independent assessment of the

Specific reviews of a project or any of iîs
oganisatìon and/or ftom otheÍ organisations
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projecr. Peer reviews can be done at any point wirhin a project but are often used at sÎagc-end

pomts.

A part, section or segment of a project, similar in meanìng to a PRINCE2 stage. The key

meaning of stage ìn PRINCE2 terms is the use of management stages, i e. sections ofthe

prcjecttowhich the ProjecîBoard cornmits one at atime.Aphase might be more corìnected

to atime slice, change of skills reqlired or change ofemphasis.

Post- rìrplernentation revlew

Se,7 Post-pro ject review

Post prolect review

One ormore reviews held afterprojectclosure to determine ifthe er?ectedbenefits have been

obrained. Also kno$n a\ posl- implemcntat,on revieu.

PR NCE2

Amethod that supports some seÌected aspects ofproject mansgement.The acronym sr,nrls

for PRojects IN Controlled Envirorìments.

PRINCE2 project

A project whose product(s) can be defined at its start suffrciently precisely so as to be

measumblc against predefined metrics and that is managed according to the PRINCE2

method.

Process

That ivhich must be done to bring about a particular result in terms of information to be

gatheîed, decisions to be made andresults to be schieved.

This rolerepresents the creator(s) ofaproductthat is the subjectofa quality review.Typically,

it wiÌì be lilled by the pemon who has produced the product or \^'ho has led the team

responsible.

Product

Any input to or oÌìtput from a project. PRINCE2 distinguishes betwecn management

products (which are prodùced aspart ofthe management or qualityprocesses oftheproject)

and specialist products (which are those products that make up the final deliverable) A

product may itself be a collection of other products.

Product based p anning

A four-step technique leading to a comprehensive plan based on creation and delivery of

required outputs.The technique considers prerequisìte prodùctsr quality requiremenrs and

the dependencies beîween prodùcts.
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Product Breakdown Structure

Ahierarchyofall the products tobeproduced during a plan.

Product Check lst

A list ofthe major products ofa planJ plus key dates in their delivery.

Product Descrlpt ion

A description of a product's purpose, compositionr derivation and quality cliteia. It is
produced at planning time, as soon as possible after îhe need forîheproductis identified.

Product F ow Diagranr

A diagram showingthe sequence ofproduction and inîerdependencies ofthe products listed
in a Product Breakdown Sîmctùre.

Product l i fespan

This term ìs used in this manuaÌ to define the total life ofa product ftom the timeofthe iniiial
ìdea for the product until it is removed from service.It is likely that therewill be manyproject5
affecting the product during its life, such as a feasibility study and development,
enhancement or correction projects.

Product StatusAccount

A report on the status ofproducts.The required products canbe specifred by identifier or the
part ofthe project in which they were developed.

ProgÉrìrme

Apotfolio ofprojects selected, planned and managedin a co-ordìnated way.

Project

A temporary organisation îhat is created for the purpose of delivering one or more business
products accordingto a specifred Bùsiness Case.

ProjectApproach

A descriptìon ofthe way in which the work of the project is to be approached. For examplel
Are we building a product ftom scratch or buying in a product that already exists? Are the
technology and products that we can use constrained by decisions taken atprogmmme leveÌ?

ProjectAssurance

The Project Board's responsibilities to assure itself that the project is being conducted
correctly.

Project Brlef

A description of \rhat îhe project is to do; a refined and exrended version of the Projecr
Mandarej which the ProjectBoard approves andwhichis input to project initiation.
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Projeci life cyc e

This term is used in this manual to define the period from îhe start-up ofa project to the

handover of the únished product to those who will operate andmainlainit.

Project c losure not t icauon

Advice fiom îhe Project Board to inform all stakeholders and the host locaîion îhat the
project resoÌrrces can be disbanded and support seflices, such as space, equipment and

access, demobilised.It should indicate a closure daîe forcosts to be chargedto theproiect.

Proiect c osure recornmendation
A recommendation prepared by the Project Manager for the Proiect Board to send as a
proiect closure norification when the board is satisfied that îhe project can be closed.

Prolect n t lat ion DocurÌrent fPlDl
Alogical document that bdngs togcther the key information needed to statt the project on a
soundbasis andto convev ùat information to all concemed wìth the project.

Proiect lssue
A. term used to cover any concern, queryr Request for Change, suggestion or Off-
Specification mised during the project.They can be about an!'thing to do withtheproiect.

Prolect m!ragenrent

The planning, monitoring and control of all aspects of a project and the motivation of all

îhose involved in it to achieve the project objectives on iime and to the specilìed cost, quality

andperformance.

Project mana!ement team

Covers the entire management stnrcture ofProject Board, Proiect Msnager, plus anyTeam

Manager, ProjectAssurance and Project Support roles.

Project Nlanager

The person given the authority and responsibilityto manage the project on a day-to-daybasis

to deliverthe required products within the constrairts agreed wiîh the PlojectBoard.

Project Mandate

Information creared externalÌyto the project thaî forms the terms ofreference and is used to

stafi up the PRINCE2 project.

Project P an

A highlevel plan showing îhe msjorproducts of tÌìe project, when ihcy will be delivered and

at úhat cost. An inirial Project Plan is presented as part ofthe Project Initiation Document

This is revised as information on actualpmgress appears.Il is a maior control document for

the Project Boardto measùre actual progress against etpectahons.
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ProjectOual i ty P an

A plan defining îhe key quality crite a, qualitycontrol and audit processes to be applied to
pîoject managemenî and specialist work in dre PRINCE2 proiect. It will be part ofthe tqxt in
the Project Initìation Docurnent.

P o ec. 'ecords

A collecîion of all approved management and specialist products and other material, which is
necessary îo provide an auditable record of the project.

Noîe:This does not include working files.

P o Fc- qt"(- ,p not f icat or

Advice to the host locauon that the project is about to sîart and requesting any required
Proiect Support seNices.

P'o e, . SJooo l

An administative role in the proiect management team. Project SuppoÍ can be in îlle form
of advice and help $.ith proiect managemenî tools, guidance, administrative seNices such as
filing, and the collection ofactual daîa.The provision of any Project Support on a formal basis
is optional.Tasks either need to be done by the PrÒject Manager or delegated to a separate
body and this will be driven by the needs ofîhe individual proiect and Pfoject Manager. A tutt
description of the role can be found in ,ArJ?ct m anagelnent team roles J AppeîdixB.

One support function îhat must be coùsidered is that of configuration management.
Depending on îhe pîoject size and envbonment) th€re may be a need to formalise this and
it quickìy becomes a task with which the kojecr Manager cannot cope wirhour suppoîr.
Details of the Configuration Librarian role can be found in Profct nanagement eam rcles,
Appendix B.

P'o e, .  Supoo' l  O ì"e

A group set up to provide certain administraîive services ro rhe Projec Manager. Often rhe
group provides its seffices to manyproiects in parallel.

P'o\ ' î  iv lo-r  ' l ì

Reflects the îiming oftherisk, i.€. is the îhr€at (or opportunity) stronger at a particulartime,
does it disappear some time in the futureJ or does the probabiliry orimpacr change over time?

0,ar i  y

The îoîality offeatures and characteristics ofa product or service rlar bear on its abiliry ro
satisry stat€d needs.Also defined as'fitness for purpose' or 'confoîms to requirements'.

0-a i .y .og

Contains all planned and completed quality actjviries.The Quaiiry Log is used byùe Prcject
Manager and Project Assurance as pafi of revi€wing progress.
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oua l ty managernent system

The comptete set of quality standardsJ procedures and responsibilities for a site or

orga sarron.

0!ality revkw

A quatity revìew is a quality checking technique witì a specific structure, defined roles and
procedure designed to ensure a product's completeness and adherence to standards. The
participants are dmwn ftom îhose with an interest in the product and those with the

necessary skills to review iIS correctness.An example ofthe checks made by a quality review

ìs: 'Does the documenî match îhe quality c teria in the Product Description?'

oua l tysystem

See Quality management system.

Requlrements

Adescription ofthe user's needs. see dÀo Specification.

Requestfor Change

A means ofproposing a modification to the current specification of a prodùct. It is one type of

Projectlssue.

Reviewer

Aperson asked to revie\r aproductthatis the sùbject ofa qualiîy review.

R s k

Risk can be delìned as uncetainry of outcome, whether posiîive opportunity or negative

threat. Every pro,ect has sks associated with it. Projcct management has the task of

ìdentift'ing sks úat apply and taking appropriate steps îo take advantage of opportunities

úat may arise and avoid, reduce or react to îlreats.

Rìsk Log

Contains all information about îhe risks, rheir analysis, countcrmeasures and status. Also

known as Rìsk Regisîer.

R sk prof i le

Agraphical representation ofinformation normally found in the Risk Log.

Risk register

Sre Risk I-og.

Rlskto erance l ine

The risk tolemnce line is one dmwn between risks that can be accepîed or for which sùitable

acrions have been planned, and risks îhat that are considered sumciently serious to reqLrjre

refernl to the next higher level ofproject authority.
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Sen or responsible owner

This is not a PRINCE2 term, but is used in many organisations. Its equivalent in PRINCE2
îerms would be the 'Execùtìve' role. .Sre dlso Executive.

SeniorSuppl ier

The Pro,ec! Board role that pîovides knowledge and expedence of the main dis€ipline(s)
involved in rhe producrion of the project's deliverable(s). Represenrs the supplier interests
wiîhin the project and provides supplier resoìrrces.

Senior User

The Project Board role accoìDtable for ensurìng that userneeds are specifred correctly and
that îhe solution meeîs those needs.

Specificatlon

A detaiÌed statement ofwhat the user wants in terms ofproducts, what these should looklike,
what îhey should do and with what rhey should ìntedace.

Sponsof

Not a specific PRINCE2 role but oftenused to mean the major drìving force ofaprcject. May
be îhe equivalent ofExecutive or corporatehrograúme management,

Stage

A stage is t})e section ofthe project that îhe Project Manager is managing on behalfofthe
Project Board aî any one tìme, at the end ofwhich the Project Board wishes to rel'rew progress

to date, the sîate ofthe ProjectPlan, Business Case and sks, and the next Stage Plan in order
to decide whetb€r to continue wìth the project.

5tèt erolderg

Parties with an interest in the execulion and outcome of a project. They would inclÌrde
business streams affected by ordependent on the outcome,

Supp er
The group or groups responsible for rhe supply ofthe project's specìalistpmducts.

Team I/la nager
A xole îhat may be employed by îhe Proiect Manager or Senìor Supplierto manage the work
^fn'^iè.r rcom mPmÀèrs

To erancr

The permissìbÌ€ devìation above and below a plan's estimate of îime and cost withouî
escalatìngîhe deviarion to the ne),.tlevel ofmanagement. Sepamte tol€rance figures shouÌd be
given for time and cost.There may also be tolerance levels for qrÌalityJ scopeJ benefit and sk.
Toleranceis applied atproject, stage and teamlevels.
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Usels)
The pemon or group who \\.ill use îhe final deliverable(s) ofthe project.

Work Package

The set of information relevant to the creation of one or more producîs. It will conîain a

descriprion ofthe work, dre Producî Description(s), details ofany constaints on prodùctron

such as time and costj interfaces, and confirmation of îlle agreement between the Projecî

Manager and the person orTèam Manager who is to implement îhe Vork Package that the

work can be done within the constraints.
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A P P E N D I X  A :  P R O D U C T  D E S C R I P T I O N
O U T L I N  E S

This Appendix contains Product Description ourÌìnes for rhe sîandard management
products.These outlines do notinclude all ofthe standard headings andcontent ofa Pmducr
Description, such as'formar and presentation'and'qualiry method'.These may vary from
project to project, so no attempthas been made ro definewhat a specific project may nced.

Those wishing to turn these outlines jnto lull Product Descriptions wilÌ need ro add rhe
missing information. This is a good opportunìry ro compare thc given materìàl against rhe
circumstances of a specifrc project and iailor rhe rexr to be a more prccise fir. A l'ull
dcscription ofthe contents ofa Product Descriprion is given inA.22.

4.1 AcceptanceCri ter ia

4.1 . I  Purpose

Adefinition in measurable terms ofwhat musrbe done for rhe final product to be acceprable
to the customerand staff$'ho will bc afiecred.

4.1 .2  Compos i t ion

This will vary according to rhe rypc offinal product.. Suggestions are:

. Targer dates

. Majorfunctions

. Appearance

Personncl leveÌ required ro use/opcrate the product

Pedormance levels

r Capacity

. AvaiÌabililv

. Devclopment cost

. Running costs

r Security

. Easc oluse

. Timings.

Rclìability (mean/maximum time to repair,mean rimc bct\r'een fàilures)
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4.1.3 Derivation

.A.cceplance Criteria are derived froml

. The Senioruser

a Customer'squalityexpectaîions.

The crite a are €ither provided by proglàmme Íìanagehent or developed during Stdrtrrg u,

a hoject (SU).

A.'1.4 Oualitycriteria

All cdîerià are measúabÌ€

Each criterion is individually realistic

The cdteria as a gro[p are realistlc, for example, high quality, early delively al1d low
cost may not go together

Acceprance Criteria form a complete list ofcriîeria îo define \qhat $'ill constitute a
prodÌrct acceptable to ùe customer.

342



APPEND XA:  PR0DUCIDE5CRIPI I0N 0UlL  NES

4.2 Business Case

4.2.1 Purpose

To documeqt the justificaîion for the undertaking of a project based on the esîimated cost of
developmgnt and implementaîion against île risks and the anticipated bùsiness benefits and
savings îo be gained. The total business change must be consideredj which may be much
wide! thao just the projecî development cost.

The Business Case is used to say why the forecast effort and time will be woth rhe
expendilure. The Project Board will monitor the ongoing viability of rhe projeq againsr rhe
Business Case.

