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Foreword

PRINCE2™ js extensively used in more than

150 countries around the world, and its take-up
grows daily. It is widely considered as the leading
method in project management, with in excess of
20,000 organizations already benefiting from its
pioneering and trusted approach.

This updated guidance will help those running
projects of any size and in any environment

to effectively deliver what is required by
appropriately managing the costs, timescales,
quality, scope, risks and benefits. Its development
has followed widespread consultation and draws
upon real-life experiences in both public and
private sector organizations.

Today, complex projects often involve several
organizations working together in partnership or
through contractual arrangements to achieve the
objectives. PRINCE2 provides a commeon language
between organizations and with external
suppliers. It also allows a focus on the Business
Case, providing a mechanism to define what the
project is trying to achieve, and the rationale and
business justification for it.

This latest version of Managing Successful
Projects with PRINCEZ2 represents an evolution

of the previous manuals. The basic methodology
remains, but by building on comments from users,
this new manual aims to be more accessible and
easier to tailor for specific individual needs.

This new edition covers the principles of PRINCE2,
reinforcing the good practices of successful
projects. The themes describe aspects of project
management that require specific treatment,

and the processes describe the progress through
a project lifecycle from start-up to closure.

It is recommended that you use this manual

in conjunction with the companion volume,
Directing Successful Projects with PRINCEZ2

(TSO, 2009).

The number of people taking PRINCE2
qualifications increases by around 20% year on
year, and it remains a key contributor to the
successful delivery of projects. It is a vital method
for any organization wishing to secure efficient
and effective operational outcomes.

Nigel Smith
Chief Executive

Office of Government Commerce
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Conventions used in this manual

Throughout this manual, the following terms use
title case:

B PRINCE2 themes

B PRINCEZ2 processes

B PRINCEZ2 roles

B Defined management products

Activities within PRINCE2 processes will always
be referred to using the same key words or
phrases, and are not otherwise distinguished,
as they should be evident from their context.
For example, ‘The Project Board will give ad hoc
direction in these circumstances.’

Abbreviations and acronyms have largely been
avoided; however, where they are used, they will
be spelt out in full on first use.

Key points are illustrated like this:

A PRINCEZ project has continued business
justification.

Example techniques are illustrated like this:

Example of a pricritization technique -
MoSCoWW

Each acceptance criterion is rated as either
Must have, Should have, Could have or Won't
have for now (MoSCoW).

All the ‘Must have’ and ‘Should have’
acceptance criteria should be mutually
achievable.









1 Introduction

1.1 THE PURPOSE OF THIS MANUAL

PRINCE2 (Projects in a Controlled Environment) is a
structured project management method based on
experience drawn from thousands of projects — and
from the contributions of countless project sponsors,
Project Managers, project teams, academics, trainers
and consultants. This manual is designed:

B For entry-level project management personnel
wishing to learn about project management
generally and the PRINCEZ method in particular

B For experienced Project Managers and
personnel who wish to learn about the PRINCE2
method

B As a detailed reference source for PRINCE2
practitioners

B As a source of information on PRINCE2 for

managers considering whether to adopt the
method.

The manual covers the questions frequently asked

by people involved in project management and
support roles. These questions include:

What's expected of me?

What does the Project Manager do?

What do | do if things don't go to plan?
What decisions am | expected to make?

What information do | need or must | supply?
Who should | look to for support? For
direction?

How can | tailor the use of PRINCE2 for my
project?

1.2 THE IMPORTANCE OF PROJECTS

A key challenge for organizations in today's world
is to succeed in balancing two parallel, competing
imperatives:

B To maintain current business operations
- profitability, service quality, customer
relationships, brand loyalty, productivity, market
confidence etc. What we term ‘business as usual’
B To transform business operations in order to
survive and compete in the future - looking
forward and deciding how business change

can be introduced to best effect for the
organization.

As the pace of change (technology, business, social,
regulatory etc.) accelerates, and the penalties of
failing to adapt to change become more evident,
the focus of management attention is inevitably
moving to achieve a balance between business as
usual and business change.

Projects are the means by which we introduce
change - and, while many of the skills required
are the same, there are some crucial differences
between managing business as usual and
managing project work.

1.3 WHAT MAKES PROJECTS DIFFERENT?

A project is a temporary organization that is
created for the purpose of delivering one or
more business products according to an agreed
Business Case.

There are a humber of characteristics of project
work that distinguish it from business as usual:

Change Projects are the means by which we
introduce change

Temporary As the definition above states,
projects are temporary in nature. Once the
desired change has been implemented, business
as usual resumes (in its new form) and the need
for the project is removed. Projects should have
a defined start and a defined end
Cross-functional Projects involve a team of
people with different skills working together
(on a temporary basis) to introduce a change
that will impact others outside the team.
Projects often cross the normal functional
divisions within an organization and sometimes
span entirely different organizations. This
frequently causes stresses and strains both
within organizations and between, for example,
customers and suppliers. Each has a different
perspective and motivation for getting involved
in the change
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B Unique Every project is unique. An organization
may undertake many similar projects, and
establish a familiar, proven pattern of project
activity, but each one will be unique in some
way: a different team, a different customer, a
different location. All these factors combine to
make every project unique

B Uncertainty Clearly, the characteristics already
listed will introduce threats and opportunities
over and above those we typically encounter
in the course of business as usual. Projects are
more risky.

1.4 WHY HAVE A PROJECT
MANAGEMENT METHOD?

Project management is the planning, delegating,
monitoring and control of all aspects of the
project, and the motivation of those involved,
to achieve the project objectives within the
expected performance targets for time, cost,
quality, scope, benefits and risks.

It is the development of the project’s deliverables
(known as products in PRINCE2) that deliver the
project’s results. A new house is completed by
creating drawings, foundations, floors, walls,
windows, a roof, plumbing, wiring and connected
services. None of this is project management - so
why do we need project management at all? The
purpose of project management is to keep control
over the specialist work required to create the
project’s products or, to continue with the house
analogy, to make sure the roofing contractor
doesn't arrive before the walls are built.

Additionally, given that projects are the means
by which we introduce business change, and
that project work entails a higher degree of
risk than other business activity, it follows that
implementing a secure, consistent, well-proven
approach to project management is a valuable
business investment.

1.5 INTRODUCING PRINCE2

PRINCEZ is a non-proprietary method and has
emerged worldwide as one of the most widely
accepted methods for managing projects. This

is largely due to the fact that PRINCE2 is truly
generic: it can be applied to any project regardless

of project scale, type, organization, geography or
culture.

PRINCE2 achieves this by isolating the management
aspects of project work from the specialist
contributions, such as design, construction etc.

The specialist aspects of any type of project are
easily integrated with the PRINCE2 method and,
used alongside PRINCE2, provide a secure overall
framework for the project work.

Because PRINCEZ is generic and based on proven
principles, organizations adopting the method

as a standard can substantially improve their
organizational capability and maturity across
multiple areas of business activity — business
change, construction, IT, mergers and acquisitions,
research, product development and so on.

1.5.1 What does a Project Manager do?

In order to achieve control over anything, there
must be a plan. It is the Project Manager who plans
the sequence of activities to build the house, works
out how many bricklayers will be required and so
on.

It may be possible to build the house yourself — but
being a manager implies that you will delegate
some or all of the work to others. The ability to
delegate is important in any form of management
but particularly so (because of the cross-
functionality and risks}) in project management.

With the delegated work under way, the aim is
that it should ‘go according to plan’, but we cannot
rely on this always being the case. It is the Project
Manager's responsibility to monitor how well the
work in progress matches the plan.

Of course, if work does not go according to plan,
the Project Manager has to do something about

it, i.e. exert control. Even if the work is going well,
the Project Manager may spot an opportunity

to speed it up or reduce costs. Whether it is by
taking corrective action or implementing measures
to improve performance, the aim of PRINCEZ is

to make the right information available at the
right time for the right people to make the right
decisions.

1.5.2 What is it we wish to control?

There are six variables involved in any project, and
therefore six aspects of project performance to be
managed.
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B Costs The project has to be affordable and,
though we may start out with a particular
budget in mind, there will be many factors
which can lead to overspending and, perhaps,
some opportunities to cut costs

B Timescales Allied to this, and probably the
next most-frequent question asked of a Project
Manager, is: “‘When will it be finished?

B Quality Finishing on time and within budget is
not much consolation if the result of the project
doesn't work. In PRINCE2 terms, the project's
products must be fit for purpose

B Scope Exactly what will the project deliver?
Without knowing it, the various parties
involved in a project can very often be talking
at cross-purposes about this. The customer may
assume that, for instance, a fitted kitchen and/
or bathroom is included in the price of the
house, whereas the supplier views these as
‘extras’. On large-scale projects, scope definition
is much more subtle and complex. There must
be agreement on the project’s scope and the
Project Manager needs to have a detailed
understanding of what is and what is not
within the scope. The Project Manager should
take care not to deliver beyond the scope as
this is a common source of delays, overspends
and uncontrolled change ('scope creep’)

B Risk All projects entail risks but exactly how
much risk are we prepared to accept? Should
we build the house near the site of a disused
mine, which may be prone to subsidence? If we
decide to go ahead, is there something we can
do about the risk? Maybe insure against it or
have thorough surveys carried out?

B Benefits Perhaps most often overlooked is the
question, "Why are we doing this?' It's not
enough to build the house successfully on time,
within budget and to quality specifications if,
in the end, we can't sell or rent it at a profit
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or live in it happily. The Project Manager has
to have a clear understanding of the purpose
of the project as an investment and make sure
that what the project delivers is consistent with
achieving the desired return.

PRINCE?2 is an integrated framework of processes
and themes that addresses the planning,
delegation, monitoring and control of all these six
aspects of project performance.

1.5.3 The structure of PRINCE2

The PRINCE2 method addresses project
management with four integrated elements of
principles, themes, processes and the project
environment (Figure 1.2).

1 The principles (Chapter 2)

These are the guiding obligations and good
practices which determine whether the project is
genuinely being managed using PRINCE2. There
are seven principles and unless all of them are
applied, it is not a PRINCE2 project.

2 The themes (Chapters 3 to 10)

These describe aspects of project management
that must be addressed continually and in parallel
throughout the project. The seven themes explain
the specific treatment required by PRINCE2 for
various project management disciplines and why
they are necessary.

3 The processes (Chapters 11 to 18)

These describe a step-wise progression through
the project lifecycle, from getting started to
project closure. Each process provides checklists
of recommended activities, products and related
responsibilities.

4 Tailoring PRINCEZ2 to the project
environment (Chapter 19)

This chapter addresses the need to tailor PRINCE2
to the specific context of the project. PRINCE2

is not a ‘one size fits all’ solution; it is a flexible
framework that can readily be tailored to any type
or size of project.

There is a companion guide, Directing Successful
Projects with PRINCE2, which addresses the
PRINCEZ method from the viewpoint of senior
perscnnel, specifically Project Board members.

5
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Figure 1.2 The structure of PRINCE2

1.6 RELATED OGC GUIDANCE

PRINCEZ is part of a suite of guidance developed
by the UK Office of Government Commerce (OGC),
which is aimed at helping organizations and
individuals manage their projects, programmes
and services consistently and effectively. Figure 1.3
outlines the structure of the set.