4.2.2 Composition

. Options (bdefdescription ofrhe different opîions considered fot rhe proiect
including recommendation of dre chosen option)

. Benefrts expected (expressed in measurable îerms againsttoday's sìtuation)

. Risks (summary ofthe key risks ofthe project)

. Cost (extmcted from the Proiecr Plan)

. Timescale (summary ofrhe Project Plan)

. Investnentappraisal,

4.2.3 Derivation

Information for îhe Business Case is derived ftor!:

. Project Maodaîe/Project Bief (reasons)

o Project Plan (costs andtimescales)

o The customer,

The existence ofa provisional Business Case is checked during Std/rizg up a Project (SU).ff
the Project Mandate does oot co[tain a Business Case, this would be created. The Business
Case is baselined durin g Initíaring a Project (IP) .

A.2.4 Ouality criterìa

o All the benefits must b€ iustiîed

. The Project Plan and Busìness Case must be aligDed

a The reasons forthe project must be consistent with co4)orate or programme strategy,

343



PR NCE2 APPENDIXA: PRoDUCIDESCRIPt0N 0UILtNES

A.3 Checkpoint Report

4.3,1 Purpose

To repor, at a frequency de6ned in the Stage plan and/orvork package, the starus ofwork
for each member ofa team,

4.3.2 Composìtion

. Date of checkpoint

. Period covered

344

Follow-ups ftom previous repofts

Activities dÙíng the period

Products completed during the period

Qualiry work caried our during the pedod

rvork Package tolemnce status

ActuaÌ or potenrial problems and risk update

nlork planned for úe nexr period

Products îo b€ compleîed during îhe ns.:r period.

4.3,3 Derivation

. Verbal reports from ream members

. Stage orTèam Plan

. Previous checkpoint (checkpoinrs are held as pa1t of Exeatíng alyork package
(MP2).

4.3.4 Ouality criteria

. Evety item in the Sîage orTeam PÌan for that pe od covered

Every team member working to an agreed schedule

Every team member's work covered

An update on any unresolved problems ftom the previous report.
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4.4 Commu nicat ion Plan

4.4.1 Purpose

To define all parties interested in îhe prcject. It contains a descîiption of î1le means and
frequency of commùnication between îlem and the project team.

A.4.2 Compositìon

o Inter€sted pa{ies (for example, stakeholders, accounts staff, user forum, inîernal
audit, quality assurance)

. Informaîion required

o Information provider

o Frequencyofcommunication

. Meúod of communication

a Foîmat.

4.4,3 Derivation

. ProiecrBoard ,.

. Pro,ect management team structure

. ProiecîBrief

. Proiect Quality Plan

. ProjectApproach.

4.4.4 Ouality cri teria

All îhe lisred dedvalion sources must have been checked

All stakeholders have been identified and their communication requirements delìned

There is agreement from all interested pafies about rhe contenr, frequency and
m€îhod

A coml].ìon standard has been considered

Time to car:ry out the identilìed communications has been allowed for in Stage Plans.
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A.5 Configuration ltem Record

4.5.1 Purpose

A record ofdre information required about a product's status.
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4.5.2 Composition

ftojectidentifier

Tlpe ofproduct

Product identifrer

Latest version number

Product Descdprion

A description ofrhe life cycle sreps appropriare ro rhe producl

'Own€r' ofthe product

Person working on îhe product

Dateallocated

Libmry or location where fllé product is kept

Source for example, in-house, or purchased ftom a third-party company

Links to related products

Status

Copyholde$ and potential useft

Cross-ref€rence to rhe Projecî Issue(s) that caused rhe change to this product

Cross-references to relevant correspondence.

4,5.3 Derivation

Product Breakdown Structue

Stage andTeam Plans
'Woîk 

Package

Quality Log

Issue I-og.

A,5.4 Quality criteria

. It rcflects the status ofthe product accurately

. All Configuration Item Records are kepr rogether in a secur€ location

. The version number matches the actual product
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The copyholdeî information is corecr

The copies heìd by the copyholders match the version number.
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A.6 Configu ration Management Plan

4"6.1 Purpose

To identiry how and by whom the project's products will be controlled and proîected.

4.6,2 Composition

This plan forms part ofthe Project Quality Plan.It consists of:

o An o,?lanaîion ofthe purpose ofconfiguration managem€nt

. A description of(or rcference to) the configuration management meîhod to be used.
Any variance fiom co4)orate or programme standards shodd be hìghlighted, îogether
with a justificaîion for the variance

Reference îo any configuration management systems or tools to be used with which
links will be necessary

How and where the pîoducts willbe sîoîed (for example, project filing stflrcture)

what filing and retdeval secùriq' there will be

How the products and the various versions'ofthese will be identified

where responsibility for configuration management lies.

4.6.3 Derivation

Details oftheplan might come fÌom:

. The customer's quality management system (QMS)

. The supplier's QMS

. Specificneeds ofth€ project's products and envìronment

. The proiect organisation structure

. Any configuration management software in use or mandated by the customer.

A.6.4 Ouality crìteria

.  Responsrbrhtres are clear ancl  under. tood by both cu-romer and suppl ier

. The key identifierforproject products is defrned

a Themethod and circumstances ofversion control are clear

. The plan provides îhe Project Manager with all the prodùct information required.
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A.7 Customeas quality expectations

4.7.1 Purpose

A description about îhe quality expected from the 6nal producî and the standards that will

need ro be applied to achieve îhat quality.

A.7.2 Composition

The customer's qùality expectations should be stated within îhe Project Brief. However, if

appropriate, they can be delivered as a separate product alongside the Acceptance Criteria.

The format should be flexible. Considerthe following questions:
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'What 
elements ofthe customer's existing QMS should be used?

.whaî 
orhe.srandards should be considered when plarìning îhe projecî?

What ar:rangements arebeingmade îo manage the change into the business?

\(rhar arrangements are being made to ensure that the staff/customeîs affected by the

change are managed effectively?

What is being done to ensure that the o€anisation can manage îhis change aftet the
project is compleîed?

\fhat level ofteam satisfaction should be achieved ifsuffeyed?

What level ofcustomer satisfacrion should be achieved if surveyed?

All criteria are measurable

Each criterion is individually realistic

The criteria are reatistic when seen in combination with the Acceptance Criteria. For

esample, high qùality, early delivery and low cost may not go together

Customer's quality expectations form a complete list ofcrìteria to define what will

constitute a product acceptabÌe to îlle customer.

4.7.3 Derivation

Custome/s quality expectations are dedved from:

. The SeniorUser

. Cusîomer'sexpectations.

The criteria are eiîher provided by programme managemenî or developed dudng SîaÍing up

a Project (SU).

4.7.4 Ouality criteria
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A.8 Daily Log

4.8.1 Purpose

To record fequiréd actions or sigjlificanî evènts not caìrght by other PRINCE2 docunents. It
acts asthe Proiect Manager's oraTeam Manager's diary.

4.8.2 Composit ion

. Datè ofently

o Action or comment

o Person responsible

. TaEet date

. Result.

A,8.3 Derivation

. Risklog

. Stage Plan

. Checkpoint Reports

. Quality I-og

o Conve$adons and observations.

4.8.4 Ouality criterìa

r  Enrr iec are undersrandable ar a larer dare
/

o Anyhing ofa permanenr 
4ature is rransferxed ro the appropfiaîe recórd, for enample

Pîoj€ctlssues shouldbe tnnsîerred to thelssue Log

. Date, pemon responsible and targ€t date are ahvays filled in.
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A.9 End Project Report

4,9.1 Purpose

This repot is the Pîoject Manager's report to îhe Proiect Board (\tho may pass it on Îo

colporafe or programme management) on how well the ploject has pedormed againsr ils

Proiect Initiation Docrlment, including the original plarìned cost, schedule and tolerances,

the revised Business Case and flìal version ofthe Project Plan

A-9.2 Comoosìtion

. Achievement ofthe project's obje€tives

o Reviewofbene6ts achieved to date (ifany)

. Peformance againstthe planned target time, cost and project tolerances

. The efect on îhe original Project PÌan and Business Case ofany changes îllaî rvere

approveo

Final sîatistics on Project Issues received during the project

The total ìmpact of approved changes

Statistics for all quality work caried out

Posî-Project Review PìÀn and date.

A.9.3 Derivation

The End Proj€ct Report is derived fÌom:

. Updated PlojectPlan (ileludingTeam, Stage and ExcepîionPlans)
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Project Initiation DocuJqent

Risk Log

Quality I-og

Business Case

Lessons Learned Repofi (s)

End Stage Report(s)

Issue I-og

Post-Project Review Plan.

The End Project Report ìs produced during d/o sing a I'roje.t (CP) .

A.9.4 Ouality criteria

. The report describes the impact ofthe approved changes on the Projecî Initiation

Documenî
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The report covers all îhe benefits that can be assessed at this tirne

The quality work done dudng the project meets the qìraiity o'Tecrations ofrhe
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A.l0 End Stage Report

4.10.1 Purpose

To give a summary ofprogrcss to dateJ îllle overall proiect situatìon and sufncient informalion

to askfora Project Board decision on what to do next with the project

The Project Boarduses the informatiói in îhe End Stage Report to decidewhalactionîo îake

wirh the project: approve îhe next stage, askfor a revised next Stage Plan, amend the project

scope or stop rheproiect.

4.10.2 Composition

. Current Stage PÌan with all úe actuals

. Pedormance against stage tolerances

. Project Plan outÌook

. Business Case revielv

. Risk review

. Projecrlssuesituation

. Quality statistics

. Project Manager's repofion any events that affected stage performance.

A,10.3 Derivation

lnformatron torrhe reporr isobraincd fron..

. Stage Plan and actuals ,.

. Next Smge Plan (ifappropriate)

. Updaîed Project Plan

. Rjsk Log

. Lessons harnedLog

. Qual i ry Log

a Issue Log

o Exception RepordPlan

. Completedwork Packages data.

The End Stage Report is an oÌrtput from Mardjit?g Stase Bounllùries (SB)f.

A.10.4 Ouality criteria

. The report clea y shows slage performance against îhe plan
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Any abnormal situations are describedj together wirh rheir impacr

Any appointed ProjectAssumnce roles agee wirh rhe report.
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A.11 Except ion Plan

A.11,1  Purpose

An Exception Plan is a plan prepared for the appropriate managemenr level to show dre
actions required to recover from îhe effect of a tolemnce deviarion. It is based on rhe
recommendations made in the Exception Reporr.

It can replace a Project, Stage or Team Plan. Ifapproved, it will replaceihe plan úar ìs in
exceptìon and the Exception Plan will become îhe newbaselined Proiect, Stage orTeam Plan
as appropriate.

4.11.2 Composition

. For an Exception Plan to replace the Projecr Plan - follow the compositìon ofthe
Project Plan Product Descdption (A-30.2)

. For an Exception Plan to replace a Srage Plan - follow the composition ofdle Stage
Plan Product Descdption (A.35.2). It is likely that a change in.he Stage Plan witt
require the Projecr Plan to be updated bur dÌis change shouldnot affect îhe overall
tolerances for the project

. For an Exception Plan to teplace aTeam Plan - since this is an optional plaq foÌlow
the local planning prccedures and planconteît currently in force.It is Ìikely ùar a
change in îheTeam Plan will require the StagePianto beupdated,but this change
shouldnot affect the overall tolerances fot îhe stage.

4.11.3 Derivation

The plan is derived from:

. The plan that is in exceprion

. TheProjectlssue that contains îhe reason for îhe deviation.

4.11.4 Oualìty criteria

o The plan is achievable

. All quality aspects of rhe Projecr or Stage Plan Produ ft Descriprj on ourl i n e h ave been
considered

. The plan coffects úe deviation defrned in the associated Exception Report

. The plan is in line with the decisìons made after presenraîion ofthe Exception Reporr

. New tolerances have been defined for îhe Exception P1an.

355



PRINCE2 APPENDIXA: Pn0DUCI DESCRIPIL0N 0UILINES

4.12 Exception Report

4.12.1 Purpose

An Exception Report is produced when alrì approv€dTeam) Stage orProject Plan is forecast
to exceed rolerance levels set. It is prepared by rhe relevant manager in order to inform the
next higher level ofmanagement oftle adverse situation.

a -..
4.12.2 Composition

. Description ofthe cause ofa deviation ftom the relevanî plan

. Consequencesofthedeviation

. Available options

o Effect ofeach option on the Business Case, risks andtolerances

o Project orTeaÌn Manager's recommendations,

4.12,3 Derivation

The information for an Exception Report may come fÌomr

o Current plan allìd actuals

Issue Log

Risk Log

ProjectPlan

Qualiry Log

Highlight Reports

Checkpoint Repo{s

Proiect Board advice of alrì er(ernal event tllìat affects the proje€t.

\vy'hen a Stage or Projecr Plan is in exceprion, an Exception Report is ottpltt îrorl]' Escaking
Project Issues (CSs); if a Team Plan is in exception, an Exception Report is output fiom
Executing a Itbrh Package (MP2) and sent to the Projecî Manager as a Project Issue.

A.1 2.4 Ouality criteria

. The cu.rrent plan must accu.rately show t}le status ofbudget alrìd schedule

. Thereason(s) for the deviation must be stated.
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4.13 Fol low-on Act ion Recommendat ions

4.13.1 Purpose

To pass detaiÌs of unfinished work, ongoing sks or porenrial producr modifications to rhe
group charged wiîh future sùpport ofthe final ptoductin its operational life.

4.13.2 Composition

. Date ofîhe recommendations

. Requests for Change that were considercd ro have merit b11t were not implemented
dudngtheprojecr

. Off-Specifications recording missing producrs orproducts that do nor meet rhe
origiral reqùirements

. Risks identified dudng the project îha! may affect the product in its opeÉtional Ìife

. Any identified handover or îraining needs

. Any other activities needed to take the productto the next stage ofits life.

4.13.3 Derivatioh

. Issue Log

. Lessons Learned Report

. Quality Log

. RiskI-og.

A.1 3.4 Ouality criteria

. There must be an entry for every open Project lssue

. The relevant Project Issues shouldhave been closed with an entryto signit' úaî they
have been transferred to îlese recommendations

. Any available useful documentation or evidence should accompany îhe
recommendations.
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4.14 High l ight  Repor t

A.t 4.1 Purpose

To provide the Proiect Board (and possibly orher srakeholde$) \À'ith a summary ofÌhe sragc
status at inteîvals defined by rhem.

The Project Board uses tle report to monitor stage and proiecr progress. The projecî

Manager also uses ìt to advise rhe Projecr Board of any potential problems o. areas where th€
Project Board could help.

4.14.2 Composition

Daîe

Pedod covered

Budgeî status

Schedule status

Products compleled during the period

Actual orpotential ptoblems and risk update

Produc$ to be completed dudng îhe nexî period

Proiect Issue status

Budget and schedule impact ofany changes

Tolerance situatio4,

4.14.3 Derivation

Information for the Highlight Reporrs is derived from:

. Checkpoint Reports

. Issue I-og

. Projecî Initiadon Document

. Updaîed Stage Plan

. Stage status informaîion

QuaÌity I-og

Risk I-og

Communicarion Plan.

Highlight Reports are output ftom Rqporrir?g HrÚlrsrrs (CS6).
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4,1 4.4 Ouality crìteria

. Accumte reflection ofcheckpoint information

. Accurate summary ofîhe Issue Log

. Accurate sùmmaryofplan status

. Highlights any potential problem areas.

ls9
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A.15.1 Purpose

The purpose of tÌ:e lssue Log is to:

. Allocate a unique number to each Project Issue

. Record thet pe ofProjecîIssue

. Be a sulnmary of all the Project Issues, their analysis andstatus.

4.15.2 Composition

. Projectlssue number

. Project Issue t!?e (Request for Change, Off-Specification, geneml question or

4.15 lssue Log

statement ofconcern)

Date idenîified

Date oflastupdate

Description

Pdo ry

Statùs.

4.15.3 Derìvation

Project lssues may be rai.ed by anyone associired with theproject at any time.

4.1 5.4 Ouality criteria

. The status indicates wheîìer acîion has been îaken

. The Project IssÌres are uniquely identified, including to which producî they refer

. Ac€ess to the Issue I-og is controlled

. The Tssue Log is kept;n a safeplace.
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4.16 Lessons Lea rned Log

A.l6.l Purpose

To be a repository of any lessons learned during îhe projecr rhar can be usefutly applied !o
other projects. At the close ofthe projecr it is Mitren up formally in îhe I-€ssons Learned
Report. Minimally it should be updated at the end ofa stage, bur sensibty a note should bc
made in it of any good or bad point that arises in the use of the management and specialist
products andtools at dre time ofthe expericnce.

4.16.2 Composition
'What 

management and quality ptocesses:

! were lacking

A description of any abnormai events causing devìarions

Notes onthepedormance ofspecialist methods and rools used

Recommendations for futùre enhancement ormodificarion ofrhe project
m î n . a . n p h r  m P r l ì ^ ;

Useful measurements onhowmuch effort was required lo create thevarious products

Notes on effective and ineffecrive quality reviews and oîher resrs, including the
reasons for îhem working q'cll or badly.

4.16.3 Derivation

Information for the records in the kssons Irarned Ing is dedved from:

Obseflation and experience ofthe processes

Quality Log

Completed\Yy'orkPackages

RiskIng

Highlighr Report(s)

Checkpoint Report(s)

Stage Plans with actuals.

4.1 6.4 Ouality criteria

o Each management control has been considered

o The reasons for all tolerance deviatìons and colrective actions have beenrecorded

o lnput to îhe log is being done, minimally, ar rhe end ofeach stage

)
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Proiecl Assurance and Proiefl Suppofl havebeen asked for rheifjDpul

Sîatistics of the success of quality revì€ws and othèt Opes of tesr used are included.



PR NCE2 APPENDIXA: PR0DUCIDÉSCR Pl 0N 0UILINES

4.17 Lessorìs Learned Report

A.17,1  Purpose

To pass on any lessons thaL can be usefully applied ro other proiects.

The data in the report should be used by a corporate group, such as quality assuîanceJ who
are responsible for îhe quality management system, in order to re6ne, change and improve
dre sîandards. Statistics on how much effort was needed for products can help improve future
esùmarmg.

4.17.2 Composition

. What management and qualityplocesses:

! wenrbadly

A descdption of any abnormai events causing deviaîions

An assessm€nt of technical methods and tools used

An analysis ofProject Issues and their results

Recommendations for futùre enìancement or modification ofîhe projecî

Ijseful measurements on how much efort was required to create the various products

Srarisric\ on how effe!r;ve quality review. and other rerrs were in efier trapping (for
example. how many errori were tbund atterproducts had pa\sed a quatityrevie$ or
test).

4.17.3 Derivation

Information for the report is derived fiom:

. I-€ssons Irarned l-,og

. End Stag€ Reports

. Quality I-,og

. Issue Irg.

The Lessons Learned Report is completed in Ez'd luating a Project (CP3) .

4.1 7.4 Ouality criteria

a Every management control has been examined

. Statistics ofthe success of quality reviews and otherOpes oftestused are included

. Details ofthe effort taken for each producî are given.
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4.18 Off-Specification

4.18 .1  Purpose

To document any situation where a product is failing, or is forecast to fail, to meer iîs
specification.

4.18.2 Composition

4.18.3 Derivation

An Off-Specifrcation can be raised by anyone associated with the project aî any rime. It would
b€ gathered in as part of Captarìng Project Issues (CS3). The Project Manager may also decide
that a Project Issue is an Off-Specilìcation durin g Examining Prqiect hfles (Sù:

4.1 8.4 Ouality criteria

. Logged in the Issue l-og

. Accuraîe description ofthe problem.

PNINCE2

Date

Issue Log nÌrÌnber

Status

Description of the fault

lmpact ofthe fauÌt

Priority assessment

Decision

Allocation detaìÌs, if applicable

Date allocaîed

Date completed.
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A.'19 Post-Project Review Plan

4.19 ,1  Purpose

To define for îhe Executive how and when a measurement ofîhe achievement ofthe projecr
benefits can be made.The plan is presented îo the Executive at the end of ùe project.

The plan has to cover the effolt to find our:

. \Yy'hether the expected benefits ofthe product(s) have been realised

. \Yy'hether the product(s) has caus€d any problems inuse.

Each €xpected benefit has to be assessed for the level of its achievement so far or any
additional tilrne needed for the benefit to materialise. Use of the product may have broùght
unexpected side effects, either beneficial or adve$e.Time and effort have to be allowed to
document explanations ofwhy these side effects \À'ere not foreseen.The plan mùst include
time for recommendaîions on ho\À' îo realise or improve benefits or counter problems.

4.19.2 Composition

. How to measure achìevement oferTected benefits

. When the various benefits can be measured

. What resources are needed to carry out dle review work

. Other areas that mayneed consideraîion, such as userreaction,

4.1 9.3.Derivation

a Business Cas€

. Discussion with dre users and product support people.

The post-project review is planned as parî of ldentífuing Fo ow-on Acrr"r (CP2), bùt the
Executive is responsible for ensuring that the review happens after the projecthas finished.

4.1 9.4 Ouality criteria

. Coveîs all benelìts mentioned in îhe Business Case

. Describes a suiîable timing for measurement of the benefitsJ together witl reasons

. ldentilìes the skills or individuaÌs who will be needed to calry our rhe measuremenrs

. ls realistic interms ofefort when compared to the anticipated benefirs.
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4.20 Product Breakdown Structure

4.20.1 Purpose

l-Y:l T"o":r. be devetoped and qualìty conro'ed. To undelstand the conîent andluncdon oIall producls ro be developed.

4.20,2 Composition

3^T:^-f"j::-, 
O:rr."m showing breakdown of aI producls ro be developed. Externalp-rodùcts musî be jncluded in rhe produq Breat Ooroìuu"r*", "t"*1, Orìri"ri*.fr.o ""_île^producrs devetoped by rhe project. The pRINan, _"""^i_. ,rllì or;;":;;:r", .De s.'o."'n as rectargles, producr groupirigs as !h"^r"ia. una .o..ìuio;;# ": .ii*."..

4.20.3 Derivation

. Prorect Bdef

. Project eualiry plan.

4.20.4 0uality criteria

. External products and ptoject prodùcs are included
. The product Breakdown Strucure is coosisreí! with th€ product Checklist
. Genuine inregration prodùqs (i.e. n

o**to,i""t """1ì,rilJ;il;;::i"::::1l*l 
but requiring a sepanre Prod,fct

o Management ana rpu"iuri,, p"oau"r."uoll'i"atll1,il:ff::ffiJ::-*'
. Product Descriptions fo. rhe bo$onr_level products can be written wiùout fuIlherdecomposition

o Enough boîtom_level products have I
and contror requilemen$ 

ceen ideltified lo meet managemeoÎplanning

o The combinaîion ofa 

 

the producrs ide(i6ed will firlfil the business !ìeed
. All qùalityproducts have been idenrified rhaî meet îhe needs ofcustomer, audir andPrciectAssurance as described in theproject euality plall.
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4.21 Product Checklist

4,21 .1  Purpose

. Tó Ìist the products to be produced within a Stage Plan, togetherwith key status
dates.

Used by the ProjectBoardto úonitor progress,

A2'1.2 Compositìon

. Plan identifrcadon

. Product names (and reference numbe$ ifapproprìate)

. Planned and actual daîes for:

! draft ready

. qualiîy check

' approval.

4.21.3 DerÌvation

. Extracted ftoú the Pioduct Flow Diagîam.

Prodùced as an ou4)uî Íiom Defning and Annb)sitlg Pto&tc^ (PL2) and finalised in
Compbtìw a PIan (PL? ) aÍd \rpdaîed throughoùt Controllíng d Stage (CS) .

4.21.4 Ouality criteria

o The details and dates hatch îhose in the Stage Plan,

367



APPÉNDIXA: PR0DUCIDESCRIPII0N 0UlL NES

4.22 Product Description

4.22.1 Purpose

Thepurposeisto:

. Understand the detailed nature, purpose and function ofthe producî

. Identify the sources ofinformation or supply foî the prodùct

o Describetherequiredappearadceoftheproducr

o Identi*' rhe level of qualiry requir€d of the product

. Identi4'product development activìties to be developed

. Identify qualiry conrrol acdviries îo be developed

. Define rhe people or skills required ro develop and check the producî.

4.22.2 Composition

. Idenirter nniqùe key, probably allocated by the €onfguration management method

. Z?ile: name by which the producr is known

. Prryosd: this defines the purlose ùat the productwill firlfil.Is ir a means to an end ot
anend in itselfr Itis helpful in undentanding the product's functions, sizeJ qualiry,
complexity, robustness, etc.

o Compoitian: t\is is a lisî ofîhe paÌts of rhe produar. For example, if the product
document, îhis would be a Ììst ofthe expecîed chaprers or secrions

. Derhatìtrwh^r are the source producrs ftom which rhis producî is de ved?
Examples are:

r a design is derived ftom a specificarion

! a product is bought in ftom a supplier

. a statement ofthe expected benefirs are obtained from rheuser

r a producr is obrained tromanorherdeparrmenrorteam

a Formatandpresenrarbr?: any sîandard appearance to which the product musî confotm

. A a.ated tot úe per.on. $oup or skj l l  r lpeneeded ro creale ùi ,product

. Qualí4r criîeria:ro \rhat quality specifrcation mùsr îhe producr be produced afld whar
quality measurements rÀ'ill be applied by rhose inspe€ring the finished produ€r? This
mighi be a simple reference to one or more common standards îìat aîe documented
elsewhere or it might be a full e),.planation of some yardstick to be applied

. Qualíît method.what kind ofquality checking for exanple, îesî, inspection or review
is tobe usedto checkthe qualiry ot funcrionality ofthe ptodùct?

. Quaktt tolewn e. details ofany range in îhe quality crite a wirhin whi€h t1le producî
would be acceptable.This may be accompanieà by a series of time periods durlng
which the produ€t quality is required ro improve so thar it remains wirhin tolerance
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Quali4t chech shills andlor people reryìred: eitt]er identification of îhe people who are ro
check the quality, an indication ofthe skills required ro do so oî a pointer to which
area(s) should supply the checking resources. Idenîification ofrhe actual people may
be left until plarìning the stage in which the quality check is to be done.

4.22.3 Derivation

. Product Breakdown Structure

. The end u<ers of úìe producl

. Existing cùstomer or supplier quality management s!'stems,

4.22.4 Ouality criteria

o The pupose is clear and consisîent wìî}l oîherproducts

o The product is described to a level ofdetail sufficient to plan and manage its
development

. The composition ofthe produ€t describes t1le contenîs/elements ofîheproduct,
raîler rhao being a requùemenrs speci6carion

. Responsibility for the development ofthe product is clea y identifred

. Responsibility for îhe development ofthe product is consisîenî with the rotes and
r$ponsibilitie\ described in ùe proiecr managemenr ream organisation and rhf
Project QualityPlan I

. The quality crireria are consisrenr with rhe project qualiry standards,:randard
checklictc and Acceprance Criteria

. The quality criteria can be used to determine when îhe producr is fit for purpose

. The tlpes ofquality check required are able îo veri$' wheùer or not the product
meets its stat€d quality crireda.
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A.23 Product  Flow Diagram

4.23.1 Puroose

To show the rcquired sequence of deliveîy of a plan's products and ideùriîy dependenctes
between tbose producîs, including any external products.