Where appropriate, OGC methods and guidance
are augmented by qualification schemes, and all
aspects are supported by accredited training and
consultancy services. Details of these best-practice
guides and other relevant guides can be found in
Further Information.

e Business
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PRINCE2 PROCESSES ’

1.6.1 What PRINCE2 does not provide

It is not intended (or possible) for PRINCE2 to cover
every aspect of project management. There are
three broad topic categories which are deliberately
considered to be outside the scope of PRINCEZ:

B Specialist aspects PRINCEZ2's strength is in
its wide applicability — it is entirely generic.
Consequently, industry-specific or type-specific
activity is excluded. Engineering models,
project lifecycles or specific techniques (such
as organizational change management or
procurement) can readily be used alongside
PRINCEZ. PRINCEZ2 categorizes all these aspects

B
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of project work as ‘specialist’ (which means that
the specialist products concerned need to be
identified and included within project scope
and plans)

Detailed techniques There are many proven
planning and control techniques that can

be used in support of the PRINCE2 themes.
Examples are critical path analysis (in planning)
and earned value analysis (in progress

control). Such techniques are well documented
elsewhere. Only techniques that have a specific
PRINCE2 approach are described, e.g. the
product-based planning and quality review
techniques

Leadership capability Leadership, motivational
skills and other interpersonal skills are
immensely important in project management
but impossible to codify in a method.
Leadership styles vary considerably and a style
that works in one situation may be entirely
inappropriate in another. The fact that it is
easy to think of successful leaders who have
adopted very different styles — from autocratic
to consensus-based — bears this out. For this
reason, PRINCE2 cannot address this aspect

of project management directly. There are
many leadership models and interpersonal-
skills training programmes that fulfil this
requirement.

1.7 BENEFITS OF PRINCE2

Before introducing the structure of the method,
it is worthwhile reviewing the key benefits of
adopting PRINCE2:

PRINCE2 embodies established and proven
best practice and governance for project
management

It can be applied to any type of project — and
can easily be implemented alongside specialist,
industry-specific models {'engineering models’
or ‘development lifecycles’)

PRINCE2 is widely recognized and understood,
and therefore provides a common vocabulary
for all project participants — promoting effective
communication

PRINCE2 provides for the explicit recognition
of project responsibilities — so that participants
understand each other’s roles and needs.
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There is a defined structure for accountability,
delegation, authority and communication

Its product focus clarifies (for all parties) what
a project will deliver, why, when, by whom and
for whom

PRINCEZ2 plans are carefully designed to

meet the needs of the different levels in the
management team, improving communication
and control

It is based on a ‘'management by exception’
framework, providing for the efficient and
economic use of management time {whether at
corporate, programme, Project Board or project
management levels)

PRINCEZ2 ensures that participants focus on the
viability of the project in relation to its Business
Case objectives — rather than simply seeing the
completion of the project as an end in itself

It defines a thorough but economical structure
of reports

It ensures that stakeholders (including

sponsors and resource providers) are properly
represented in planning and decision making
Adopting PRINCE2 promotes learning and
continual improvement in organizations
PRINCE2 promotes consistency of project work
and the ability to reuse project assets; it also
facilitates staff mobility and reduces the impact
of personnel changes/fhandovers

PRINCEZ is an invaluable diagnostic tool,
facilitating the assurance and assessment of
project work, troubleshooting and audits
There are scores of accredited training and
consultancy organizations (ATOs and ACOs)
operating worldwide, who can supply

expert support for PRINCE2 projects or for
organizations planning to adopt PRINCE2.
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2 Principles

The purpose of PRINCEZ2 is to provide a project
management method that can be applied
regardless of project scale, type, organization,
geography or culture. This is possible because
PRINCEZ is principles-based. Principles are
characterized as:

B Universal in that they apply to every project

B Self-validating in that they have been proven in
practice over many years

B Empowering because they give practitioners
of the method added confidence and ability
to influence and shape how the project will be
managed.

The principles on which PRINCE2 is based originate
from lessons learned from projects both good and
bad. They provide a framework of good practice
for those people involved in a project. If a project
does not adhere to these principles, it is not being
managed using PRINCE2, because the principles are
the basis of what defines a PRINCE2 project.

The seven PRINCE2 principles can be summarized
as:

Continued business justification

Learn from experience

Defined roles and responsibilities
Manage by stages

Manage by exception

Focus on products

B Tailor to suit the project environment.

It is the adoption of these principles that
characterizes whether a project is using PRINCE2,
not the adoption of processes and documents
alone. The principles facilitate good use of PRINCE2
by ensuring that the method is not applied in

an overly prescriptive way or in name only, but
applied in a way that is sufficient to contribute to
the success of the project.

2.1 CONTINUED BUSINESS JUSTIFICATION

A PRINCEZ2 project has continued business
justification.

A requirement for a PRINCE2 project is that:

B There is a justifiable reason to start it

B The justification should remain valid
throughout the life of the project
B The justification is documented and approved.

In PRINCEZ, the justification is documented in a
Business Case. As a project is inextricably linked
to its business justification, it drives the decision-
making processes to ensure that the project
remains aligned to the business objectives and
benefits being sought.

Organizations that lack rigour in developing
Business Cases may find that some projects

proceed even where there are few real benefits

or where a project has only tentative associations
with corporate strategy. Poor alignment with
corporate strategies can also result in organizations
having a portfolio of projects that have mutually
inconsistent or duplicated objectives.

Even projects that are compulsory (for example, to
comply with new legislation) require justification
of the option chosen, as there may be several
options available that yield different costs, benefits
and risks.

Although the justification should remain valid,
it may change. It is therefore important that the
project and evolving justification remain consistent.

If, for whatever reason, the project can no longer
be justified, the project should be stopped.
Stopping a project in these circumstances is a
positive contribution to an organization as its
funds and resources can be reinvested in other
more worthwhile projects.
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2.2 LEARN FROM EXPERIENCE

PRINCE2 project teams learn from previous
experience: lessons are sought, recorded and
acted upon throughout the life of the project.

Projects involve a temporary organization for a
finite timescale for a specific business purpose. A
common characteristic is that the project includes
an element of uniqueness such that it cannot

be managed by existing line management or
functional units. It is this element of unigqueness
that makes projects challenging as the temporary
team may not have experience of a project like the
one being undertaken.

In PRINCEZ, learning from experience permeates
the method:

B When starting a project Previous or similar
projects should be reviewed to see if lessons
learned could be applied. If the projectis a
first’ for the people within the organization,
then it is even more important to learn from
others and the project should consider seeking
external experience

B As the project progresses The project should
continue to learn. Lessons should be included
in all reports and reviews. The goal is to seek
opportunities to implement improvements
during the life of the project

B As the project closes The project should pass on
lessons. Unless lessons provoke change, they are
only lessons identified (not learned).

It is the responsibility of everyone involved with
the project to seek lessons learned rather than
waiting for someone else to provide them.

2.3 DEFINED ROLES AND
RESPONSIBILITIES

A PRINCEZ2 project has defined and agreed roles
and responsibilities within an organization
structure that engages the business, user and
supplier stakeholder interests.

Projects involve people. No amount of good
planning or control will help if the wrong people
are involved, if the right people are not involved,
or if people involved do not know what's expected
of them or what to expect of others.

A project is typically cross-functional, may involve
more than one organization, and may involve a
mixture of full-time and part-time resources. The
management structures of the parties involved

in the project are likely to be different — with
different priorities, objectives and interests

to protect. The day-to-day line management
structures may not be designed for, or suited to,
project work.

To be successful, projects must have an explicit
project management team structure consisting of
defined and agreed roles and responsibilities for
the people invelved in the project and a means for
effective communication between them.

All projects have the following primary
stakeholders:

B ‘Business’ sponsors who endorse the objectives
and ensure that the business investment
provides value for money

B 'Users’ who, after the project is completed, will
use the products to enable them to gain the
intended benefits

B ‘Suppliers’ who provide the resources and
expertise required by the project (these may be
internal or external).

Therefore, all three stakeholder interests need

to be represented effectively in the project
management team — two out of three is not
enough. If the project costs outweigh the benefits,
the project will fail. Equally, if the outcome of the
project does not meet the users’ or operational
needs, or cannot feasibly be delivered by the
suppliers, failure is inevitable.

The defined project management team structure
unites the various parties in the common aims of
the project. For all those people involved, a defined
project management team structure provides the
answer to the question, "What is expected of me?”



2.4 MANAGE BY STAGES

A PRINCEZ2 project is planned, monitored and
controlled on a stage-by-stage basis.

Management stages provide senior management
with control points at major intervals throughout
the project. At the end of each stage, the project's
status should be assessed, the Business Case and
plans reviewed to ensure that the project remains
viable, and a decision made as to whether to
proceed.

Breaking the project into a number of stages
enables the extent of senior management control
over projects to be varied according to the business
priority, risk and complexity involved. Shorter
stages offer more control, while longer stages
reduce the burden on senior management.

Planning can only be done to a level of detail that
is manageable and foreseeable. A great deal of
effort can be wasted on attempts to plan beyond a
sensible planning horizon. For example, a detailed
plan to show what each team member is doing

for the next 12 months will almost certainly be
inaccurate after just a few weeks. A detailed Team
Plan for the short term and an outline plan for the
long term is a more effective approach.

PRINCEZ2 overcomes the planning horizon issue by:

B Dividing the project into a number of
management stages

B Having a high-level Project Plan and a detailed
Stage Plan (for the current stage)

B Planning, delegating, monitoring and
controlling the project on a stage-by-stage
basis.

PRINCE2 requires there to be a minimum of two
management stages: one initiation stage and one
or more further management stages.
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2.5 MANAGE BY EXCEPTION

A PRINCEZ2 project has defined tolerances for
each project objective to establish limits of
delegated authority.

PRINCE2 enables appropriate governance by
defining distinct responsibilities for directing,
managing and delivering the project and
clearly defining accountability at each level.
Accountability is established by:

B Delegating authority from che management
level to the next by setting tolerances against
six objectives for the respective level of the
plan:

@ Time Plus or minus an amount of time on
the target completion dates

® Cost Plus or minus an amount of the
planned budget

@ Quality Plus or minus degrees off a quality
target {e.g. a product that weighs a target
300 g, with an allowed -5 gto +10 g
tolerance)

® Scope Permissible variation of the plan’s
products (e.g. mandatory requirements plus
or minus desirable requirements)

# Risk Limits on the plan’s aggregated risks
(e.g. cost of aggregated threats to remain
less than 10% of the plan’s budget) or limits
on any individual threat {e.g. a threat to
operational service)

@ Benefit Plus or minus degrees off an
improvement goal (e.g. 30-40% cost
reduction)

B Setting up controls so that if those
tolerances are forecast to be exceeded, they
are immediately referred up to the next
management layer for a decision on how to
proceed

B Putting an assurance mechanism in place so
that each management layer can be confident
that such controls are effective.

This implementation of ‘'management by
exception’ provides for very efficient use of senior
management time as it reduces senior managers’
time burden without removing their control by
ensuring decisions are made at the right level in
the organization.

13
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2.6 FOCUS ON PRODUCTS

A PRINCEZ2 project focuses on the definition and
delivery of products, in particular their quality
requirements.

A successful project is output-oriented not activity-
oriented. An output-oriented project is one that
agrees and defines the project’s products prior

to undertaking the activities required to produce
them. The set of agreed products defines the scope
of a project and provides the basis for planning
and control.

The purpose of a project is to fulfil stakeholder
expectations in accordance with the business
justification, and to do this there must be a
common understanding of the products required
and the quality expectations for them. The purpose
of a project can be interpreted in many different
ways unless there is an explicit understanding

of the products to be produced and the criteria
against which they will be individually approved.