4.23.2 Composit ion

A diagram showing the prodÌrct delivery sequence from top ro botrom or left to dghr, plus rhe
depmderìcies between *lose pîoducîs. Arrows indicate dependencies betweeo pioducts.
Exîernal pmducls mu$ be clearly distingùished ftom the products devefóed by the plan,
The PRINCE2 convention is iot proje€î producrs to be shown as recîa[gles and extèrnal
Drcducts as elliDses,

4.23.3 Derivation

. Producî Descriptions

a Product Bîeakdown Structure.

4.23.4 Ouality criteria

Tlle topqÌost prodlrctÈom ùre Producr Breakdowlr Strucrure (PBS) is at the end of
ùe Prcduct Flow Dia$am (PFD)

All extemal producrs aîe idenrified and rhe depeDdencies undeîsrood I
All bottoÍI-level prcdùcts on the PBS arc ideorified on the PFD \,

All i[tegatìon products idenîified on the PBS aîe shown on the PFD

All pîoducts idenîifred in the PFD ate idenrified as products on îhe PBS

There are no products wirhoùt depeDdehcies .

Dependencìes have been idenrìfred at a level suiîable to rhat ofthe plan ofwhich the
PFD is a parr

Depèndencies are consiste[r !viù1 îhe dedvarion netds (ftom lhe Product Desùiprìon)
ofall the ploducîs.
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. Date producî baselined

. List of related products

APPEND XA: PR0DUCIDÉSCRlPll0N 0UlL NEs

4.24 Product Status Account

4.24.1 Purpose

The Product Status Account prcvides information aboutùe srare ofproducrs wirhin defined
limits.'Ite limits caÌr vary. Foî example, dìe report could cover the entiîe pîojecr, a parricular
stage or a paÍicular area of the project. It is particÌÌlarly useful if.îhe Proiecr Manager wishes
to confirm t1ìe ve$ion number ofproducts.

4.24.2 Composition

The composition \rill vary but will normally consist of the following information:

. Project name

. Product type

. Product rdeÀtiher

. Version number,

For each product identified the following additionat informatiòn may be provided:

. Date Prodùct Des€ription baselined

. Daîe on which a copy ofproduct was issued for change

. Planned date for next baseline

a Planneddate lor nexl release

o Any relevant notes, for example, change penclingr under r€view.

A"2q.3 Derivaìion

. Configuration ltem Records.

4.24.4 Ouality criteria

. Cove$ all items requested
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4.25 Project Approach

4.25.1 Purpose

To define the Bpe of solution to be developed by the proiebt and/or the merhod of delivering
that soÌution.It should also identify any environmenr into which the solution musî fit.

4.25.2 Composition

. Options considered, for example:

r beipoke

r contaded out

r curent product modifed

r 'desigr ftom scratch'

r use company stafl

r hire in contract stafi

. buy a îeady-made solution

. Chosenoption

. Reasons for selection/rejection, for example, part ofprogramme approach

. Opemtional enviîorìment (ideùtification ofany environment into which the solurion
must fir).

4,25.3 Derivation

. Proiect Brief

. Design authorityor equivalent

. Marketplace-thaî is, whaî is an€ilable.

4.25,4 Oualìty criteria

a It must conform to tle strategy that relares ro the pmducr's operational environment

. It musî be achievable within all known time and cost constraints for îhe pîoject

. Iî musî be achiev"bl" *ith k ro*o t""hli):
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. Acceptance Cdteria

. Anyknown risks.
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4.26 Project Brief

4.26,1 Purpose

To provide a full and firm foundatron for the iniîiation of îhe projecî.

The contents are e\t€nded and refined into the Pîoject Initiation Document, which is the

working document for managing and directing the project.

The Proiect B efis a key document in its own righî. Iî is the basis ofthe Prolect Initiation
Document, which gives the direction and scope of th€ proj€ct, and forms the 'conîracC

beîween the project managemenî team and corpomte or progmmme management. Any
significant change to the maîerial conîained in the Project Brief will thus need to be referred

to corporate or programm€ manag€menr,

4.26.2 Composition

The following is a sÌÌggested list ofcontents, which should be tailorcd îo îhe requirements and
environment of each project:

. Background

. Proj€ct de6nition, explaining what the pîoject needs îo achieve.Iî will contain:

. project obiectìv€s

. project scope and exclusions
' . outline project deliverables and./or desired outcomes

r constrainÎs

r intedaces

. Out l ine Business Ca)e

r description ofhow this proiect supports bùsiness strategyr plans or pîogrammes

r reasons why the project is needed

. Project tolerances

. Customer's quality expectations

I

I

If earlier work has been done, the Project Brief may refer to the docummt(s) contaúing
usezu information, such as Proj€ct Plan oudine, rather îhan include copies of them.

4.26.3 Derivation

The Proje€t Briefis developed ftom the Project Mandate supplied at the start ofîhe projectj
ptoóncedby Preparing a L\roject bief (SU4),aîd acceptediaA thori::lng Initíadon (DPI).

If the proiect is part ofa programme, the prograrnme should provide the Projefi Brief. In
such circumsîances it rrill not have to be derived from a Project Mandate.
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Ifno Project Mandate is provided, the projecr Manager has ro generate the projecî Brief'from scratch'in discussiods with tlìe customer and users.

4.26.4 Quality criteria

. The Projecr Briefaccuraîely rcflects the projecr Mandate

. lt forms a 6rm basis on ,,vhich to ini.iate a pîoject (Initiating a hoject (tp))

. ft indicaîes how rh€ cusromer will assess the acceptability of the finished producr(s).
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A.27 Proiect Initiation Document

4.27.1 Purpose

To defne the proiect, to form the basis for its management and the assessment of overall

The two primary ùses ofthe document ale to:

. Ensure that the projecî has a sound basis before askrng the Pîoject Board to make any

major commitment to dìe projecî

o Act as a base document againstwhich the Project Board and Project Manager can

assess progress, Project Issues and ongoing viability quesîions.

4.27.2 Composition

The base elements ofinformation needed to direcî and manage a project are cov€red by the

following fu ndamental questions:

. Wrat a proiect is aiming to achieve

o My it is important to achieve it

. Where it will be developed, in the case ofa geogmphically disîributed product

. Who is going to be involved in managing the proiect andwhat îhefu responsibiliries

How and when it is all going to happen.

The information will be held in various ways, and the following contents should be read not

as a list ofcontents for oîe document but raîheî as the informaîion needed ìn order to make

the initiation decisions. The secîions have been divided into 'Stable' and 'Dyramìc' to

indicate thos€ sections that will need to have new versions ceated as the project progresses.

Stable

. Backgrourd, er'?lainjng îhe conîext ofthe project and how lhe curent position has

been aFived at

. Proiect definition, explaining what the pîoject needs to achieve Under this heading

wil lbe:

r project objectives

. project scope

r proiect deliverables and/or desired outcomes

. exclusions

. interfaces

r assumpùons
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Proiect Approach

Project tolerances

Project controls, laying down how control is to be exercised wirhin the prcjecr and rhe
reporting and monitoring mechanisms that will support this; iî wilÌ include îlìe
qxcepuon process,

Dynamic

. Initial Busin€ss Case, explaining why rhe project is beìng underîaken

. Initial Pîoje€r Plan, explaining how and when îhe activities ofthe proiecr will occur
(fot details ofthe Proje€rPlan cont€ntJ see î1le sepamte producr Description outline)

o Initial Risk Log, documenting the results ofthe risk analysis and risk management
activìties

. Project oryanisation stmcture, explaining who will be on the project managemenr team

r proje€t management team stmcture

r job descriptions

. Communication Plan (seerhe separare Communication plan product Description
outline)

. Project Quality Plan (see the separate Project Quality plan product Descîiprion oùîline).

4,27.3 Derivation

. Suppliet's project management standards (ifknown)

. Customer's sp€cified contîol requirements

. Much ofrhe information should come from the project Mandate, enhanced in îhe
Project Brief.

\
The Project Initiarion Docum$nt will be complet ed d,ràI'g IniLíatìng a projed (Ip) . parîs ofit,
such as the Risk Logr Proiecr Plan and Business Caser may be updated and refined by eacrr
p^ssîhroùgh Ma aging Stage Boundaries (SB) and will fnally be archive d as part of Ctosing a
Ptojecî (CP) .

4,27.4 Ouality crìteria

. The documenî corectlyrepresents the proje€r

. It shows a viable, achievable project rhat is in line with corpomte straîegy or overall
proglamme ne€cts

. Th€ projecr organisation súucture is compÌ€reJ with names and ritles

. All the roles have been considered

. It cleady shows a controlr r€porting and direction regime thar can be implemenred,
appropriate to the scale, business risk and business impoftance oftheproject

L
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The project organisation structue is backed up by agreed and sign€d job descriptions

The relationships and lines ofauthodty are cleaÌ

Ifnecessary, the project oîganisation súucture sa,s to whom the Project Board
reporrs

The controls cover the needs ofîhe Proiect Board, Project Manager andTeam
Managers

The conrrols satisS, an, delegared assurance requìremen$

Itis clear who u ill administer each contlol.

APPTND XA: PR0DUCIDESCFITÍl0N 0UIL NES
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4.28 Project lssue

4.28.1 Purpose

A gen€ric term for any matter thar has to be broughr to the attenîion ofthe proiect team and
r€quires an answ€r. Aíter receiving a unique reference number, project Issues are €\,aluated in
terms of impact on the productj effort and cosr) risks, Proiect plan and Busin€ss Case. The
Project Manager may make a decision on what acrion to take or rhe proje€r IssÌre may be
refeiîed to the Project Board. A Project Issue may have a negative or positive impacr on the
project. Proiect issues include:

. Requesîs for Change

o Off-Specifications

. Questions

a Statementsofconcern.

4.28.2 Composition

. Date

. Proj€ct Issue number

. Description of the Project Issue

Pdodry

Impactanalysis

Decision
\

Signature of decision makgr(s)

Date ofdecision.

A.28.3 Derivation

Anyone may submit a Project Issue. TlT,icaì sources ate usels and specialists working on the
prciect. Capturíng Pnrjecr lssues (CS3) deals wirh collating Project Issues. They are then
examined during trar? ining Project Issues (CS4) .

4.28.4 Ouality criteria

. Theproblervrequirement/oppofunityisclear

. All úe implications hav€ been rhought out

. The Projectlssuehas been correcîly logged.
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4.29 Project Ma ndate

4.29.1 Purpose

The information in the Mandate is used to îrigg eî Stlj�rti,tg up a Pîaject (Sf, . It should contain

sufncient information ro identiE at leasî the prospective Executive ofthe Project Board and

indicate the subject mafterofthe project.

It $.ill be used to create the Project Brief.

4.29.2 Compositìon

The actual composirion of a Project Mandate will vary according to the trce and size of
project and also the environment in \rhich îhe Mandate is generated.The project may be a

completely new piece of work rhat has just arisen, ìt may be îhe outcome of an earlier

investigation or it may be palt ofa larger programme.

The following list contains suggested contents, whìch should be tailored to suit lhe specific
project:

. Responsibleauthority

. Background

. Project objectives

Scope

Constraints

Interfaces

Customer's quality expectations

Outline Business Càse (reasons)

Project tolerances

Reference to any associated documents or products

An indicarionofwho areto be the Executìve and ProtectManager

The cusromer(s), ùser(s) and any other known interested palties.

Ifthe Project Mandate is based on earlier work, there may be other useful information such as
an estimate of îhe project size and duration, and a viewof îhe risks faced by the proiect.

4.29.3 Derivation

A Project Mandate may come ftom an]'whereJ buî it should come ftom a level ofmanagement

that can auîlorise the cost and resource usage.It is input to St.rrtir?a ?4 a Pioject (Slt.

4.29.4 Ouality criteria

The level ofauîhorityis commensurare with the anticipaîed size, risk and cost ofthe
proiect
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There is suffrcient detail ro allow the appointment ofan appropriate Execurive and
Project Manager

AII dre known interested pafties aîe identified

The Project Mandate describes whar is reqùired..
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|Î

4.30 Project PIan

4.30.1 Purpose

The Project Plan is a mandatory plan that provid€s a stat€ment ofhow and when a pîoject's

objectives are to be achieved, by shorving the major productsJ activities and resources
ré^nira.l ^n rha hróié.r

Iî provides the Business Case with planned project €osts and it identifies the management
stages and oîher major control points.

It is used by the Project Board as a baseline against which to monitor project progress and
cosÎ stage by sÎage.

A.30.2 Composition

This pîoduct forms part ofthe Projecî Initiaîion Document and will contain the following:

Plan descdption, giving a briefdescription ofwhat the plan coveft

Projecî prerequisites, containing any fimdamental aspects t1ìat musî be in pla€e at îhe
start ofthe project and thaî must remain in place for the prolect to succeed

a Externaldependencies

a Planning assumptions .\

. Project Plan, covering: 
,

. project{evel Gantt or bar chaît with idenîified management stages

. projectlevel Prodùct Breakdown Sùùcture

. proiectlevel Producî Flow Diagrams

. projectlevel Produ€t Descdptions

. proiectJevel activity netwoîk

r proiect financial budget

r project €hange budget

r project-leveltable ofresource requirements

r requested/assigned specific resouices

I project{evel tolerances (for e.\ample, time and budget)

Contingenry plans, explaining how it is intended to deal with the consequences of
any dsks îhat materialise.

A.30.3 Derivation

. Proiect Brief.

Refined from t]le oudine Prcject Plan in the Pîojecî Brief duîing P/anníng a Ptujut $P2) .
Modrfred. duîir]€ Updaîing a Project Plan (SB2) .
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4.30.4 Ouality criteria
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The plan is achievable

It supports the rest ofthe Projecî Initiation Docùment.
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A.31 Project Ouality Plan

4.31.1 Purpose

The Project Quality Plan is part ofthe Pîoject Initiation Document.

The purpose is îo define th€ quality îechniques and standards to be applied, and úe various

responsibilities for achieving th€ requiîed quaìity levels, during dre project.

A.31.2 Composition

Customer's qùality expectations (from the Project BrieD

Quality tolemnces

Acceptan€e Criteria

Quality responsibilities

Reference to any standards that need to be met

Quality control and audit processes to be applì€d to ploiect management

Qùality contlol and audit process requircments for specialist work

Chanqe manaeementìlscedures- \

Confi guatlon Management PÌan

Any tools to be used to ensure quality.
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4.31.3 Derivation

The Project Quality Plan is de ved from:

a Customer's quality expectations

Ac€eptance C teda

Organisaîional standards

Project Appîoach

Projecî Bîief

Supplier and customer qìrality management systems (QMS)

Conîguration management requirem€nts

Change controÌ requirements.

It is produced as an outpú ftorí Plannine Quakt!) \qP l) .

A.31.4 Ouality criteria

. The plan cleaù defines ways in which the customer's quality expectaîions will be met

. The defified wa]'s aie sufÉcient to achieve îhe reqùhed quality
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Responsibilities for quality are d€6ned up to a level that is independent ofthe project
and Proiect Manager

The plan conforms to the coryorate quality policy.
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A.32 Ouality Log

4,32.1 Purpose

The purpos€ is to:

. Issue a unique rcference for each quality check

. Act as a pointer to the quality check documentation for a product

. Act as a summary ofth€ number and O?e ofquality checks held.

The log summarises all the quality checks úat are planned,lhave taken place and provides

infoimation for the End Stage RepoÍs and End Project R€port as well as tìe Ìlssons

I-eamed ReDort.

A.32.2 Composition

For each entry in the 1og, the following should be iecotded:

Reference nr]fnber

Method of quality checking

Staff responsible, name, role

Planned date

Actual date

Result

Number ofactio[ iîems

Target sigr-offdate

Actual sign-offdaîe.

4.32.3 Derivation

Entries are made when a quality check or test is enteîed on a Stage Plan. The remaining

information comes ftom the actual performance of the check. The sign-of date is when all

conective action items have been signed ofi.

An initial, bta* quafity l-og is created dudng P/arníng Quakîy (lPl)

A.32.4 Ouality criteria

. Aprocedure is in place thatwill ensure that every quality checkis entered on the log

. Responsibility for the log has been allocated.
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4.33 Request for Change

4.33.1 Purpose

To request a modifrcation to a product or an acceptance cdtedon as cur:rently specified.

4.33.2 Composition

Date

Issue Log number

Status

Descripîion of the proposed change

Impact ofthe change

Pdority assessment

Decision

Allocation detaiÌs

Daîe allocated

Daîe completed.

4.33.3 Derivation

A Request for Change can be sùbmiîted by anyone corìne€ted with the proiect. A Request for
Change can be submitted and gathered ìn by Captwing l+oject Issues (CS3); ahernatively, a
Projecî Issue can be defined as a Request for Change by the Prcjecr Manager as pal.t of
Examíning Project ksuzs (CS4) .

4.33.4 Ouality criteria

. Souce clearly idmtified

. r_,ogge(l rn tne lssue t-og

. Accurate descdpuon ofthe rcquesred change

. Benefit ofmaking the change clearly expîessed and, where possible, in measurable
terms,
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A.34.1 Purpose

The purpose of the Risk I-og is to
countermeasures and status.

A.34.2 Composìtion

Risk ùlennlier: .ul]iqpu.e code to allow grouping of ali information on this risk

lxrtl.,r: who submitted the risk

Date i.lenîifie.l:\\he w^s the dsk tust identified

Desc/rprbr?: description of the dsk

R,rÀ.at gdry: for example, commerciaÌ,legal, technical

1r@acr: effect on îhe project/programme/organisation ifthis risk were to occu!

Pîobability: esrirJrare of the likelihood ofîhe risk occurdng

Pror?r?trJ: the closeness in time in which the dsk ìs Ììkely to occur

Counterneasure(t | ùe actions that have been taken or will be taken to counter this risk

ofJrrr": tÌìe person \rho has been appointed to keep an eye on ihis risk

Date ídennrteù \\^en t}]e sk was 6ftt identified

Ddte al la:t upàaft: 'nheÍ the status of this risk was last checked

Currcnt statust îor exa'ltrpÌe, closed, reducing, increasing, no change.

APPEND XA. PRODUCTDE5CFIPI ON OUIL NE5

contain all i!ìformation about the sks, their analysis,

4.34.3 Derivation

Some risks may have been identified in woîk that led up to the Project Mandate. Risks may
have been identified in the Project Briefand shouid be considered during project iniúation
when the Projecr Plan is being created.There should be a check îor any new risks eveÍy rime
the Risk Log is reviewedJ minimally at each end stage assessment.The Project Board has the
respon. ibr l i ry ro check eyrernal evenrs conrinui l ly for exrernal r i 'ks.

Risks to a Stage Plan shouldbe examined as part of the production ofthatplaÍ.They should
be reviewed eachtime thc Stage Planis updated.

The Risk Log is created &lîiùe I+eparíng a. Ptuject Briel (SU4).

4.34.4 Ouality criteria

The status indicates wheîler actlon has been taken or is in a contingency pÌan

The risks are uniquely ideltified (including to which project they refer iftìey came
lìom a progmùìme)
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The skhas been allocated to an owner

Access to the Risk l-og is conîrolled

The Risk Log is kept in a safe place

Activities to review the Risk l-og are in th€ Stage Plans.

1
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4.35 Stage Plan

4.35.1 Purpose

. Used as thebasis for project management control îhrouehout the stage

. Identìfies all the products dlat the stage must produce

. Provides a statement ofhowand when a stage's objectives areto be achieved,by
showing the deliverablesJ activìties and resources requked

. Identifies îhe stage's contlol and reportingpoints and frequencies

. Provides abaseline againstwhich stage progress will be measured

. Records tÌì€ stage tolerances

. Specifies îhe quality controls for îhe stage and identifìes the resources needed foî

A.35.2 Composition

This product wilÌ contain the followìng:

. Plan descdption, covering:

i a brief description ofwhattÌleplan covers

r a bdefdescription oftheplarìned approach

. Qùality plan, covedng:

' the quality control merhods to be used for each major product

r îhe timing and resources for each quality test or check (not a sepante document
but embedded in the Stage Plan)

. Plan prerequisites:

' containing any fundamental aspects which must be in place at the start ofthe srage
and which must remain ìn pÌace for îhe plan îo succeed

. Extemal dependencies

. Tolerances

. How the plan will be monìtored and controlled

. Reporting

. Planning assumptions

. Graphical plan, covering:

i diagram showing identified resourcesJ activities, start and end dates (usuaÌly a
Gantt or bar chart)

r Product Breakdown Structure

r Product Flow Diagram
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r activity network

. financial budger

r table ofresour€e requiîemenîs

r Riskassessment

. Producî Descriptions for the major products.

An Exception Plan or any other derailed plan will have the same format as a Stage Plan

4.35.3 Derivation

. Refined ftom the Project Plan dùring P/anning a Sîage (SBI)

. Based on resource availability.

Updated during lsr,Tsrira P/oSreJs (CS2) and may be modified during Reziewíng Stuge Status
(CS5) a.led. Tak;ne Conecnae Actíon (CS7) .

4.35.4 Ouality criteria

. The plan is achievable

. AllTèam Managers involved in îhe plan's operaúon believe that their poÍion is

achievabl€

. The Stage Plan suppoÍs the Proiect Plan

. It takes into account any €onsúaints ofîime, resources and budget

. It has been taken down to îhe level ofdetail necessaÍy to ensure that any deviations

will be recognised in time to reacî appîopriately - for example, within the stage

tolemnces and within the activity 'floats'

. The Srage Plan has been developed according to d1e planning standard

. The Stage Plan contalns acúvities and resource efiort to review dre Issue Log.
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A.36 Work Package

A.36.1 Purpose

A\yy'ork Package is a set ofinformation abouî one or more required products collatedby

Project Manager to pass responsibility for wotk or delivery formally to a Team Manager or

A.36.2 ComDosition

This product will vary in content and iÌì degree offormality depending on circumstances.

where the \À'ork is being conducted by a team wotking dbectly under the Project Manageî,

thellork Package may be a verbal instruction, aìthough there are good reasons for puttìng it

in wdting, such as avoidance of misunderstanding and providing a link to p€rformance

assessment. Where the work is being carried out by a supplier under a contra€t and dre

Project Manager is part ofthe customer organisation, îlere is a need for a formal wlitten

instruction in line with standardslaid down in that contract.

Alîhough the content may vary grcatly according to the relationship bet\À'een îÌle Proiect

Manager and the recipient ofthevork Package, it should cover:

Dar4 the date ofîhe agreement between the Project Manager and theTeam

Manager/person autho sed

Team or pe6on authoised, îhe name of the Team Manager or individual with whom the

agreement has been made

Worh Pachage descriptian: a description of úe work to be done

Prcduct Descriprian(s): this would normally be an attacbment of the Product

Description(s) for tlte products identilìed in the\(/ork Package

nchníqueslprocesseslptocel res în be usedi afiy techniques, tools, standards, ptocesses or
procedures tobeusedin the creation ofîhe specialisî products (not including

PRINCE2 processes)

Intedaces to be satisfied by the completed product(s), identifcation of any spe€ialist
products with \rhich the product(s) in the\lork Package will have to intedace during

their operational tife. These may be otler pÍoducts to be produced by îhe proiect,

existing products orthoseto be pîoduced by other proiects (forexample, ifthe
project is parî ofa programme)

Interfaces to be maintaíned duúng the work t\ose with whom intedaces must be

maintained white doing the work. These may be people providing information or

those who need lo receive information

Confguration management requbemenx: rf)is will idendry any arrangements tìat must

be made by the developer for version control ofthe produ€ts in thework Package,

obtaining copies ofotherproducts or their Product Descriptionsi submission ofthe
product to conlìguraîion management, and any need îo ad\'rse the Configuration
Libradan of changes in the status ofthelíork Package producîs
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Stage Plan exùacti thil \'À11 be rhe rclevanr section of either rhe Stage Plan or Prodùct
Checklisî orb€ a pointeîto it

Joínt ayeement on elfort, .ost, start and end dates, and rol€,'an d€s: derails ofthe amounîs
and dates agreed, plus the tolemnces for the Vy'ork Package

Any antraina to be obselz,ed: any constrainîs (apaîî fiom îl1€ tolerances) on the work,
people to be involved, timings, charges, rules to be followed (for example, security
and safety) erc.

Reportìng arrangemmx: the expected ftequenry and conrent of Checkloinr Repo{s

Probbm handling and es.d/arrbr: this will noîmally refer to the procedure for raising
ProiectIssues and sks

Sign-ofl requbenent:: tlre person, role or group who will approve the frnished Work
Package products

How conpletìtn ^ tu be adzóed îhis witt say how the Projecî Manager is to be advised
of completion of the\ùíork Package.

Ther€ should be space on the\Vork Package to record ìîs authorisation and acceprance ofthe
return ofthe completed\Yy'ork Package. This can be enhanced to include an assessment ofrhe
work and go towards performance appraisal.

4.36.3 Derivation

. ProductDescription(s)

. Stage Plans.

4.36.4 Quality criteria

. The requiredWork Package is clearly defined and ùnderstood by rhe assigned

. There is a Produ€t Descriprion for îhe required producr(s), with clearty identified and
acceptabl€ qùality criîeria

o The Product Descriprion matches up \rith the other'Work Packag€ documentation

o Sîandards for dre work arc agreed

. The defned standatds are in line \i'ith those applied to similar products

. All necessaryintedaces have been defined

. The reporting arrangements ìnclude the ptovision for exception repotting

. Ther€ is agreement between ùe Project Manager and the re€ipient on exacîly whaî is

. There is agreemenî on t}le constrainrs, including effoÍ, cost and rargers

. The dates and effort are in line with those shown ìn rhe Stage Plan

392



PFINCE2 APPEND XA:PR0DLrCl DESCRIPII0N 0!lL NE5

Reporîing affangements are defined

Any requirement for independent attendance atJ and participaîion in) qùality

ch€cking is defined.
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T E A M  R O L E S

The following roles s.?laìn the normaÌ responsibilities and tasks of each member of the
project management team. They can be tailored to suit the needs ofthe roles for any pîoject.

Tàiloring may include combining roles or dividing a mle between two or more people.The

important thing to remember is that all îhe responsibilities must be held by someone,
whatever the size oftheproiect. Responsibilities may be moved from one role to another, but

shonld never be dropped.. Organísatíon, Chapter l4 gives clear indication ofwhich roles may

or may not hold certain responsibilities, for example, the Projecî Manager should not hold

Proiect Assurance resDonsibilities.

8.1 Project Board

The Project Board is responsible to coryorate or progmmme management for the overall
dúecîion and management ofthe project andhas responsibility and authority for the p roject
wìthin the remit (îhe Proiect Mandate) setbycorporate or programme management.

The Project Board is úe project's 'voice' to the outside world and is responsible for any
publicityor oúer dissemination ofinformarion abour the project.

8.i.1 Specific responsibil i t ies

The Project Board approves aÌÌ majorpÌaDs and authorises anymajor deviaîron from agreed
Stage Plans. ft is rhe aurhodty that signs off the completion of each stage and autho ses the
statof the next stage. lt ensures î1ut reqÌrired resources are committed and arbitrates on any
conflicîs rvithin the pro,ect ornegotiates a solution to any problems betweenthe proiect and
external bodies. In addition, it approves the appoinúnent and responsibilities of the Project
Manager and any delegation of its ProjectAssurance responsibilities.

The Project Board hasthe following responsibilities. It is a general list and will need tailoring

for a specificproject.