A PRINCEZ2 project uses Product Descriptions to
provide such clarity by defining each product’s
purpose, composition, derivation, format, quality
criteria and quality method. They provide the
means to determine effort estimates, resource
requirements, dependencies and activity schedules.

The ‘product focus’ supports almost every
aspect of PRINCEZ2: planning, responsibilities,
status reporting, quality, change control, scope,
configuration management, product acceptance
and risk management.

Without a product focus, projects are exposed to
several major risks such as acceptance disputes,
rework, uncontrolled change (‘scope creep’), user
dissatisfaction and underestimation of acceptance
activities.

2.7 TAILOR TO SUIT THE PROJECT
ENVIRONMENT

PRINCEZ is tailored to suit the project's
environment, size, complexity, importance,
capability and risk.

The value of PRINCE2 is that it is a universal

project management method that can be applied
regardless of project type, organization, geography
or culture. It can be used by any project because
the method is designed to be tailored to its specific
needs.

If PRINCEZ2 is not tailored, it is unlikely that the
project management effort and approach are
appropriate for the needs of the project. This

can lead to ‘robotic’ project management at one
extreme (the method is followed without question)
or "heroic’ project management at the other
extreme (the method is not followed at all).

The purpose of tailoring is to:

B Ensure the project management method relates
to the project's environment (e.g. aligning the
method to the business processes that may
govern and support the project, such as human
resources, finance and procurement)

B Ensure that project controls are based on
the project’s scale, complexity, importance,
capability and risk (e.g. the reporting and
reviewing frequency and formality).

Tailoring requires the Project Manager and the
Project Board to make an active decision on how
the method will be applied, for which guidance is
provided. When tailoring PRINCEZ, it is important
to remember that it requires information (not
necessarily documents) and decisions (not
necessarily meetings).

To ensure that all those people involved with the
project understand how PRINCE?Z is to be used, the
Project Initiation Documentation should state how
the method is being tailored for that particular
project.






3 Introduction to PRINCE2 themes

3.1 WHAT ARE THE THEMES?

The PRINCE2 themes describe aspects of project
management that must be addressed continually.
Any Project Manager who gives thorough
attention to these themes will fulfil the role in a
professional manner.

However, the strength of PRINCEZ is the way in
which the seven themes are integrated, and this is
achieved because of the specific PRINCE2 treatment

Table 3.1 The PRINCE2 themes

of each theme, i.e. they are carefully designed to
link together effectively.

The PRINCEZ2 processes address the chronological
flow of the project — with actions relating to
different themes mixed together. Here, the logical
thread that runs through each theme is highlighted
and more detailed guidance is provided in order

to amplify the process activities. Table 3.1 lists the
seven PRINCEZ2 themes and the relevant chapter.

Theme Description Answers  Chapter
Business The project starts with an idea which is considered to have potential value for  Why? 4
Case the organization concerned. This theme addresses how the idea is developed

into a viable investment proposition for the organization and how project
management maintains the focus on the organization’s objectives throughout

the project.

Organization The organization sponsoring the project needs to allocate the work to Who? 5
managers who will be responsible for it and steer it through to completion.
Projects are cross-functional so the normal line function structures are not
suitable. This theme describes the roles and responsibilities in the temporary
PRINCEZ project management team required to manage the project effectively.

Quality The initial idea will only be understood as a broad outline. This theme explains  What? 6
how the outline is developed so that all participants understand the quality
attributes of the products to be delivered — and then how project management
will ensure that these requirements are subsequently delivered.

Plans PRINCEZ projects proceed on the basis of a series of approved plans. This How? 7
theme complements the Quality therne by describing the steps required S
to develop plans and the PRINCE2 techniques that should be applied. In How much?

PRINCEZ, the plans are matched to the needs of the personnel at the various

levels of the organization. They are the focus for communication and control

throughout the project. When?

Risk Projects typically entail more risk than stable operational activity. This theme What if? 8
addresses how project management manages the uncertainties in its plans and
in the wider project environment.

Change This theme describes how project management assesses and acts upon issues  What's the 9

which have a potential impact on any of the baseline aspects of the project (its impact?
plans and completed products). Issues may be unanticipated general problems,
requests for change or instances of quality failure.

Progress This theme addresses the ongoing viability of the plans. The theme explains Where are 10
the decision-making process for appraoving plans, the monitoring of actual we now?
performance and the escalation process if events do not go according to plan.  \whare qre
Ultimately, the Progress theme determines whether and how the project should | going?
proceed. T —

Should we

carry on?
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3.2 APPLYING THE THEMES

All seven themes must be applied in a project but
they should be tailored according to the scale,
nature and complexity of the project concerned.

Themes can be tailored ‘up’ or ‘'down’, i.e.
additional detailed documentation and process
discipline can be introduced for complex or
high-risk projects, whereas concise bullet-point
presentations and more informal processes may be
adequate for simple, low-risk projects.

3.3 FORMAT OF THE THEMES

Each of the themes chapters are structured as
follows:

B Purpose Why it is important to the successful
delivery of the project

B Theme defined Terms and definitions used

B The PRINCE2 approach to the theme The
specific treatment of the particular aspect of
project management required for the PRINCE2
processes to be fully effective

B Responsibilities Specific to the key theme for
each PRINCE2 role.






4 Business Case

4.1 PURPOSE

The purpose of the Business Case theme is to
establish mechanisms to judge whether the
project is (and remains) desirable, viable and
achievable as a means to support decision
making in its (continued) investment.

Itis a PRINCE2 principle that a project must have
continued business justification.

The business justification is the reason for the
project. Without it no project should start. If
business justification is valid at the start of a
project, but disappears once it is under way, the
project should be stopped or changed.

In PRINCE2, the business justification is
documented in a Business Case describing the
reasons for the project based on estimated costs,
risks and the expected benefits.

The reasons for undertaking the project must

drive decision making. When projects face changes
or risks, the impact analysis should focus on the
Business Case, remembering that the project is only
a means to an end and not the end itself.

The ongoing and ever-present decision regarding
the Business Case is whether the project can (still)
be justified. This is based on whether the project is
desirable (the cost/benefit/risk balance), viable (the
project can deliver the products) and achievable
(the products can provide the benefits).

The Senior User(s) is responsible for specifying the
benefits and subsequently realizing the benefits
through the use of the products provided by the
project. The Executive is responsible for ensuring
that those benefits specified by the Senior User(s)
represent value for money, are aligned to corporate
objectives, and are capable of being realized.

In PRINCE2, the Business Case is developed at

the beginning of the project and maintained
throughout the life of the project, being formally
verified by the Project Board at each key decision
point, such as end stage assessments, and the
benefits are confirmed as they start to accrue.

In some cases the project may be initiated with

a pre-existing Business Case (from corporate or
programme management), in which case it will be
refined during initiation.

4.2 BUSINESS CASE DEFINED

4.2.1 What is a Business Case?

The Business Case presents the optimum mix of
information used to judge whether the project is
(and remains) desirable, viable and achievable, and
therefore worthwhile investing in.

The Project Board and stakeholders must have
confidence at all times that the project remains
viable. In PRINCE2, the Business Case provides the
vital test of the viability of the project. It provides
the answer to the question: is the investment in
this project still worthwhile?

Since this viability question is ongoing, the Business
Case is not static. It should not be used only to gain
initial funding for a project, but should be actively
maintained throughout the life of the project and
be continually updated with current information
on costs, risks and benefits.

When making investment decisions, it is important
to ascertain what benefits can be gained when,
with what degree of risk and from what level of
investment. Projects should be evaluated on how
well they will contribute to corporate objectives.
Such analysis enables one project to be compared
with another so that the organization can choose
to invest in the best set of projects.

4.2.2 Outputs, outcomes and benefits
In PRINCEZ:

B A project's output is any of the project’s
spedialist products (whether tangible or
intangible)

B An outcome is the result of the change derived
from using the project’s outputs

B A benefit is the measurable improvement
resulting from an outcome that is perceived as
an advantage by one or more stakeholders.
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Example of output, outcome and benefits
Output: New sales system

Outcome: Sales orders are processed more
quickly and accurately

Benefits: Costs are reduced by 10%, volume
of sales orders increased by 15% and revenue
increased by 10% annually.

As the project's outcomes and benefits are often
only realized after the project has closed, it is
unfortunately easy for projects to become focused
solely on creating products (the outputs). The

link from the project’s outputs to outcomes and
benefits should be clearly identified and made
visible to those involved, otherwise the original
purpose of the project can get lost (Figure 4.1).

4.2.3 Types of Business Case

The reasons for undertaking projects vary
enormously and are largely driven by their
environment. The nature of the project will
determine the objectives that will be used to
verify the desirability of the project and later

to confirm that the project’s products have met
those objectives. Such objectives will be measured
differently depending on the type of project, for
example:

B Compulsory project
B Not-for-profit project
B Evolving project

Project
outputs

enable

-
Desired
e OUTCOMES
"
> F 4
. F
i‘{

Side-effects and
consequences

resultin

> A <4
Dis-benefits Strategic
objectives

Figure 4.1 Relationship between outputs,
outcomes and benefits

4

B Customer/supplier project
B Multi-organization project.

Some of these projects may be measured
principally on ‘return on investment’, but others
(particularly the compulsory or not-for-profit
projects) may be measured on other non-financial
benefits.

Regardless of the type of measure being used, the
question remains: for this level of investment, are
the anticipated benefits more desirable, viable
and achievable than the other options available?
For more details on how the project environment
affects the Business Case, see Chapter 19.

4.3 THE PRINCE2 APPROACH TO THE
BUSINESS CASE

In PRINCEZ, the Business Case is developed at

the beginning of the project and maintained
throughout the life of the project, being formally
verified by the Project Board at each key decision
point, such as end stage assessments, and confirmed
throughout the period that the benefits accrue.

In this context:

B Develop means getting the right information
upon which decisions can be made

B Verify means assessing whether the project is
(still) worthwhile

B Maintain means to update the Business Case
with actual costs and benefits and current
forecasts for costs and benefits

B Confirm means assessing whether the intended
benefits have been (or will be) realized.
Confirming benefits will mostly take place post-
project.

The Business Case is at the centre of any impact
assessment of risks, issues and changes by asking
the question: how will this risk, issue or change
affect the viability of the Business Case and the
business objectives and benefits being sought?

4.3.1 Developing the Business Case

In PRINCE2 the Executive is responsible for the
Business Case. It does not necessarily mean that
the Executive writes the Business Case, merely that
the Executive is responsible for ensuring that the
Business Case is written and approved.

Development of the Business Case may be
delegated, for example, to a business analyst or
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perhaps even to the Project Manager. In some
cases, programme management will provide an
approved Business Case as part of the Project
Brief. Whoever is given the task of developing the
Business Case, it is important to ensure that they
have the appropriate business skills required (for
example, understanding the difference between a
cash-flow forecast, a profit-and-loss account and
a balance sheet). If not, then the Project Board
should consider using Project Assurance to assist
with the development of the Business Case.

The outline Business Case is derived from the
project mandate and developed pre-project in
the Starting up a Project process in order to gain
approval by the Project Board in the Directing a
Project process to initiate the project.

The detailed Business Case is derived from the
outline Business Case, the Project Plan (costs,
timescale, products) and the Risk Register. Due to
the inputs required to develop a Business Case, its
development will be iterative. There needs to be an
initial justification to proceed with the project, but
until the project is planned in detail, the outline
Business Case is based on costs and timescales

that are, at best, approximate. Once the costs and
timescales are better understood, it may increase or
decrease the desirability, viability and achievability
of the project and could therefore change the
project approach, leading to some replanning.

4.3.2 Verifying and maintaining the
Business Case

The Business Case drives all decision making by

ensuring that the project remains justified and that

the business objectives and benefits being sought
can be realized.

Maintain
Business Case

To drive the decision making, the Business Case
should be reviewed:

At the end of the Starting up a Project process
by the Project Board in order to authorize
project initiation based on a reasonable
justification

At the end of the Initiating a Project process
by the Project Board in order to authorize the
project

As part of any impact assessment by the Project
Manager of any new or revised issues or risks
In tandem with an Exception Plan by the Project
Board, in order to authorize the revised stage
and the continuation of the project

At the end of each stage by the Project
Manager to determine whether any of the
costs, timescales, risks or benefits need to be
updated

At the end of each stage by the Project

Board, to authorize the next stage and the
continuation of the project

During the final stage by the Project Manager,
to assess the project’s performance against

its requirements and the likelihood that the
outcomes will provide the expected benefits
As part of the benefits review (possibly by
corporate or programme management), to
determine the success of the project outcomes
in realizing their benefits.

It is the responsibility of the Executive to assure
the project’s stakeholders that the project remains
desirable, viable and achievable at all times. The
Executive should not rely on end stage assessments
alone to make this judgement and should use
Project Assurance to assist.
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The investment appraisal section of the Business
Case provides the Project Board with the source
of information to verify that the Business Case
justifies the authorization or continuation of the
project.

Example of an unverified Business Case

A project to build a tourist attraction in London
was justified on the basis of attracting

12 million visitors in its first year. The projected
number of visitors determined the revenue for
the exhibition and, with the project team under
pressure to build a "world class exhibition’,

the project budget was set at a level that

was break-even with 11 million visitors. The
projected 12 million visitors was an untested
assumption and significantly higher than the
actual 4.5 million visitors. In project terms it
was a success — the exhibition opened on time,
was within 5% of cost budget and had all the
facilities that were requested (so therefore met
the acceptance criteria). However, the shortfall
of visitors significantly reduced revenue, which
meant that the necessary government grant
increased from £399 million to £628 million. It
was a commercial and public relations disaster,
illustrating that delivering a project on time,
within budget and to specification based on
unsound benefit assumptions negates the
successful project delivery.

4.3.3 Confirming the benefits
The appreoach to confirming benefits is to:

B |dentify the benefits

B Select objective measures that reliably prove
the benefits

B Collect the baseline measures (from which the
improvements will be quantified)

B Decide how, when and by whom the benefit
measures will be collected.

The Senior User(s) specifies the benefits and is

held to account by demonstrating to corporate

or programme management that the forecast
benefits that formed the basis of project approval
are in fact realized. This may involve a commitment
beyond the life of the project as it is likely that
many benefits will not be realized until after it

has closed.

This poses a dilemma because, once the project
closes, the "temporary organization’ is disbanded
along with the framework (and in particular

the funding and resources) to carry out any
measurement activities.

PRINCE2 overcomes this dilemma through defining
a Benefits Review Plan. The project’s Benefits
Review Plan will use the detailed Business Case to
define the scope, timing and responsibility of a
number of reviews based on the timing and nature
of the expected benefits.

By default, the Executive is responsible for ensuring
that benefits reviews are planned and executed,
but there are circumstances where this may not
always be the case:

B For projects in a programme environment, the
project's Benefits Review Plan may be produced
and executed by the programme, as one of the
roles of the programme is to coordinate the
realization of the benefits of its projects

B If the corporate organization has a centre
of excellence or some form of performance
monitoring unit, it may undertake the
responsibility for measuring benefits of all
projects within the organization

B For post-project measurement activities, the
responsibility for benefits reviews will transfer
from the Executive to corporate or programme
management as the project closes (as the
reviews will need to be funded and resourced).

The Benefits Review Plan is first created by the
Project Manager in the initiation stage and is
submitted to the Project Board for approval

when seeking project authorization. If corporate
or programme management are to manage or
participate in the benefits reviews, the Project
Board may need to seek approval from corporate
or programme management. The Benefits Review
Plan is updated towards the end of each stage
with actual benefits achieved, and a revised plan is
created for any remaining reviews whether within
or beyond the life of the project.

As the Benefits Review Plan may be managed by
the project, corporate or programme management,
PRINCEZ recommends that it is kept separate from
the Project Plan and Stage Plans.

The benefits that can be measured during the
life of a project should be reported by the Project
Manager in the End Stage Report. Any residual



benefits should be re-examined and their forecast
updated as part of the Managing a Stage Boundary
process.

The post-project benefits review(s) will involve
corporate or programme management holding the
Senior User(s) to account by asking them to provide
evidence of how the individual benefits allocated
to them have been gained in comparison to those
benefits promised to justify the cost and risk of the
project when it was authorized. The post-project
benefits review(s) will also review the performance
of the project’s products in operational use and
identify whether there have been any side-effects
(beneficial or adverse) that may provide useful
lessons for other projects.

4.3.4 The contents of a Business Case

The Business Case should describe the reasons for
the project based on estimated costs, risks and
expected benefits. It typically contains:

An executive summary
Reasons

Business options
Expected benefits
Expected dis-benefits
Timescale

Costs

Investment appraisal
Major risks.

The Product Description for a Business Case can
be found in Appendix A. The following sections
provide further guidance for some of the Business
Case content.

4.3.4.1 Reasons

The Business Case should explain the reasons why
the project is required. Ideally, it should be linked
to the organizational context and should explain
how the project will enable the achievement of
corporate strategies and objectives.

The reasons are likely to be defined in the project
mandate. If not, clarification should be sought.
For example, the reason for relocating an office
may be because of changing demographics or
increasing leasing costs, because the firm has
outgrown its current office or to meet new
legislation, such as disability access.
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4.3.4.2 Business options

There are three basic business options concerning
any investment:

B Do nothing
B Do the minimum
B Do something.

‘Do nothing’ should always be the starting option
to act as the basis for quantifying the other options
— the difference between ‘do nothing’ and ‘do the
minimum’f'do something’ is the benefit that the
investment will buy.

The analysis of each option provides the Project
Board and the project's stakeholders with sufficient
information to judge which option presents the
best value for the organization. It provides the
answer to the question: for this level of investment,
are the anticipated benefits more desirable, viable
and achievable than the other options available?

The Business Case for the chosen option should be
continually assessed for desirability, viability and
achievability as any new risks and/or changes may
make one of the other options more justifiable.

4.3.4.3 Expected benefits

The Business Case should list each benefit that

it is cdlaimed would be achieved by the project’s
outcome (for the selected business option). It is
important to define the current status of each
benefit in quantifiable terms so that measurable
improvements can be assessed after the project
has been completed. The Business Case should
define how and when the measurement of the
improvement can be made. For example, one of
the benefits of relocating the office could be a
saving in hotel conferencing costs, but only if the
new site has more conference rooms.

Benefits can be financial and non-financial
(sometimes referred to as cashable and non-
cashable). Regardless of whether they are financial
or non-financial, benefits should be:

B Aligned to corporate objectives and strategy

B Mapped from the outputs and outcomes
provided by the project

B Quantified (with tolerance)

B Measurable

B Assigned.
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Clear responsibility for benefits, collectively and
individually, is a key requirement for successful
benefits realization. The Senior User(s) is
responsible for the set of benefits within their
respective areas, but responsibility for individual
benefits should be assigned to an appropriate
person, ideally from within the group of users
affected by that benefit.

The list of expected benefits will influence the
set of products that the project will provide. The
project should not include any products that

do not directly or indirectly enable the sought-
after benefits to be achieved. Mapping products
to outcomes and subsequently to benefits aids
decision making in the planning and control of
the project. Such mapping enables decisions to
be made based on the impact of the realization
of the expected benefits, i.e. the justification for
undertaking the project.

Wherever possible, benefits should be expressed
in tangible ways. The Senior User or Executive may
define many benefits as intangible (for example,
"happier staff’). It is worth making the effort to
think carefully about intangible benefits to see
whether they can be expressed in measurable
ways. In this example, "happier staff’ may translate
into reduced staff turnover andfor less time off
for stress-related problems. Both of these can be
converted into a likely monetary saving.

The quantification of benefits enables benefits
tolerance to be set (e.g. a 10-15% increase in sales)
and the measurability of the benefits ensures that
they can be proven. If the project includes benefits
that cannot be proven, then it is impossible to
judge whether the project:

B Has been a success
B Has provided value for money
B Should be {or have been) initiated.

There are many ways to verify the expected
benefits. For example, sensitivity analysis can be
used to determine whether the Business Case is
heavily dependent on a particular benefit. Ifit s,
this may affect project planning, monitoring and
control activities, and risk management, as steps
would need to be taken to protect that specific
benefit.

Another example is to define three views of the
achievement of the benefits, i.e. what are we really
expecting, what might we achieve if things went
well, and what might be the worst-case scenario?

The last might be affected by building into the
costs an allowance for estimating inaccuracies,
changes and risks. This analysis usually reveals
whether benefit expectations are reasonable

or overoptimistic. The result of this analysis can
lead to revision of the decision to go ahead with
the project, which in turn would form a basis for
setting any benefit tolerance.

Once the benefits are defined, the activities to
establish and collect the measures should be
described in the Benefits Review Plan.

4.3.4.4 Expected dis-benefits

A dis-benefit is an outcome perceived as negative
by one or more stakeholders. Dis-benefits are
actual consegquences of an activity whereas, by
definition, a risk has some uncertainty about
whether it will materialize.

For example, a decision to merge two elements of
an organization onto a new site may have benefits
(e.q. better joint working), costs (e.g. expanding
one of the two sites) and dis-benefits (e.g. drop in
productivity during the merger). These would all
need to be considered and valued as part of the
investment appraisal.

4.3.4.5 Timescale

Corporate and/or programme management will
wish to know:

B Over what period the project costs will be
incurred

B Over what period the cost/benefits analysis will
be based

B When the organization can expect to accrue
benefits

B What the earliest/latest feasible start date is

B What the earliest/latest feasible completion
date is.

Identifying the timescale requirement for a project
can help identify tolerances and timings for
benefits reviews.

4.3.4.6 Costs

The Business Case should summarize the costs
derived from the Project Plan together with the
assumptions upon which they are based. The
costs should also include details of the ongoing
operations and maintenance costs and their
funding arrangements.



4.3.4.7 Investment appraisal

With the information in the Business Case,

it is possible and necessary to compare the
development, operations and maintenance costs
with the value of the benefits over a period of
time {often referred to as an investment appraisal).
The investment appraisal period may be a fixed
number of years or the useful life of the products.
The commissioning authority may have prescribed
accounting rules defining how the investment will
be appraised.

The investment appraisal should cover both the
project costs (to produce the required products and
the project management costs) and the ongoing
operations and maintenance costs. For example,
the estimated costs for office relocation could
cover the project costs for the relocation activities,
new stationery costs, penalties for terminating
service agreements on the current premises, and
the increase in rent/rates and service costs for the
new premises.

4.3.4.8 Major risks

Any opportunity is likely to be offset by an element
of risk. Therefore in order to make the judgement
of 'business justification’, the Project Board needs
to understand not only the benefits and the project
costs, but the set of risks that may either reduce/
enhance the benefits or reduce/increase the cost.