At the beginning ofîhe project:

. Approve the start ofthe projectvia acceptance ofthe Pro,ectBrief

. Agree with the Project Manager on thatperson's responsibilities and objectives

. Confirm project îolemnces with cor?orate orprogramme management

. Specil, external €onstraints on the project, such as quality assurance



APPEN DIX B: PnoJECI MANAGEMEN I IEAM R0L6

Approve an accurate and satisfactory Project Initiation Document, eDsuring it
complies with relevant customer standards and policies, plus any associated contract
wirh the supplier

Delegate any Projecr Assurance roles

Commir projecr resources required for the nexl Stage PIan.

As the project pro$esses:

. Provide overall guidance and dirccrion îo the proiect, ensu ng iî remains within any
specified consúaints

a Review each complered \tage and approveprogress ro ùe nexr

. Review and approve Stage Plans and any Exception Plans

. Ownersh ip' of one or more of rhe idenrified risks, as allocared ar plan appîoval rime -

that is, be responsible for monitoring the îisk and advising the Pîoject Manager of any
change in its status and îaking action, ifappropriate, to ameliorate îhe risk

. Approve changes

. Ensure compliance with corporate orprogmmme management dir€ctives.

At the end ofdìe project:

. Pîovide assurance thaî all prodùcts have been delivered satisfactorily

a Pîovide assurance d1aî all Acceptance Criteria have b€en met

. Appro\ e the End Project Repo 

. Approve îhe Irssons Learned Repofi and tlìe passage ofthis to tlìe appropriate
(tandards group ro ensuîe acrion

a Decide on the recommendaîions for follow-on actions and ersure passage ofthese îo
ùe appropriare auùorir ies

. Approve) where apprcp at€, a Post-Project Review Plan

a Send project closure notification to corporate or programme management.

The Project Board owns the process, Drectirg a Ptuject (DP) .

The Project Board is ultimately responsible for assrEance that dre projgct remains on course
to deliver the desired outcome of î1le requiîed quality to meet the Business Case defined in
the Pîojecî Initiatioî Docùment. Accordirig îo the size, complexity and risk ofîhe proiect, d1e
Proiect Board may decide to delegate some Proiect Assurarce responsibility. See sectiona
14.2.4 and 8.7 for more deta;1.

One Project Board responsibility rhat should receive careful considerauon is approving and
frEÌnding changes. See CÀ ange control, Chzptet 20 .

PFINCE2

Responsiblities of specific membels of the Project Board are described in the resp€ctNe
secrions ùat follow.
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8.2 Executive

The Executive is ultimately responsìble for îhe project, supported by the Senior User and
Senior Supplier.The Executive's role is to ensure that the proiect is focused throughouî iîs life
cycle on achieving iîs obiectives and delivering a product that will achieve the forecast
b€ne6ts.The Executive has to ensìúe that the projecî gives value for money, ensuring a cost-
conscious approach to îh€ project, balancing the demands ofbusiness, user and supplier.

Throughour úe proiecr, îhe Executive 'owns'rhe Business Case.

8.2.1 Specific responsibil i t ies

. Organise and chairProject Board me€tings

APPENDXI PRolECf MANAGEMENIIEAI\/IRoLES

overse€ the dev€lopment ofîhe Project Briefand Business Case

Ensure îllat therc is a coherenî ptoject organisation structure andlogical set ofplans

Authodse customer expenditure and set stagetolerances

Monitoî and controlthe progress of dre project at a strategic level, in particular

reviewing the Business Case €ontinually (for example, at each end sîage assessment)

Ensure that any proposed changes ofscope, cost or timescale are checked againsî
theirpossible effects on the Business Case

Ensure that dsks are being tmck€d and mitigat€d as effectively as possible

Bdef coryorate orprogmmme management about proiect pîogress

Reconnend future action on the proiect to corpomte or programme management if
the project tolerance is exceeded

Approve the End Projecî Report and kssons karned Report and ensure that any
ouîsîanding Proiect Issues are documented and passed on to îhe appropdatebody

Approve the sending of îhe project closure noùfication to corporate or programm€

managemenÎ

Ensure îhat the benefits have been realised by holding a post-projecî review and
forrard îhe results ofthe revìew to the appropriate stakeholders.

The Executive is responsible for overall business assuance of the pîoject that ìs, that ìî
remains on targeî to deliver products that will achieve the expecred bùsiness ben€6ts, and drat
th€ project will be completed ivithin its agreed tolerances for budget and schedule. Business

Validation and monitoring ofthe Business Case againsî external events and against
pfoject progress

. Keeping the project in line wiîh customer strategìes

. Monito ngprojectfrnanceonbehalfofthecustomer

. Monitoring the business dsks

. Monitonng any supplier and contractorpayments

J
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. Monito ng changes to îhe Project Plan to see whether there is any impacr on îhe
needs ofthe business or îhe proiect Business Case

. Assessing the impact ofpotential changes on the Business Case and Project Plan

o Constraining userand s upplier excesses

. Informing the project team ofany changes caused by a programme ofwhich rhe
project is part (this responsibility may be îransfetred ifrhere is orher progranme
representation où t1ìe project management team)

. Monitorìng stage and proiect progess against the agr€ed tolerances.

If the project wallanîs it, the Executive may delegate some responsibility for the business
assumnce functions,

The Proiect Board is ,1ot a democt acy controlled by votes.The Executive is the Ley
decision maker because he/she is ultitarately responsible to dre business, He/she is
supported by the Senior User and SeiúOr Supplier.'
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8.3 Senior User

The Senìor User is responsible for specifung the needs of îhose rvho will use the final
producr(s), for ùser liaison with îhe project team and for monitoring îhat îhe soÌùtion will

meet those needs within the constmints ofdle Business Case in terms ofquality, functionality

The role represents the interests ofall those who will use the final product(s) ofthe project,

îhose for whom the pîoduct \À.ill achieve an objective or those v/ho will use the product to

deliver bene6ts. The SeniorUserrole commits userresources andmonitors products against

requirements.Thìs role may require more î}lan one person to cover all the user interests. For

the sake ofeffectiveness the role should not be split between too manypeople.

8.3.1 Specific responsibil i t ies

. Ensure the desiredoutcome ofthe projectis specified

o Make sure îhat progress towardsthe outcome reqÌrired by the users remains

consistent from the user perspective

a Promote and maintain focùs onthe desired project olltcome

. Ensure tlìat any user resources required for îhe project are made available

. Approve Product Descdptions for those products that act as inputs or oùtputs
(interim or frnal) ftom the suppliertunctìon or will affect them direcdy

. Ensure that the products are signed offonce completcd

. Pdoritise and contribute user opinions onProjectBoard decisions on whether to

implement recommendations on proposed changes

. ResoÌve user requirements and priority conflicts

r Provide the userview on Follow-on.A.ction Recommendations

r Briefand advise user management on all marters concerning the project.

The assurance responsibilities of the Senior User are to check that:

. Specification ofîhe useis needsis accurate, complete and unambiguous

. Development ofîhe so1Ìrtion at all stages is monitoredto ensure îhat itwill meet the

user's needs and is progressing towards that taîget

. Impact ofpotential changes is evaluated from the userpoint ofr'rew

. Risks to îhe users are frequently monitored

. Quality checking of the product at all stages has the appropriate user representatton

. QuaÌity control procedrues areused correctly to ensure pîoducts meet user
requirements

. User liaison is funcîioning effectively

where the project's size, complexity or importance warrants itr the Senior User may delegate

rhe responsibiliry and aurhority for some ofthe assurance responsibilities.
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B.4 Senior Su pplier

The Senior Supplier represents îh€ interests of those designing, developing, faciliraring,
procuring, implementingr and possibly operaring and maintaining the projecl pmducts. This
role is accountabÌ€ for the qualiry of pîoducrs detivered by rhe súpplier(s). The S€nior
Supplier role must have the authority ro commir or acquire.upplieî resou.ces required

It should be noîed that in some environments dre customer might share design aurhoriry or
have a maior say in it.

Ifnecessary, more than one penon may be requìred to represent the suppliers,

8.4.1 Specifìc resoonsibil i t ies

Agree obje€tives for supplier acîivitìes

Make sure drat pro$ess towards dìe outcome remains consisîenî fiom the supplier
perspective

Promote aÌìd maintain focus on dre desired proiect outcome from the point ofview of
supplier managemenr

. Ensure that dre suppÌi€r r€souces required for the projecr are made available

. Approve Product Des€riptions for suppliet pîoducts

. Contdbute supplier opinions on Project Boatd decisions on whether to implemenr
recommendations on proposed changes

Resolve supplier requùements and p ority conîicts

A.rbitraîe on, and ensure resolurion of, any suppÌier pdority or resource conflicts

Brief non-technical management on supplier aspecrs of îhe project.

The Senior Supplier is responsible for îhe specialist integ ty of the proiect. The supplier
asslrrance role respons,biliries are ro:

. Advise on the selection ofdevelopment straregy, design and methods

. Ensure that any supplier and operatìng s randa rds defined for rhe projecr are m et and
Ìrsed to good effecî

a Monitor poîenîial changes and theirimpacî on îhe corecùress, completeness and
integîity of products against their Pîoducr Description from a supplier perspecrive

o Monitor any ri:k in the producrion aspecls of ùe projecr

. Ensure quality conÉol prccedùres are used €orrectly, so thaî ptoducts adher€ to
requrremenrs,

If waÌranted, some of dlis assuance responsibiliry may be del€gated to separate suppliet
assurance penonnel. Depending on the particular customer/supplier environment of a
proiect, the customer may also wish to appoint people to cally out assurance on supplier

Products.
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8.5 Project Manager

The Project Manager has the authority to run d1e proiect on a day-to-day basis on behalfof

úe Project Board wiîhin the constraints laid down by îhe board.

The Proiect Manager's pdme responsibility is to ensure that the project produces the

required products to îhe required standard ofquality and ivithin úe specified constraints of

time and cost. The Proiect Manager is also responsible for îhe project producing a result

capable ofachieving the benefits defned in îhe Business Case.

8.5.1 Specific responsibil i tìes

. Manage the productio[ ofîhe required products

. Direct and motivate the proiect team

. Plan and monitor îhe project

. Agree any delegation and use of Project Assurance roles requited by the Project

Board

APPEND X B: PROJECIMANAGEMENI I€AM ROLÉS

Produce the PIoject Initiation Document

PrepareProj€ct, Stage and, if necessary, Exception Plans in coniunction withTeam
Managels and appoi[ted Project Assurance roles, and agree them with the Project
Board

Manage the dsks, including îhe development of contingency plans

Liaise \riîh progÉmme management iftheproject is part ofaprogramme

Liaise with progmmme management or related projecîs to ensùre that work is neither

overlook€d nor duplicaîed

Take responsibility for overall progress and use ofresources and iniùate corre€tive

action wher€ necessary

Be responsible for change conúol and any required coDfigumtion management

Preparc andreportto tÌleProjectBoard through Highlight Reports and End Stage

Reports

Liaise \rith the Projecî Board or its appointed Pîoject Assurance roles to assure the

ovemll directioù and integriry ofrhe project

Agree t€chnical and quality straîegy with appropriate members ofthe Project Board

Prepare the l-essons Leamed Repo{

Prepare any Follow-on Action Recommendations required

Prepare dre End Project Repofi

ldentify and obtain any suppofi and advice required for the managemenî, pÌanning

and control of the project

Be responsible for proje€t administmîion

Liaise with any suppli€rs or a€counî managers

May also performTeam Manager and Project Sùpportroles.
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8.6 Team Manager

:Ihe Team Manageds prime rcsponsiblity is to ensure prcduction of those pîoducts defined
by the Proiect Manager to an appropriate quality, in a timescale and at a cost acceptable to the

' Proiect Boaîd.TheTeam.N&inager repoÍs to and takes direction ftom the Proiect Manager.

8.6.1 Specif ic responsibi l i t ies

. Prepare plans forthe team's work and agree these with the Project Manager

. Receive authorisation from the Project Manager to create products (via a Work
Packase)

a Manage ùe team

. Direct,plan atrd monitor the team's work

a Take rcsponsibility for the progress ofthe team's work and use ofteam resources, and
iîitiate corective action where necessary within îhe constraints laid down by îh€
Projecr Manager

Advise the Proiecî Manager ofany deviations ftom plan, recomnend conective
action and help prepare dny appropriatè Exceptìon Plans

Pass back to fhe Proiect Manager produats.that have been completed and approved in
line with the agreed Work Package requirements

Ensure all Proiect Issues are propedy repofied to the person maintaining the Issue
I-op

Ensure.the evaluation ofProject Issues that adse within the team's work and
îecommend action to dre koject Manager

Liaise with any Project Assumnce roles

Anend any end stage ass€ssments as directed by the Project Manager

Arrange and lead team checkpoint meetings and produce Checkpoint Repoîîs as
agreed lvith the P roject Manager

Ensur€ that quality controls ofthe team's work are plarìned and pe1îormed correcîly

Ensure that the appropdate enúies are made in the Quality Log

Maintain, or msurethe maintenance of, team files

Identify and advise the Project Manager of alìy risks associated wiîlì a\ùfork Package

Ensure that all identifred risks are entered in the Risk Log

Malnage specific risks as directed by the Project Manager.
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the proiect

. User needs andexpectations are beìng meî or managed

aPPENDIX 8: PRolÉCI MANAGEMENI IEAI,/I R0LES

8,7 Project Assurance

Assurance cove$ all inter€sts ofaproject, including business, user and supplier.

Project Assuranc€ has to be independenî ofthe Project Manager, îherefore the Proiect Board

cannot delegate any of its assuranc€ responsibilities to the Proiect Manager.

8.7.1 Specifìc responsibil i t ies

The implementation of the assurance r€sponsibilìties needs to answer the question:'What is

robea.suIedl Ai$tofpos-ibi l i t ie-would includeensuringthat:

Thorough liaison betrveen the supplierand the customeris maintained throughout

Risks are being controlled

The Business Case is being adhered to

The value-for-money solution is constantly reassessed

The proiect frîs with overall progrumme or company strategy

The right people are involved in writing Product Descriptions

The right people are planned to be involved in qúality checking at the corect points

in the product's development.