The Business Case should include a summary of
the aggregated risks (and it is suggested that

this is in the form of a summary risk profile) and
highlight the major risks that will have an effect
on the business objectives and benefits (therefore
covering both the project delivery and the ongoing
operations and maintenance). For example,

the risks for the office relocation could include
unforeseen moving costs (e.g. asbestos removal) or
impact on business continuity (e.g. loss of key staff
unwilling to relocate).

4.4 RESPONSIBILITIES

Table 4.1 outlines the responsibilities relevant to
the Business Case theme. Refer to Appendix C for
further details of project management team roles
and their associated responsibilities.
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Investment appraisal techniques

Investment appraisal techniques include:

Through-life costs Analysing the total cost of
implementation and any incremental operations
and maintenance costs

Net benefits Analysing the total value of the

benefits less the cost of implementation and
ongoing operation calculated over a defined
period

Return on investment (ROI) Profits or savings
resulting from investments (this is the same as
net benefits if the benefits were only financial)

Payback period Calculating the period of time
required for the ROl to ‘repay’ the sum of the
original investment

Discounted cash flow A means of expressing
future benefits based on the current value
of money. Sometimes discounted cash flows
include risk adjustments as the business may
not be confident that all the benefits will
materialize

Net present value The total value of discounted
future cash inflows less the initial investment.
For example, if inflation is at 6%, the value of
money halves approximately every 12 years.

If a project is forecasting a £500,000 benefit

to materialize in year 12, then it is only worth
£250,000 in today's money

Sensitivity analysis Business Cases are based
on uncertain forecasts. In order to identify
how robust the Business Case is, it is useful to
understand the relationship between input
factors (e.g. project costs, timescale, quality,
scope, project risk) and output (e.g. operations
and maintenance costs, business benefits and
business risk). Sensitivity analysis involves
tweaking the input factors to model the point
at which the output factors no longer justify
the investment. For example, the project is
worthwhile if it can be done in four months,
but ceases to be worthwhile if it were to take
six months.
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Table 4.1 Responsibilities relevant to the Business Case

Role Responsibilities

Corporate or Provide the project mandate and define any standards to which the Business Case needs to
programme be developed.

management Hold the Senior User(s) to account for realizing the post-project benefits enabled by the

project’s products.

Responsible for the Benefits Review Plan (post-project).

Executive Responsible for the Business Case for the duration of the project.

Respansible for the Benefits Review Plan (for the duration of the project) unless being
managed by corporate or programme management.

Oversee the development of a viable Business Case, ensuring that the project is aligned with
corporate strategies, and secure the funding for the project.

Senior User(s) Responsible for specifying the benefits upon which the Business Case is approved.

Ensure the desired outcome of the project is specified.

Ensure that the project produces products which deliver the desired outcomes.

Ensure that the expected benefits {derived from the project’s outcomes) are realized.

Provide actual versus forecast benefits statement at the benefits reviews.

Senior Supplier(s) Responsible for the supplier Business Case(s) (if they exist) — see section 19.6.1.1.

Confirm that the products required can be delivered within the expected costs and are viable.

Project Manager Prepare the Business Case on behalf of the Executive.

Conduct impact analysis of any new or revised issues or risks that affect the project’s
desirability, viability or achievability against the original basis for approving the project.

Assess and update the Business Case at the end of each management stage.

Assess and report on project performance at project closure.

Project Assurance Assist in the development of the Business Case.

(business assurance

Verify and monitor the Business Case against external events and project progress.
responsibilities) i g project prog

Ensure the project fits with overall programme or corporate strategy.

Monitor project finance on behalf of the customer.

Ensure the value-for-money solution is constantly reassessed.

Monitor changes to the Project Plan to identify any impact on the needs of the business or
the Business Case.

Review the impact assessment of potential changes on the Business Case and Project Plan.

Verify and monitor the Benefits Review Plan for alignment to carporate or programme
management.

Project Support The Business Case should have a baseline and therefore be under configuration
management. Project Support should advise the Project Manager of any proposed or actual
changes to products that affect the Business Case.
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5.1 PURPOSE

The purpose of the Organization theme is to
define and establish the project’s structure of
accountability and responsibilities (the who?).

PRINCEZ is based on a customer/supplier
environment. It assumes that there will be a
customer who will specify the desired result and
probably pay for the project, and a supplier who wiill
provide the resources and skills to deliver that result.

Every project needs effective direction,
management, control and communication.
Establishing an effective project management
team structure and strategy for communication at
the beginning of a project, and maintaining these
throughout the project’s life, are essential elements
of a project’s success.

One of the principles of PRINCEZ is that all projects
must have a defined organizational structure to
unite the various parties in the common aims

of the project and to enable effective project
governance and decision making.

A successful project management team should:

B Have business, user and supplier stakeholder
representation

B Ensure appropriate governance by defining
responsibilities for directing, managing and
delivering the project and clearly defining
accountability at each level

B Have reviews of the project roles throughout
the project to ensure that they continue to be
effective

B Have an effective strategy to manage
communication flows to and from stakeholders.

5.2 ORGANIZATION DEFINED

5.2.1 Project

PRINCE2 defines a project as ‘a temporary
organization that is created for the purpose of
delivering one or more business products according
to an agreed Business Case’. It needs to be flexible

and is likely to require a broad base of skills for a
comparatively short period of time.

5.2.2 Programme

A project can be run as a stand-alone entity or

can be part of a programme of related projects. A
programme is a temporary flexible organizational
structure created to coordinate, direct and oversee
the implementation of a set of related projects and
activities, in order to deliver outcomes and benefits
related to the organization’s strategic objectives. It
is likely to have a longer life than a single project.
A project which forms part of a programme may
be impacted by the programme structure and
reporting requirements.

5.2.3 Corporate organization

A project may or may not form part of a
programme. It will, however, exist within the wider
context of a corporate organization. Corporate
organizational structures can vary from ‘traditional’
functional structures, where staff are organized

by type of work (for example, marketing, finance,
sales etc., where there are clear reporting lines),

to project-focused corporate organizations, which
work with project teams as a norm, to variationsin
between.

5.2.4 Roles and jobs

In order to be flexible and meet the needs of
different environments and different project
sizes, PRINCE2 does not define management jobs
to be allocated to people on a one-to-one basis.

It defines roles, each of which is defined by an
associated set of responsibilities. Roles might be
shared or combined according to the project's
needs but the responsibilities must always be
allocated. When combining roles, consideration
should be given to any conflicts of responsibilities,
whether one person has the capacity to undertake
the combined responsibilities, and whether any
bottlenecks might be created as a result.

5.2.5 Three project interests

The PRINCE2 principle of defined roles and
responsibilities states that a PRINCE2 project
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will always have three primary categories of
stakeholder, and the interests of all three must be
satisfied if the project is to be successful. Figure

5.1 shows the three primary interests which make
up the Project Board. PRINCE2 recommends that
for completeness the Project Board should include
representation from each of the business, user and
supplier interests at all times.

The
project

\/

Figure 5.1 The three project interests

B Business The products of the project should
meet a business need which will justify the
investment in the project. The project should
also provide value for money. The business
viewpoint therefore should be represented to
ensure that these two prerequisites exist before
a project commences and remain in existence
throughout the project. The Executive role is
defined to look after the business interests

B User PRINCEZ makes a distinction between
the business interests and the requirements
of those who will use the project's outputs.
The user viewpoint should represent those
individuals or groups for whom some or all of
the following will apply:

® They will use the outputs of the project
to realize the benefits after the project is
complete

® They will operate, maintain or support the
project’s outputs

® The outputs of the project will impact them

The user presence is needed to specify the
desired outputs and ensure that the project
delivers them. The Senior User(s) will represent
this stakeholder interest on the Project Board

B Supplier The creation of the project's outputs
will need resources with certain skills. The
supplier viewpoint should represent those who
will provide the necessary skills and produce
the project product. The project may need to

use both in-house and external supplier teams
to construct the project product. The Senior
Supplier(s) will represent this stakeholder
interest on the Project Board.

The level of overlap between the interests of the
business, user and supplier will change according to
the type of corporate organization and project. For
example, if a project uses an in-house supplier, the
business and supplier interests will be more likely
to have overlapping interests than if an external
supplier is used.

Note the term "customer’ is also used in PRINCEZ,
normally in the context of a commercial customer/
supplier relationship. ‘Customer’ can usually be
interpreted as a collective term for the business
and user interests. However, cne example of an
exception to this broad rule would be where an
organization is developing a new product to bring
to market. In this case, the business interest is
aligned with that of the supplier and ‘customer’
equates simply with ‘users’. Where the user interest
is external to the organization sponsoring the
development, as in this example, it still needs to

be represented in some way — perhaps by the sales/
marketing function.

As well as the primary categories of business, user
and supplier interests which should be represented
on the Project Board, there will be a wider range
of stakeholders which may affect, or be affected
by, the project. These stakeholders may be internal
or external to the corporate crganization and may
support, oppose or be indifferent to the project.
Effective engagement with these stakeholders is
key to a project’s success (see section 5.3.5).

5.3 THE PRINCE2 APPROACH TO
ORGANIZATION

5.3.1 Levels of organization

The level of management required to make
decisions and commitments may be too busy to be
involved on a day-to-day basis with the project. But
projects need day-to-day management if they are to
be successful. PRINCE2 separates the direction and
management of the project from the delivery of the
project’s outputs, concentrating on the former and
using the principle of management by exception.

The project management structure has four levels,
three of which represent the project management
team and the fourth which sits outside of the



Directing — Project Board

Managing — Project Manager

Delivering — Team Manager

Project rLanageant team

Figure 5.2 The four levels of management within
the project management structure

project. Figure 5.2 illustrates these four levels of
management.

The four levels of management are:

B Corporate or programme management This level
sits outside the project management team
but will be responsible for commissioning the
project, including identifying the Executive
and defining the project-level tolerances
within which the Project Board will work. This
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information should, if possible, be documented

in the project mandate

Directing The Project Board is responsible

for the overall direction and management of

the project within the constraints set out by

corporate or programme management. The

Project Board is accountable for the success of

the project. As part of directing the project, the

Project Board will:

@ Approve all major plans and resources

® Authorize any deviation that exceeds or is
forecast to exceed stage tolerances

@ Approve the completion of each stage and
authorize the start of the next stage

@ Communicate with other stakeholders

Managing The Project Manager is responsible
for the day-to-day management of the
project within the constraints set out by the
Project Board. The Project Manager's prime
responsibility is to ensure that the project
produces the required products in accordance
with the time, cost, quality, scope, risk and
benefit performance goals

Corporate or programme management

Project Board
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Figure 5.3 Project management team structure
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Delivering While the Project Manager is
responsible for the day-to-day management

of the project, team members are responsible
for delivering the project’s products to an
appropriate quality within a specified timescale
and cost. Depending on the size and complexity
of the project, the authority and responsibility
for planning the creation of certain products
and managing a team of specialists to produce
those products may be delegated to a Team
Manager.

5.3.2 The project management team

5.3.2.1 Project management team structure

A project management team is a temporary
structure specifically designed to manage the
project to its successful conclusion. The structure
allows for channels of communication to decision-
making forums and should be backed up by role
descriptions that specify the responsibilities, goals,
limits of authority, relationships, skills, knowledge
and experience required for all roles in the project
management team. Figure 5.3 illustrates the
structure of the project management team and its
reporting lines.

The Executive (representing the business
viewpoint) and Senior User (representing the user
viewpoint) roles can often be combined. In such
cases, to avoid any conflict, two individuals could
be appointed to carry out Project Assurance, one
looking after the user interests and the other
representing the business interests.

Some of the PRINCE2 responsibilities cannot be
shared or delegated if they are to be undertaken
effectively. For example:

The Project Manager and Executive roles cannot
be shared. The Executive cannot also be the
Project Manager and there cannot be more
than one Executive or Project Manager

The Project Manager and Project Board
decision-making accountability cannot be
delegated.

PRINCE2 provides role description outlines in
Appendix C, which should be tailored to the
needs of the specific project and each specific
appointment.

5.3.2.2 Project Board

Together, the Executive, Senior User(s) and Senior
Supplier(s) make up the Project Board. The Project
Board has authority and responsibility for the
project within the instructions (initially contained
in the project mandate) set by corporate or
programme management.

PRINCE2 defines the duties of the Project Board as:

Being accountable for the success or failure of
the project in terms of the business, user and
supplier interests

Providing unified direction to the project. As
one of the key responsibilities of the Project
Board is to provide direction to the Project
Manager, it is important that all members have
a unified view as to what the direction should
be

Delegating effectively, using the PRINCE2
organizational structure and controls designed
for this purpose

Facilitating integration of the project
management team with the functional units
of the participating corporate or external
organizations

Providing the resources and authorizing the
funds necessary for the successful completion of
the project

Ensuring effective decision making

Providing visible and sustained support for the
Project Manager

Ensuring effective communication both

within the project team and with external
stakeholders.

Further guidance on these duties can be found in
0OGC's Directing Successful Projects with PRINCE2
(TSO, 2009).

A good Project Board should display four key
characteristics:

Authority The members of the Project Board
should be senior enough within the corporate
organization to make strategic decisions
about the project. As the Project Board is
accountable for the project, the individuals
chosen must have sufficient authority to make
these decisions and to provide resources to the
project, such as personnel, cash and equipment.
The managerial level required to fill the roles
will depend on factors such as the budget,
scope and importance of the project



B Credibility The credibility of the Project Board
members within the corporate organization will
affect their ability to direct the project

B Ability to delegate A key part of the Project
Board's role is to ensure that the Project
Manager is given enough ‘space’ to manage the
project by keeping Project Board activity at the
right level. Project Board members should not
be involved in the detail of how the project is
managed, nor in the specialist content of the
project

B Availability Project Board members who meet
all the above characteristics are of little value
to the project if they are not available to make
decisions and provide direction to the Project
Manager.

Project Board members are often from senior
management positions, and their Project Board
responsibilities will be in addition to their normal
responsibilities. The concept of management by
exception allows the Project Manager to keep
them regularly informed of project progress but
only requires decision making at key points in the
project.

The frequency and detail of communication
required by the Project Board during a project
should be documented in the Communication
Management Strategy. Project Board members may
require more detailed or frequent information at
the start of the project. As the project progresses,
and the Project Board becomes more comfortable
with the progress being achieved, the requirement
for frequent or detailed Highlight Reports may
reduce. It is important to review the level and
frequency of reporting for each stage during the
Managing a Stage Boundary process.

Executive

Although the Project Board is responsible for

the project, the Executive (supported by the
Senior User(s) and Senior Supplier(s)) is ultimately
accountable for the project’s success and is the
key decision maker. The Project Board is not a
democracy controlled by votes.

The Executive’s role is to ensure that the project

is focused throughout its life on achieving its
objectives and delivering a product that will
achieve the forecasted benefits. The Executive has
to ensure that the project gives value for money,
ensuring a cost-conscious approach to the project,
balancing the demands of the business, user and
supplier.
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The Executive is appointed by corporate or
programme management during the pre-project
process of Starting up a Project. The role of the
Executive is vested in one individual, so that
there is a single point of accountability for the
project. The Executive will then be responsible
for designing and appointing the rest of the
project management team, including the other
members of the Project Board. If the project is
part of a programme, corporate or programme
management may appoint some or all Project
Board members.

Throughout the project, the Executive is
responsible for the Business Case.

Senior User

The Senior User(s) is responsible for specifying the
needs of those who will use the project’s products,
for user liaison with the project management team
and for monitoring that the solution will meet
those needs within the constraints of the Business
Case in terms of quality, functionality and ease of
use.

The role represents the interests of all those who
will use the project’s products (including operations
and maintenance), those for whom the products
will achieve an objective, or those who will use

the products to deliver benefits. The Senior User
role commits user resources and monitors products
against requirements. This role may require more
than one person to cover all the user interests. For
the sake of effectiveness the role should not be
split between too many people.

The Senior User(s) specifies the benefits and is
held to account by demonstrating to corporate
or programme management that the forecasted
benefits that were the basis of project approval
are in fact realized. This is likely to involve a
commitment beyond the end of the project’s life.

Senior Supplier

The Senior Supplier(s) represents the interests of
those designing, developing, facilitating, procuring
and implementing the project’s products.

This role is accountable for the quality of products
delivered by the supplier(s} and is responsible for
the technical integrity of the project. This role will
include providing supplier resources to the project
and ensuring that proposals for designing and
developing the products are feasible and realistic.
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In most cases, the Senior Supplier also represents
the interests of those who will maintain the
specialist products of the project after closure,

e.g. engineering maintenance and support.
Exceptions to this do occur, e.g. when an external
supplier is delivering products to a customer who
will maintain them in servicefoperation —in this
instance the operations and maintenance interests
are more likely to be represented by a Senior User.
In fact, the distinction is not really important; what
matters is that operations, service and support
interests are represented appropriately from the
outset.

If necessary, more than one person may be
required to represent the suppliers.

5.3.2.3 Project Assurance

The Project Board is responsible, via its Project
Assurance role, for monitoring all aspects of the
project’'s performance and products independently
of the Project Manager.

Project Board members are responsible for the
aspects of Project Assurance aligned to their
respective areas of concern — business, user or
supplier. If they have sufficient time available, and
the appropriate level of skills and knowledge, they
may conduct their own Project Assurance tasks,
otherwise they may appoint separate individuals to
carry these out.

The Project Board may alsc make use of other
members of the corporate organization taking
specific Project Assurance roles, such as appeinting
the corporate quality manager to monitor the
quality aspects of the project. Project Board
members are accountable for the Project Assurance
actions aligned to their area of interest, even if
they delegate these to separate individuals.

Project Assurance is not just an independent
check, however. Personnel involved in Project
Assurance are also responsible for supporting the
Project Manager, by giving advice and guidance
on issues such as the use of corporate standards or
the correct personnel to be involved in different
aspects of the project, e.qg. quality inspections or
reviews.

Where Project Assurance tasks are shared between
Project Board members and other individuals, it is
important to clarify each person’s responsibilities.
Anyone appointed to a Project Assurance role
reports to the Project Board member overseeing

the relevant area of interest, and must be
independent of the Project Manager. The Project
Board should not assign any Project Assurance roles
to the Project Manager.

As part of its function to monitor all aspects of the
project’s performance and products independently
of the Project Manager, Project Assurance should
be involved in all of the PRINCEZ2 processes.

5.3.2.4 Change Authority

One consideration at project initiation should

be who is permitted to authorize requests for
change or off-specifications. It is the Project
Board's responsibility to agree to each potential
change before it is implemented. In a project
where few changes are envisaged, it may be
reasonable to leave this authority in the hands

of the Project Board. But projects may be in a
dynamic environment, where there are likely to be,
for example, many requests to change the initial
agreed scope of the project. Technical knowledge
may also be needed to evaluate potential changes.

The Project Board needs to decide before the
project moves out of the initiation stage if it
wishes to delegate some authority for approving or
rejecting requests for change or off-specifications.

To facilitate this, the Project Board should define in
the Configuration Management Strategy a scale of
severity ratings for requests for change. Depending
on the severity, the request for change could be
handled by:

B Corporate or programme management
B The Project Board

B Delegating to a Change Authority

B Delegating to the Project Manager.

These delegated authorities must be written into
the appropriate role descriptions. For projects

that exist within a programme, the programme
management should define the level of authority
that the Project Board will have in order to be able
to approve changes.

The Project Manager and/or the people with
delegated Project Assurance responsibilities may
act as the Change Authority. Refer to Chapter 9 for
more information on changes.



Example of a Change Authority

A Project Manager is given authority to approve
changes to individual products only if the
changes would:

B Cost less than a pre-arranged limit

B Impact the project timescales by no more
than one week

B Not require any changes to the Project
Product Description or any other product.

Any changes that fall outside of these limits
would have to be escalated to the Project
Board.

5.3.2.5 Size of the Project Board

The Executive, supported by the Project Manager, is
responsible for agreeing a suitable team structure
and tailoring it to the project’s size, risk and
complexity. The Project Board needs to represent
all of the interested parties in the corporate
organization, and involve any suppliers (internal or
external) that have been identified.
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On a large project, tailoring the project
management team could mean breaking the
PRINCE2 roles into multiple appointments — for
example, several Senior Users or Senior Suppliers
could be appointed. However, it is good practice
to keep the size of the Project Board as small

as possible while still representing all business,
user and supplier interests. To avoid enlarging

the Project Board, user or supplier groups could

be used to maintain broad-ranging senior
management involvement in those projects that
impact on a large user or supplier community.
These groups discuss user or supplier issues and
risks, and pass recommendations to the Senior
User(s) or Senior Supplier(s) on the Project Board. If
a user or supplier group is involved, it is important
to define at the outset who is authorized to
represent its collective view and how this will
operate. It may also be appropriate to appoint
members of these groups to user or supplier Project
Assurance; multiple individuals can fulfil Project
Assurance roles. The commercial context will also
affect the project's organizational structure {e.q. if
a prime contractor is appointed).

User Project Board Supplier
groups groups

Senior User Executive Senior Supplier

/" '

/o '
User . ( \ : \1 Supplier
repres1entatlve s “ ; L' representative
(area 1) -.,... \ 5 'I “.'.- (area 1)
User RLTY i Pt Supplier
representative ] ] ) . ] representative
(area 2) User Project Business Project Supplier Project (area 2)

Assurance Assurance Assurance

From the custorner
From the supplier

Lines of authority

Al B

Project Assurance responsibility

"TTI11] Lines of support/advice

Within the project management team

Figure 5.4 Possible reporting structure using user and supplier groups
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Figure 5.4 shows a potential project-reporting
structure which includes user and supplier groups.

Producing a matrix of stakeholders against the
project’s products also helps split the project
stakeholders (who need to be engaged as part of
the Communication Management Strategy) from
the project decision makers (who need to be on
the Project Board).

The decision on whether to include external
suppliers on the Project Board may be a cultural
one based on fear of divulging commercial or
financial information. Leaving them out of the
Directing a Project process could cause delays
due to the lack of supplier resources to deal with
change and to address specialist issues. It is the
Executive's decision as to how this dilemma is
solved practically.

5.3.2.6 Project Manager

The Project Manager is the single focus for day-
to-day management of a project. This person has
the authority to run the project on behalf of the
Project Board within the constraints laid down by
the Project Board. In a PRINCE2 environment the
Project Manager role should not be shared.

The Project Manager will normally come from the
customer corporate organization, but there may
be projects where the Project Manager comes
from the supplier. Refer to Chapter 19 for more
information on customer/supplier relationships.

The Project Manager is responsible for the work of
all the PRINCE2 processes except for the Directing
a Project process, and appointing the Executive
and the Project Manager in the pre-project process
Starting up a Project. The Project Manager also
delegates responsibility for the Managing Product
Delivery process to the Team Manager(s).