Staff are properly trained in the quality checking procedures

The right people are being involved in quaÌìty checking

The quality reviedquality checking procedures are being correctly followed

o Quality checkingfollow-up actions are dealt with couecdy

o An acceptable solution is being deveÌoped

The project remains viable

The scope ofthe projectis not 'creepìng up ivards' urìnoticed

Focus on the businessneed is maintaìned

Internal and external communications are working

Applicable standards are beingused

Any legislative constraints are being obseNed

Theneeds of specialist interests (for example, secudty) are being observed

Quality assunnce standads are being adhered to.

It is not enough to betieve thaî standards will be obeyed. Iî is not enough to ensure îhat a
proiect is well set up and justifìed at the ourseî.All the aspects listed above need to be checked

throughout the project as part of ensuring that it remains consistent with, and continues to

meet, a business need and that no change to the external environment aflects the validity of
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the project. Project Assurance must thetefore monitor Stage and Tèam Planning, !(/ork
Package preparation and quality reuiew preparation.

See each of the Project Board role descriptions 8.2 ExecÌnive, B.3 Seniot User and 8.4
Senior Supplier - for deîails of Pîoject Assurance task.
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8.8 Project Su pport

The provision ofany Project Support on a formal basis is optional.Tàsks need to be done by
the Proiect Manageror delegatedto a separate body and this will be driven by the needs ofthe
ìndìvidual project and Project Manager. Project Support could be in the form of advice on
project management tools, guidance, adrninistrative servìces such as frling, and the collectron
of actuals, to one or more related projects.Where set up as an omcial body, Proiect Support
can act as a repository for lessons leamed and a central source of e)lTertìse in speciaÌist
supporttools.

One support function îhat must be considered is that of configuratìon management.
Depending onthe proiect size and environment, there maybe a need to formalise this and it
quickly becomes a task with which úe Project Manager cannot cope without support. See
8.9 for d€tails ofîhe Configumtion Librarianrole.

8.8.1 Specific responsibiì it ies

The following is a suggestedlist oftasks:

. Administe. change control

. Set up and maintain proiect fìles

Establish documen! control procedures

Compile, copy and distribute all project management products

Collect acîuals data and forecasîs

. Update plans

o Specialisttechniques

o Sîandards.

Administer the quality review process

Administer Project Board meetings

Assist $ith the compilation ofreports

Specialist knowledge (for example, estimating, îisk managemeno

Specialìst tool expertise (for example, planning and control tools, risk analysis)
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8.9 Conf igurat ionLibrar ian

The Configuration Libradan is t}le custodian and guardian of all master copies of îhe
project's products. The role also maintaids the Issue I-og.

Maior îasks are to:

. Control the receìpt, id€ntification, storage and issu€ of all projecr products

o Provide information on the srarús ofall products

o Number, record, srore and distribute Proje€rIssues.

B,9.1 Speciflc responsibìl it ies

. Assist the Proiect Manager to prepare the Configuratìon Management Plan (during
iniriarion)

. Create an identification scheme for all producîs

. Create libraries oî other storage arcas ro holdproducts

. Assist in the identification ofproducrs

. Maintain current sîatus information on all products

. Accept and recoid the receipt ofnew orrevised producîs inro dre appropriate library

. Pr€vent changes to a product version once ithasbeen declared ready for inspection

. Control the allocation ofne\r version numben to changed products

. Archive )upersed ed prod ucr copies

. Ensure î}ìe security and preservation of dre mast€r copies of all projecî products

o \X/hen authorised to do so,issue copies ofproducts for review orinformation

o When authorised to do so, issue a neÍ' version ofa product for change or coffection

. Maintain a record ofall copiesissued

. Nori8r holders ofany change( ro their copies

o Maintain the Issue Log

o Monitor all Proiect Issues and ensure îhey are resubmitted to the confguraîion
library after any authorised change

. Collect and reîain infoîmation thatwill assist in the assessmenî ofwhat products are
impacîed by a change to aproduct

a Prodúce Product Status A€counts

. Assist in conducting confrguration audits

. Liaise with other Configuration Librarians whete products requir€d by the pro,ecr are
common to other systems.
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B.1o Project Support 0ffice (PSO)

The concept ofa Pmject Support Ofdce is a central pool of skilled resources îo provide îhe

roles of Project Support, such as clerical support, Configumtion Librarians and possibly

PRINCE2 consultants to individual projects. A Project Support Ofdce may be establish€d îo

support either a specific projecî or a range of projects wiîhin the organisation, The overall

objecîives ofa Project Suppoîî Omce arc to supply îesources î1lat have the skills defined in

roles 8.8 (Projecî Suppo{) and B.9 (Configuration Librarian) îo one ormorepîojects.These

Support Project Manageft in adminisúation work

Provide support sk ls in such areas as expertise in plarìning and conùol tools and sk

management

Ensure correcî and ef6cient use ofPRlNCE2 standards across allprojects.

A Proiect Support Omce can be usefirl \vhere:

Resource shortages, either in numbers or skills, make it dìmcdt îo supplypeople îo

perform proiect adminiqrîadon for each currentproiect

There are a number of small projects of a diverse natulre îhat individually requùe only

limired supporr fiom Project Supporl

There is a targe programme. requiring co-ordination ofjndividual pîojects

A large proiect requires several resources îo handleProject Supportroles.

The Projecî Suppoft Offrce role can provide all the seNices defined in the roles described in

B.8 and B.9, but may also include some oî all of thé fottowing, when acùng for a numbel of

proiecrs.

8.10"1 Special responsibil i t ies

Operate a cenîîal6ling system for seveÉl projects

Operate a complex configuralion management system

Be a cenrre ofexperrrse for estimaring lechniques

Provide e).Teîtise in the planning and control software used

Advise on the preparaîion ofplans

Produce multl-project îepoft s

Keep a histo cal database ofhow long specific activities take

o Analyse productivity

APPEND X B: PF0IECI MANAGEMENIIEAM F0LEs

Provide PRINCE2 expertise and advice

Advise on costTbenefit analysis

Co-ordinate standards,
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The followìng categodes can be used as a starting poinî for identirying an organisation's main
areas of risk in relation toproiects orprogrammes.

Strategic/commercial

Under-pedormance to specifi cation

Managementwill under-perform against expectations

Collapse ofcontractorc

Irìsolvmcy ofpromoter

Failur€ ofsuppliers to meet contractual commiîmenîs; îhis could be in terms of
qualityj quanrity, timescales or theh own exposure îo risk

Insuffr cient capital revenues

Market fluctuations

Fraud./theft

Partne$hips failing to deliver the desired outcome

The sirration being non-insurable (or cosî ofinsurance outweighiîg the benefiî)

Lack of availability ofcapital investment.

Econom icffina ncia Uma rket

Exchange raîe fluctuation

Interest rate instabiliry

Inflation

Shortage of working capital

Failure îo meet projected revenue targets

Market developments will adversely affe€t plans.
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Management incompetence

Inadequaîe corpomte policies

Inadequate adopîion of management practices

Poorleadership

Key persorìnel have inadequate authodty to fulfil îheù roles

Poor staf selection procedures

I-ack of clarity over roles and responsibilities

Vest€d interests creating conflict and compromising îhe overall aims

Individual or group inter$rs given unq àrrarred priorir)

Pe$onality clashes

Indecision or inappropriare decision making

I-ack of operational supporî

Inadequate orinaccurate information

Health and safety consrrainîs.

Politica I

APPEND XC: RISKCAIEGoR E5

Legal and regulatory

New or changed legislation may invalidare assumptions upon \i,hich the activity is
based

Failure to obtain appropdate approval, for example, planning, consenî

Ijnforeseen inclusion of contingent liabilities

Loss of intellecîual property rights

Failure to achieve satisfactory contîactual arangementq- _,

Unexpected regulatorl conrrol. orlicensing requiremenls

Changes in ta.x or tariffsùucture.

Organisational/management/human factors

Change of government policy (narional or international), for example, approach îo
nationalisation

Change of government
'War 

and disordet

Adverse public opinion-/media inîervention
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Environmenta I

NatuÉldisasters

Storms, fl ooding, tempests

Polluîion incidents

Transport problems, including aircraíì/vehicle coliisions.

Technica Uoperationa l/i nfrastructu re

Inadequate design

Professional negligence

Human eîror/incompetence

Infrasîructure failure

Operaîion lifeîime lower than expected

Resìdual value ofassets lower than expected

Increased dismantlingi/de€ommissioning costs

Safety being compromised

Performance failure

Residual maintenance prcblems

Scope'creep'

Unclear expectations

Bîeaches in security/info.matìon secutity

Ilck or inadeqùacy ofbusiness continuìty.

411



A P P E N D I X  D :  P R I N C E 2  H E A L T H C H E C K

It can be very useful for an organisation to check on the coîrect tlse of PRINCE2 m rts
proiects. The following set of questions forms a good basis for any such healthcheck. The
questions canbe the basis ofa îable or spreadsheet, \riîh entries in extra columns to indicate

whether and how welì each elementofdre method is beine used.

Start-u p

\i/as there a hojectMandate?

\(/as theProje€tBoard desìgned/appointed before initiation was authorised?

\las a Project Bdefproduced?

Is the Proj€ct Bri€ftoPRINCE2 standaîds?

Ale custom€r's expectations set?

Are Acc€ptanc€ Criteria and customer's quality er,:pectations set?

Has the ProiectApproach been de6ned?

w'as an initiation Stage Planproduced?
.was the ìnitiatìon Stage Plan approved?

\Vas the Risk Log created?

ln i t ia t ìon

\ías the initiation stage formally auîhorised?

Weîe rhe Author^ing Iniîiation g)P l) agendà items coveîed?

Is there a Project Iniiiation Docurnent (PID)?

ls the PID prodùcedîo PRINCE2 standards?

Are the projecî objectives stated?

Have proiect constmints been identified?

Are projecî tolerances defined?

Are any proiect inîerdependencies stated?

ls the project scope stated?

Are reporting procedures, contents and frequency de6ned?
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Is tìere a Communicaîion Plan covering both inward and ourward coÍìmunication
needs?

Does îhe PID contair dre koject Plan?

Is therc a Business Case in the PID?

Are îhe reasons for the proiect given?

Is theie an investment appraisal or cosîlbeneflt analysis?

\fas the PID quality reviewed?

Did the Project Board formally approve the PID?

1ù(/as îhe Proiect Board commiîred îo the piocess?

1ùfas initiation done before work on producîs began?
'Was 

there an initiation end stage assessment (.4 uthoising a Project g)P2))?
'Was 

îhe ne).:t Stage PIan presented at the initiaîion end stage assessment?
'Were 

Project Issues affecting the.PID managed efecîively?
'Was 

formal approval to proceed îo the next stage given?

Organisation

Is there a Project Board?

Are any limits to the autho ty ofrhe Prcject Board documented?

Is it clear to whom the Proiect Board reporrs?

$Yhich member of the Project Board repoÍs to senior manag€ment?

Does the SenìorUser adequately represent all user areas?

Arc Project Board members conlriburing lìlly ro ali exceprion asses'menrs and end
stage assessments?

Are Proiect Board members carrying out their other projecr duties?

Is there a Project Manager?

Have PrciectAssu.rance rcles been agreed?

Has any role for Projecî Support be€n ctarifi€d?

Does each peîson have a job description?

Has each person agreed7signed their job descriprion?

Wa: the organisation agreed by rhe end of&arriúg up a Projed \Slr?

Is tlìe documented version ofthe organisation correct?

Is the role ofthe supplier(s) cleady defined?

Have any changes to îlìe management team been rccorded?

Has the Proiect Board received Eaining for its rcles?
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Is theTèam Manager role used efectiveM

A.re job descriptions agreed with any late appointments?

Business Case

Is îhere a Business Case?

Are the reasons for the project clearly defined and valid?

Is there an investment app$isal?

Are figures based on defned items that can be measurcd?

Is the Business Case passed do$al fiom pre-proiectwork?

lfso, have the figuîes been checked out?

Are costs based on the Project Plan ot some other figules?

Are benefits stat€d in terms that can be measured in the post-prolect review?

Have 'before' measurements been taken in order to assist comparisons in the post-

Is the Business Case updated and reviewed for each end stage assessment?

vaho measures the impact ofchanges on the Bùsiness Case?

Is the impact ofchanges on th€ Business Case assessed?

Ifî1ìeprojectis part ofaprogramme,is îhe programme's Business Case fully reflected

intheproject?

APPEND X D: PR NCE2 FEALTHCHECK

Risk

ls there a RìskLog?

Is ir being kept up to date?

Arc risks to each plan identified, analysed and acted ùpon?

Is a formal procedure for îhe management ofrisk in use?

Is risk assessment part ofea€hendstage assessment?

'were the major risks entered in the Business Case?

Have îisk'owners' been identlfr ed?

Are risks monitored on a sufh€iendy rcgular basis?

Is risk assessment part of each maioî change request assessment?

were risk probability and impact assessed?

Have proactive risk acîions be€lt îaken \ther€ necessary?

\yere any need€d contingmcy plans prepared?

I
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\vere all obvious sks coveîed?
'Were îhe risks and counîermeasures discussed with the Proiect Board?
'were 

appropdate countermeasures îaken?
'Were 

risk reassessed when plans weîe changed?

Project Plan

Is drere a Project Plalrì?

Does the Project Plan comply with PRINCE2 requirements?

Are plannmg as.umption. ctaled?

Does tìe Projecr Plan show thè íage divisions?

Has €ach sk îo the plan been added to the Risk I-og?

Ifan end date was imposed, is it realistic?

Vas the Project Plan quality reviewed?

$fere the assurance roles involved in the review?
'Was 

d1e producr-based planning îecbnique used?

Is ther€ a checklist ofk€y products?

Are there Producr Descriptions for each major producr?

Are the Product Descriptions ro the standard PRINCE2 formar?

Are Product Descriptions being reviewed before rhe sraÍ ofbuilding those products?

Stage Plan

Is there a Stage Plan for each manag€ment stage?

Do Stage Plans comply with PRINCE2 requiîemenîs?

Is stage tolerance defined?

Are stage controls identified and suirable?

Aîe planning assumptions stated?

Are Stage Plan sks identifred and included in úe RiskLog?

Ar€ Stage Plans consistenr wiú îìe koject Plan?

Is next stage plarìning cairied our corectly in each srage?

Were Stage Plans quality review€d?

Was tlle cu.rrent Stage Plan approved?

Is product-based planning used in srage planning?
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Control

Is there a Product Checklist for each stage?

Are there Product Descriptions for each producî on the checklist?

Are th€ Producî Descdptions to the standard PRINCE2 format?

Are Product Descriptions reviewed pior to the start of the build process?

WereTeam Managers team member\ involved ir: planning?

Did the assurance roles review the draft Stage Plan?

Did Proj€ctAssuîance add quality check to the draft Stage Plan?

Did PlojectAssurance add names tothese quality checks?

Is time and efrort allowed for proiect management activiîies?

Is dlne allowed for dre analysis of Project Issues?

Has a reasonable rate of staff efiecîiveness be€n chosen?

Is the medlod ofquality checking identifred foreachproduct?

APPEND X D: PRLNCÉ2 HEALfHCFECK

AÌe che€kpoints held at the frequency stated in the Stage Plan?

What actùal progress information is captùred?

Are actuals used to ùpdate th€ Stage Plan regularly?

Is the update frequency commensurate wiîh the plan sìze?

Is there a r€cord oflùUork Package authoîisation and retuîn?

Are estimates collecîed to complete any fuÌ'ther information?

Are Product Checklists kept up to daîe?

Are Checkpoint Reports produced?

Are Highlight Reporîs produced when staîed in the plan?

Are Hightight Reports produced to îhe ageedstandard?

Is the Stage Plan îegularly checked against tolerances?

Are Exception Repoîts used when tolerances are threatened?

\vy'ere any reqùbed Exception Plans produced?

were excepúon assessments held to approve any Exception Plans?

Can sîages be compÌeted within the agreed tolerance levels?

Are end stage assessments caried out at îhe end ofeach stage?

Is there an End Stage Report for each sîage?

Is úe End StageReportto standard?

Is end stage assessmenî documentation circulated pdor to the meeting?
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Isthe End Stage Reporr accepted aî the end stage assessmett?

Are unfinished products included in îhe ns,.r Stage Plan?

Does îhe Projecî Board sign offstages and give approval ro proceed?

Do relevant project members aftend end stage assessments?

Are €nd stage assessment actions recorded?

Qu a lity

Has the customer specified quality er?ecrations?

Is there a Proj€ct Qualiry Plan?

\ùlill rhe Proj€ct Qualiry Plan achieve the customer's qualiîy expectarions?

Doesthe Proiect Quality Plan poinr atspeci6c quality procedures?

Are quality responsibiliîies defined in úe Project Qualiry Plan?

Are ther€ stage quality plans?

Are individuals and qualiry methods identified in îhe srage quality plans?

Is there a Quality I-og?

Is the Quality Log up to date?

Do the teams maintain one cent.al quafity Log?

Does the Project Manageî ger suffrcienr feedback to ensure quality is acceptable?

Are ProiectAssurance roles suffrciently involved in quality checking?

Do the quality file and Quality I-og match?

Is any external quality assurance funcrion happy wirh its involvemenr?

Ouality reviews

Has training in quatity reviews been given to attendees?

Have the chairlerson and reviewers been identifled ar stage or ream planning time?

Are products sent out before quality review meetings?

Are Product Descriptions andblank questionlists sent with the ptoducts?

Are products reviewed against theh Producr Descdptions?

Are products r€viewed by rhe means srated in the Producr Description?

Is enough îime planned for prepararionJ review and fotlow-up?

Are quesîion lists completed prior ro quality revie$rs?

Is there an agenda for each quality revie\r meeting?
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Do reviewers unable to attend quality revieivs send quesîion lisîs?

Do quality rel'rews generate follow-up action Ìists?

Do the reviewe$ sign offcorections?

Are pîoduct creaton (producen) always present?

Are second reviews carried out ifneed€d?

Is there a review result for each review?

Is ùer€ a documented procedure for change control?

Is dratprocedure the same as sîated in the Project Plan?

Are Project Issues recorded?

Is îhere an Issue Log?

Are Proiect Issues assessed regularly?

Is th€ impact ofProiect Issues on î1le Business Case assessed?

Is th€ impact ofProiect Issues on the Risk Log assessed?

Are all Projecî Issues actioned?

Is the status ofProjectlssues moniîored?

If ùe impa€t ofa Pîojecî Issue exceeds tolerance, is it escalatedto dreProject Boaîd?

Are plans updated to incorporate agreed changes?

Is a distinctionmade between Off-Specificatlons and Requests for Change?

Configuration management

Change contro l

Is there a formal confrgumtion management method in use?

Aft products controlled once submitted to confrguration management?

Are products uniquely identified?

Are relationships between products identified?

Aîe producîs identified as complete?

i)o products have version identifiers?

Are pmduct rccords up to date?

I\ rhe accuracy ofrhe product records checked regularll?

Aîe all old versions preserved?

Is ir ea.y to reEieve oLd versions?
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Are the configuraîion management rccords in line with the support requiremeîns?

Is the Configulation Libîarian role rwell defned, allocated and agreed?

Are new records created dìúing prodùct-based planning?

Is there a recognisabl€ filing system?

Is irs strucrure documenred and a\.ailable?

Does it cover management and specialist produ€ts?

Does it cater for multiple vercions for example, ofplans?

Does the flling system provide an audit trail?

Is it easy to find îhings in dre filiîg system?

Is the filing kept up to date?

Is filing responsibility clearly defined in a iob description?



A P P E N D I X  E :  P R O J E C T  D 0 C U M E N T
MANAG EM ENT

PRINCE2 offers îhis suggested docu4ìent management stnrcture to be used by a project to
hold the PRINCE2 management documents.

There are îhree Rpes offile:

. Proiect file

. Stagefiles for each sîage

. Qualityfile.

E.1 Project file

This has sections as shown inTable E. I .

Tab e E.l Project fìle sections

Project Init lat ion Document

0rganisation

Plans

Bus ne55 Case

Risk Log

Contro

The orlginaJ approved Project lnlt iat ion Document

The project orqanisatlon ch€rt and signed job descrlpt ions

lhe Project Plans. fhese shou d lnclude any versions developed, not on y
the one approved as part of the Project Initiation Docurnent. The
varlous components of each verslon shou d be kept {such as Product
Breakdown Structures, Product F ow Dlaqramt with clear identif icatlon
of their date, version number and reasoning, such as change of
assumptions, scope, stage resuLts or resource avai abllity. lhe Project
Plan should be updated at least at the end of each staqe

Versions of th€ Business Case, updated at each stage end or when
Exception Plans are cfeated

tJpdated detai s of a | ìdentified risks, their status and counterrneasures

Coples of project inlt iat lon and closure, and documents such as the
Project [/]andate, Project Brief, Project Boafd stage approvals and
'e\\o \L"arnFdLoq.D. rq C/o5;n9 o P/ojcct fcoì, ,1e oo..-P ojec.
Revlew Plan, Lessons Learned Report, Fo low-on Action
Recommendations and End Project Report wi I  be f ed here

ùeated tn lnitiotinga Prcjecr(lP) and updated if necessary to include
new ntetested part es

Cornrnunicatlon P an
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E.2 Stage files

One of dlese \rould exist for each stage of the project (s€eTàbl€ E.2) .

' r ,h lè  
F ,  Sr . .è  f i lé  <F. r i ^n(

0rganlsation stage organisation, detalls oftearn members- These shou d refleci all
work assignments, achievements and the Project [/]anager's or Team
[/anaqer's assessrìrent of work performance

Copies of Stage Plans, feam Plans (if used) afd Exception Plans, updated
as availab e .,

Copies of Work Package a!thorisations, Checkpolnt Reports, Hlghlight
Reports, Exception Reports, end stage assessments, p us any exception
assessments he d

The Project Manager's notebook ofevents, problems, questions, answers,
inforrnal discussions with Project Board rnembels and actÌons for the
stage

Copies of management correspondence or other papers associated with
the stage

Plans

Control

Daiy Log

Correspondence

E.3 Ouality file

The obj€ctive of a quality f,le is to permit an audit, at any îime, ofîhe quality work being done
and to confirm adherence to quality sîandards.There is one quality file îhaî îuns îhrough îhe
whole project and is noî divided inîo stages.Iî contains:

a Customer's quality expectations

a Acceptance Criteria

o Project Qualiry Plan - rhe o ginal and any subsequent ve$ions ofîhe Projecî Qualiry
Plan should be flled here

o Configuration Management Plan

. Configuration Item Records -there should be minimally a Producî Description for
every product in the pîoject. As more informaîiofl is created, a full Configuration
Item Record for each product can be produced

. Qualityinspection products -it is useful to head this section with the Quality I-og,
giving a number to each check, îhe tl,pe of quality check or tesî (for example, quality

review), îhe producî and îhe daîe.This is a quick reference to see or show how many
checks have been held in a particr ar stag€ and a guide to where the appropdate
do€umentation can be found

The subdivision ofîh€ quality inspection section wil depend on the tt"e(s) of check
or test being canied out. There should be a separate file for the documents relating to
each entry in the Qualiry I-og.This file should keep details ofîhe method used, the
resources used, the sign-offdocumenî where appropîiate, details ofthe îesîs carried
ouî, and expected and actual results.The filing for quality revìews should include:
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. resùlt notifrcaîions

koject Issue'- this should have the Issue l-og at the ftont to facilitate sequential

numbe ngànd to record the status and allocation ofProject IssÌres.The Project lssue

mast€rs should be filed in sequence behind it.The subject of Proiect Issues is covered

fvlly in Chonge rcnîol te,hnique.Chaptet 2\.

423



F U R T H E R  I N F O R M A T I O N

Best practice guidance from OGC

OGC has developed a wide range ofguidance covedng súategt, progîamme managementj
servìce managemenL. pîocuremenr and perlbrmance management.

Details ofOGC guidance maybeobtained from:

The OGC S€rvic€ Desk
Rosebery Court
St Andrcws Business Park
Nonvich NR7 oHS

Tèlephone: 0845 000 4999
Email: servicedesk@ogc.gov.uk
Website: http://wwwogc.gov.uk

PRINCE2 accreditation and qualifi cations

APM Group Ltd

Th€ APM Group Limited (APMG) is the certification body for PRINCE2 accredited by
UKAS in accordance with EN450l l and EN45013.

APMG has been working as a súategic partner ofOGC since 1996 on the development and
promotion of professional standards associated with the use and implementation of
PRINCE2.

The Group's activities extend beyond the UK and full information can be seen on its website
at http://ww$r. apmgroup. co, uk

7-8 Queen Square
High\fycombe
Buckinshamshire HPl 1 2BP

Telephone: 01494 452450
FaxOl494 459559
rùlebsite: http://w\rlr.prince2.org.uk
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The Best Practice Uqer Group

The Best Practice UsèíGroup is an indep€ndenr not-for-pro6t oryanisatron whose aims ate
to support and encourag€ the use of OGC guidance on projecr, progranrme and dsk
management. The Best Practice User Groùp provides a for-um for sharing experience for
users oftheguidarìce,

Membership is open to individuals and organisatìonsj and brings a range of benefitsj
including regular newslette$, a subscription to Project ManagerTodaj, the opportuniry ro
attend regional workshops and dre annual conference, and to contribute to î1le maintenance
and development ofOGC's guidance.

The Best Pmcrice User Group
c/oWG Selvices

Horsell
\7oking
Surrey GU2 1 3AF

Tèlephone: 0870 901 5583
Fax 0870 901 6581
Email: admin@usergroup.org.ùk
!íebsite: http J/n'\a'w. usergroup. org.uk

Comments and feedba ck on PRÍNCE2, Managing Successfú Proyammes and Management of
Rjsk: Gtiàance for Practíione$ can be logged on rhe OGC Guidance Issue Log at
http ://www.usergroup. org.uMssues
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fhis Reference JVlanual describes the PRINCE2 project management method which provÍdes detai led guidance on hoW to set up,
organise, manage, control and de iver your projects on t ime, within budget and to the right qua ity. PRINCE2 is an easy to fol ow
structured method suitable for any type of prolect.The processes and techniques in PRINCE2 wil l  help your project team cope with
the risks, cha lenges and opportunit ies of today's rapidly chanqinq env;ronment.

PRINCE2 is owned and developed by oGC, the office of Government Commerce. oGC develops best-practice guidance to help
improve the effectiveness and eff iciency of public sector organisations. oGC's guidance has been adopted by government
organisations and commercial cornpanies throuqhout the world-

International accredited trainers, including professional quali f lcations and consultancy services, are available to support your use of
PRINCE2. For further information, visit 0GC's web site at http://www.ogc.govuk or ca | 0GC Service Desk on +44 (0)845 000 4999.

PRINCE@ is a reqistered trademark of 0GC.

"PRINCE2 ensures the delivery of our occountabilities; its structuted opproach meets ot exceeds customer requirenents
and business demonds."

Project Deve oprìîent Manag€r, Cable ft Wlreles

"0ur tailared opplicotion of PRINCE2 provides s flexible approach ta ensure predictoble, rcpeotable and successful praject delivery
thot meets dnd exceeds the needs of ollthe business stdkehalders w ithin the diverse norkets ín which Centrica, the AA, operates."

Project ManaqementCompetency Centre Specialist, CentÌca, Automoblle AssocÌation {AAl

lsBN 0-11-330946-5
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