The Project Manager manages the Team Managers
and Project Support, and is responsible for liaison
with Project Assurance and the Project Board. In
projects with no separate individual allocated to

a Team Manager role, the Project Manager will

be responsible for managing work directly with
the team members involved. In projects with no
separate Project Support role, the support tasks
also fall to the Project Manager, although they may
be shared with team members.

As the single focus for the day-to-day management
of a project, there are many different aspects to
the Project Manager role. Figure 5.5 shows some of
these different facets.

Line management
Strateqgy Cost management

Teamwork Communication

Project

Planning .

Quality

Monitoring Product status

liser neads Product vs project heeds

Changes

Figure 5.5 The many facets of the Project Manager
role

5.3.2.7 Team Manager

The Team Manager’s primary responsibility is to
ensure production of those products allocated by
the Project Manager. The Team Manager reports
to, and takes direction from, the Project Manager.

The Team Manager role may be assigned to the
Project Manager or a separate person. There are
many reasons why the Project Manager may decide
to appoint other people to be Team Managers
rather than undertake the role themselves. Among
these are the size of the project, the particular
specialist skills or knowledge needed for certain
products, geographical location of some team
members and the preferences of the Project Board.
The Project Manager should discuss the need for
separate individuals as Team Managers with the
Project Board and, if required, should plan the role
at the start of the project during the Starting up a
Project process, or for each stage in the Managing
a Stage Boundary process.

PRINCE2 uses Work Packages to allocate work to
Team Managers or team members. They can be
used formally or informally depending on the
needs of the project. In addition to the information
included in Appendix A, a Work Package can
include items such as resource costs, accounting
codes, allocated resources and other management
information. Defining the deliverables at the
appropriate level will also assist new Team
Managers in becoming more effective as it is clear
what has to be produced, and with the definition
of reporting frequency and method, the feedback
from the Team Manager can be clearly controlled.



If the Team Manager comes from the supplier
corporate organization, there could be a reporting
line to a Senior Supplier. It is vital that any such
links are understood to avoid conflicts of interest
and any undermining of the Project Manager’s
authority.

The structure of the project management team
does not necessarily reflect line function or
seniority but represents roles on the project. A
Team Manager, for example, may be more senior
in the corporate organization than the Project
Manager, or may be a senior representative from
an external supplier. In the context of the project,
however, the Team Manager reports to, and takes
direction from, the Project Manager.

5.3.2.8 Project Support

Project Support is the responsibility of the Project
Manager. If required, the Project Manager can
delegate some of this work to a Project Support
role: this may include providing administrative
services or advice and guidance on the use of
project management tools or configuration
management. It could also provide specialist
functions to a project such as planning or risk
management. Unless performed by a corporate
or programme management function, Project
Support is typically responsible for administering
any configuration management procedure and
tools as defined in the Configuration Management
Strategy.

It is important to stress that the role of Project
Support is not optional, but the allocation of

a separate individual or group to carry out the
required tasks is. Project Support defaults to the
Project Manager if it is not otherwise allocated.

Some corporate organizations may have a project
office (a temporary office set up to support the
delivery of a specific project) or similar structure,
which can fulfil some or all of the Project Support
role. Refer to OGC's Portfolio, Programme and
Project Offices (P30®) for further information on
the use of a project office.

Project Support and Project Assurance roles
should be kept separate in order to maintain the
independence of Project Assurance.

5.3.2.9 Dealing with changes to the project
management team

Ideally, the Project Manager and Project Board
members should stay with the project throughout
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its life. In practice, however, this may not always
be possible and the project management team
may change during the project. A clearly defined
team structure, together with comprehensive role
descriptions outlining the responsibilities for each
role, should help to alleviate disruption caused by
project management team changes.

The use of management stages also allows a
smooth transition for changes to the project
management team. Project roles should be
reviewed for the next stage during the Managing
a Stage Boundary process. The use of End Stage
Reports and Stage Plans can help to ensure

that any handover procedure is thorough and
well documented. Although ideally the Project
Executive and Project Manager should stay with
the project throughout its lifecycle, a stage
boundary provides an opportunity to hand over
the role during the project if this is necessary.

Example of changes to the project management
team

A project may include a procurement

stage, during which a supplier is selected

to develop some of the project’s products.
Before the supplier has been selected, a
senior representative from the procurement
department may represent the Senior
Supplier on the project. After the supplier has
been selected and the project moves to the
development stage, a senior representative
from the selected supplier's organization could
be included on the team as a Senior Supplier.

5.3.3 Working with the project team

5.3.3.1 Balancing the project, team and
individual
People are crucial to the success of a project. Itis
not enough to have the required processes and
systems in place: if the people on a project do not
work effectively together, then the chances of the
project’s success are severely restricted. Knowledge
of different types of personalities and how these
work together can help the Project Manager to
structure balanced teams that can work together
effectively during a project.

Different people have different characteristics, and
certain types of people are more suited to certain
roles. In a given environment, some combinations
of personality types work better than others.
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Example of team building using different
personalities

Some people are very sociable and enthusiastic,
generating many different ideas. Others

are more analytical, skilled in detailed work
and ensuring no tasks get missed. While it

is not usually possible to change people’s
characteristics, it is possible to balance a team
so that it has an appropriate mix of personality
types to enable tasks to be completed
effectively. Project Managers who know the
natural roles of the team members can use
that knowledge to build effective teams
during the Starting up a Project process for the
management team and the Initiating a Project
process when identifying team members. It

is important to achieve the correct balance:

for example, a team consisting of only ‘ideas’
people risks losing focus on the detail of tasks
which need to be performed. Conversely, a
team made up of only ‘detailed’ people may
lack a strategic overview of a solution.

5.3.3.2 Training needs for project teams

At the start of the project, team members may
need training. This could include training on
any processes and standards to be used on the
project (such as configuration management
procedures, quality methods, progress reporting
and other project-specific areas), or it could

be an introduction to the project and its goals
designed to motivate the team members. Project
Board members may also need training on

their roles, including what is expected of them
and the procedures needed to carry out their
responsibilities. Training on PRINCEZ2 processes
and terminology may also be required for Team
Managers and other members of the project
management team.

During a project, team members may also need
specialist training to enable them to complete their
assigned tasks. The Project Manager should ensure
that training needs are built into the appropriate
plans.

5.3.3.3 Part-time teams

Project teams are brought together for the
duration of a project and then return to their
routine work. The manager of a small project is
therefore likely to find that team members are

working on the project on a part-time basis. Part-
time team members suffer more absences and
diversions, as a percentage of their working time,
than full-time team members. The Project Manager
should allow for this when designing a plan —
either by negotiating guaranteed availability or
greater tolerance.

If individuals are tasked with working on too many
projects, they will simply stand still on all of the
projects, expending a lot of effort but making no
forward progress. Solutions include undertaking
fewer projects in parallel or, where possible,
allocating staff full time to projects for limited
periods.

5.3.4 Working with the corporate
organization

5.3.4.1 Line management/functional
management

In a strongly functional environment, Project
Managers can find difficulties when managing
cross-functional projects due to the inability to
agree overall leadership from within the various
groups. As a result, the Project Board may need
to be involved more closely to lead, direct and
prioritize work and resolve issues. Whatever
the environment, the Project Manager will have
to adapt to, and work within, the corporate
organization and this will affect the level of
management required for the team members.

Example of a Project Manager's responsibilities to
line/functional management

The Project Manager may be responsible for
carrying out performance appraisals as part of

a project, or may provide input to the appraisal
undertaken by the functional area of the
corporate organization responsible for the team
member.

Understanding and working within the wider
corporate organization can be challenging for the
Project Manager, particularly if working part-time
or on a contract basis. Setting up clear project
controls at the start of the project, and agreeing
these with the Project Board, will help to ensure
that the Project Manager understands the level

of interaction and support to expect during the
project and is given appropriate exposure to other
areas of the corporate organization.



5.3.4.2 Centre of excellence

The concept of a centre of excellence is that of a
central standards unit, which defines standards
(such as processes, templates and tools), and
provides skills, training and possibly independent
assurance functions to a number of projects.

Example of a centre of excellence

An organization has established a centre of
excellence that provides:

B A central filing system for all projects

A configuration management system
Expertise for estimating techniques
Advice on the preparation of plans

A historical database of how long specific
activities take (metrics) and an analysis of
productivity

PRINCEZ expertise and advice

B Consolidated reports summarizing the status
of all the projects in the portfolio.

A centre of excellence can be useful where:

B Resource shortages, either in numbers or skills,
make it difficult to supply people to perform
project administration for each current project

B There are a number of small projects of a
diverse nature that individually require only
limited support from Project Support

B There is a large programme, requiring
coordination of individual projects

B A large project requires several resources to
handle Project Support roles.

Refer to OGC's guidance Portfolio, Programme and
Project Offices (TSO, 2008) for further information
on the centre of excellence and its relationship to
projects.

5.3.5 Working with stakeholders

5.3.5.1 Types of stakeholder

There are likely to be individuals or groups who
are not part of the project management team, but
who may need to interact with the project or who
may be affected by the project’s outcome. Such
people may:
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Support or oppose the project

B Gain or lose as a result of project delivery

B See the project as a threat or enhancement to
their position

B Become active supporters or blockers of the

project and its progress.

It is important to analyse who these stakeholders
are and to engage with them appropriately.

Example of stakeholder analysis

Stakeholder analysis identified the following
stakeholders for a project to relocate a chemical
factory:

B A number of unions

An environmental pressure group

An industry regulator

The programme’s quality assurance function

A number of corporate management

functions (e.g. internal audit, finance, legal)

B The external contractor

B Some members of the public affected by the
project.

Note that some of these were external to the
project management team but internal to
the corporate or programme management
organization.

5.3.5.2 Stakeholder engagement

Stakeholder engagement is the process of
identifying and communicating effectively with
those people or groups who have an interest or
influence on the project’s outcome. It is usually
carried out at the programme level. All projects
need to have some level of some stakeholder
engagement, particularly if not part of a
proegramme.

Parties external to the project management team
can exert a powerful influence on a project.
Effective communication with key stakeholders,
both internal and external to the corporate
organization, is essential to the project’s success.

11
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Example of stakeholder engagement

0OGC's Managing Successful Programmes
{(MSP™) identifies a six-step procedure for
stakeholder engagement:

H Identifying stakeholders (Who?) I|dentifying
the individual stakeholders involved in,
or affected by, the project and perhaps
grouping similar stakeholders together
so that key messages can be targeted
effectively

B Creating and analysing stakeholder profiles
(What?) Gaining an understanding of the
influences, interests and attitudes of the
stakeholders towards the project and the
importance and power of each stakeholder.
For instance, is a particular group likely to
be negative, irrespective of the message,
and therefore require particular care?
Stakeholders’ influence and interests,
whether rational or emotional, must all
be taken into account. They have the

potential to affect the success of the project.

Perceptions may be mistaken, but they must

be addressed. The stakeholder’s perception

of the benefits should be quantified where

possible

B Defining the stakeholder engagement strategy

(How?) Defining how the project can

effectively engage with the stakeholders,

including defining the responsibilities for

communication and the key messages that

need to be conveyed. For each interested

party, agree the:

@ Information the party needs from the
project

@ Method, format and frequency of
communication

@ Sender and recipient of the
communication

B Planning the engagements (When?)
Defining the methods and timings of the
communications. These are best planned
after defining how the project will engage
with the different stakeholders. When
selecting the senders of information, it is
important to select communicators who
have the respect and trust of the audience.
Their position in the corporate organization
and expertise in the subject matter will

greatly influence their credibility. Many
projects have a formal commencement
meeting to introduce the project and its
aims to the corporate organization. If this
type of meeting is used, it is important that
the members of the Project Board attend to
show their support and commitment to the
project

B Engaging stakeholders (Do) Carrying out the
planned engagements and communications.
The first two steps in stakeholder
engagement — identifying and analysing —
also engage stakeholders to some degree

B Measuring effectiveness (Results) Checking
the effectiveness of the engagements.
Project Assurance could be involved in
checking all the key stakeholders, their
information needs and that the most
appropriate communication channels are
covered.

5.3.5.3 The Communication Management
Strategy

The Communication Management Strategy
contains a description of the means and frequency
of communication to parties both internal and
external to the project. It facilitates engagement
with stakeholders through the establishment of a
controlled and bi-directional flow of information.
Where the project is part of a programme, the
Communication Management Strategy should also
define what information the programme needs
and how this is to be communicated.

If a formal stakeholder engagement procedure
has been completed, such as that described earlier,
this should also be documented as part of the
Communication Management Strategy. Refer to
Appendix A for more details of the suggested
content for the Communication Management
Strategy.

The Project Manager should be responsible for
documenting the Communication Management
Strategy during the Initiating a Project process. It
is also important to review and possibly update
the Communication Management Strategy at

each stage boundary in order to ensure that it still
includes all the key stakeholders. WWhen planning
the final stage of the project it is also important to
review the Communication Management Strateqgy



to ensure it includes all the parties who need to be
advised that the project is closing.

During a project, corporate or programme
management retains control by receiving project
information as defined in the Communication
Management Strategy and taking decisions on
project-level exceptions escalated by the Project
Board.

If a project forms part of a programme, there

will need to be consistency and communication
between the project and programme levels of
management. Refer to Chapter 19 for more
detailed information on programme roles and how
they may interact with project roles.
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5.4 RESPONSIBILITIES

Table 5.1 outlines the responsibilities relevant to
the Organization theme. Refer to Appendix C for
further details of project management team roles
and their associated responsibilities.

Table 5.1 Responsibilities relevant to the Organization theme
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Role

Responsibilities

Corporate or programme management

Appoint the Executive and {possibly) the Project Manager.

Provide information to the project as defined in the Communication
Management Strategy.

Executive

Appoint the Project Manager (if not done by corporate or programme

management).

Confirm the appointments to the project management team and the
structure of the project management team.

Approve the Communication Management Strategy.

Senior User

Provide user resources.

Define and verify user requirements and expectations.

Senior Supplier

Provide supplier resources.

Project Manager

Prepare the Communication Management Strategy.

Reviews and update the Communication Management Strateqy.

Design, review and update the project management tear structure.

Prepare role descriptions.

Team Manager

Manage project team members.

Advise on project team members and stakeholder engagement.

Project Assurance

Advise on selection of project team members.

Advise on stakeholder engagement.

Ensure that the Communication Management Strategy is appropriate
and that planned communication activities actually take place.

Project Support

Provide administrative support for the project management team.










6 Quality

6.1 PURPOSE

The purpose of the Quality theme is to define
and implement the means by which the project
will create and verify products that are fit for
purpose.

The Quality theme defines the PRINCE2 approach
to ensuring that the project’s products:

B Meet business expectations

B Enable the desired benefits to be achieved
subsequently.

The "product focus’ principle is central to PRINCE2's
approach to quality. It provides an explicit common
understanding of what the project will create (the
scope) and the criteria against which the project’s
products will be assessed (the quality). Without this
understanding, the project would be exposed to
major risks (such as acceptance disputes, rework,
uncontrolled change, user dissatisfaction) that
could weaken or invalidate the Business Case.

Only after establishing the quality criteria for the
products and the quality management activities
that have to be included in the project’s plans can
the full project costs and timescales be estimated.
Underestimating or omitting quality management
activities is likely to lead to slippages, overspends
and/or poor quality results. The Quality theme
addresses the quality methods and responsibilities
not only for the specification, development and
approval of the project’s products, but also for the
management of the project.

The Quality theme also covers the implementation
of continuous improvement during the project -
for example, looking for ways to introduce more
efficiency or effectiveness into the management of
the project and the project’s products. Capturing
and acting on lessons contributes to the PRINCE2
quality approach, as it is a means of achieving
continuous improvement.

6.2 QUALITY DEFINED

Terms used in a quality context are sometimes
interpreted differently or interchangeably by
various people. This can lead to misunderstandings.
For the purposes of PRINCEZ2, the terminology used

is derived from the 1SO 9000 standards but is aimed
specifically at project work.

6.2.1 Quality

Quality is generally defined as the totality of
features and inherent or assigned characteristics of
a product, person, process, service and/or system
that bear on its ability to show that it meets
expectations or satisfies stated needs, requirements
or specification.

In PRINCEZ, a product can also be a person, process,
service and/or system, so the focus of quality is on a
product’s ability to meet its requirements.

6.2.2 Scope

The scope of a plan is the sum total of its products.
It is defined by the product breakdown structure
for the plan and its associated Product Descriptions.

6.2.3 Quality management and quality
management systems

Quality management is defined as the coordinated
activities to direct and control an organization with
regard to quality. A quality management system is
the complete set of quality standards, procedures
and responsibilities for a site or organization.

In the project context, 'sites’ and "organizations’
should be interpreted as the permanent or semi-
permanent organization(s) sponsoring the project
work, i.e. they are ‘external’ to the project’s
temporary organization. A programme, for
instance, can be regarded as a semi-permanent
organization that sponsors the project, and may
have a documented quality management system.

It is frequently the case that more than one
permanent organization will be involved in

a project — for example, separate customer
and supplier businesses — and it follows that
each may have its own quality management
system. Alternatively, if the project has a
single key sponsoring organization, or is part
of a programme, a single established quality
management system is more likely to apply. These
various circumstances must be addressed when
determining the project’'s approach to quality.
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6.2.4 Quality planning

To control anything, including quality, there must
be a plan. Quality planning is about defining

the products required of the project, with their
respective quality criteria, quality methods
(including effort required for quality control and
product acceptance) and the quality responsibilities
of those involved.

6.2.5 Quality control

Quality control focuses on the operational
techniques and activities used by those involved in
the project to:

B Fulfil the requirements for quality (for example,
by quality inspections or testing)

B [dentify ways of eliminating causes of
unsatisfactory performance (for example, by
introducing process improvements as a result of
lessons learned).

6.2.6 Quality assurance

It is good practice to arrange for quality assurance
independent of the project management

team. Quality assurance provides a check that

the project’s direction and management are
adequate for the nature of the project and that it
complies with relevant corporate or programme
management standards and policies. Quality
assurance activities are outside the scope of

Table 6.1

PRINCEZ2 as it is the responsibility of the corporate
or programme organization.

Quality assurance is about independently checking
that the organization and processes are in place
for quality planning and control {(i.e. not actually
performing the quality planning or control, which
will be undertaken by the project management
team). It provides the project’s stakeholders with
confidence that the quality requirements can be
fulfilled.

The term "quality assurance’ is used in two senses:

B As the function within an organization (or site
or programme) that establishes and maintains
the quality management system

B As the activity of reviewing a project’s
organization, processes and/or products
to assess independently whether quality
requirements will be met.

Note that, in both senses of the term, quality
assurance involves contributions that are
independent of the project management team,
whereas quality planning and quality control are
undertaken by the project. Nevertheless, it is a
project management responsibility to ensure that
adequate quality assurance is arranged.

Quality assurance should not be confused with
Project Assurance. Project Assurance refers
specifically to the Project Board's accountability

The relationship between Project Assurance and quality assurance

Project Assurance

Quality assurance

What they do

Provide assurance to the project’s
stakeholders that the project is being
conducted appropriately and properly.

Provide assurance to the wider
corporate or programme organization
that the project is being conducted
appropriately, properly and camplies
with relevant corporate or programme
management standards and policies.

How they differ

Must be independent of the Project
Manager, Project Support, Team
Managers and project teams.

Perfarmed by personnel who are
independent of the project {i.e. not a
member of the project management
team).

Responsibility of the Project Board,
therefore undertaken from within the

project.

Responsibility of the corporate or
programme management organization,
therefore external to the project.

How they relate

Quality assurance as a corporate or
programme management function
could be used by the Project Board as
part of its Project Assurance regime

Quality assurance would look for {or
require} effective Project Assurance as
one of the indicators that the project is
being conducted properly.

{for example, having quality assurance
perform a peer review).
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for assuring that the project is conducted properly B Identify all the project’s products (i.e. to the

in all respects. This is, therefore, a responsibility level at which the project intends to exert
within the project management team. Although control)

Project Assurance is independent of the Project B Define them in Product Descriptions — including
Manager, unlike quality assurance it is not the quality criteria by which they will be
independent of the project. However, Project assessed; the quality methods to be used in
Assurance and quality assurance do overlap, as designing, developing and accepting them; and
illustrated in Table 6.1. the quality responsibilities of those involved

B Implement and track the quality methods
6.3 THE PRINCE2 APPROACH TO QUALITY employed throughout the project.

The specific treatment for quality in PRINCE2 is The first two of these are covered by quality
the focus on products from the outset, requiring planning (section 6.3.1) and the last is covered by
systematic activities to: quality control (section 6.3.2) and quality assurance

(section 6.2.6).
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The PRINCE2 approach to quality can be
summarized simply by the quality audit trail
depicted in Figure 6.1. The terms used in the
diagram are explained in the remainder of this
section.

6.3.1 Quality planning

The purpose of quality planning is to provide a
secure basis for:

Project Board agreement on the overall quality
expectations, the products required with their
associated quality criteria (including corporate
and other standards to be observed), the means
by which quality will be achieved and assessed
and, ultimately, the acceptance criteria by which
the project’s product will be judged
Communicating these agreements
unambiguously so that all the project
stakeholders have a common understanding of
what the project is setting out to achieve
Control, i.e. establishing an effective baseline
for the project’s quality controls (including

the quality tolerances) and a secure means of
achieving products that are fit for purpose.

When these aspects of planning are neglected, the
people involved in the project may have conflicting
views on the scope of the solution, on what
constitutes a successful result, on the approach to
be adopted, on the extent of the work required,

on who should be involved, and on what their roles
should be.

Quality planning comprises:

Understanding the customer’s quality
expectations (section 6.3.1.1)

Defining the project’s acceptance criteria
(section 6.3.1.2)

Documenting the customer’s quality
expectations and the project’s acceptance
criteria in the Project Product Description
(section 6.3.1.3)

Formulating a Quality Management Strategy
(section 6.3.1.4)

Writing clear Product Descriptions containing
quality criteria, quality tolerances, quality
method and quality responsibilities (section
6.3.1.5)

Setting up the Quality Register (section 6.3.1.6).

6.3.1.1 The customer’s quality expectations

The customer’s quality expectations are a
statement about the quality expected from the
project product. They are defined and agreed
early in the Starting up a Project process. The
expectations are captured in discussions with the
customer and then refined for inclusion in the
Project Product Description.

To avoid misinterpretations and inaccurate
assumptions about the project’s quality
requirements, the customer’s quality expectations
should cover:

B The key quality requirements for the project
product

B Any standards and processes that will need
to be applied to achieve the specified quality
requirements, including the extent to which
the customer’s and/or supplier's quality
management system should be used

B Any measurements that may be useful to assess
whether the project product meets the quality
requirements (for example, existing customer
satisfaction measures).

The key quality requirements will drive the choice
of solution and, in turn, influence the time, cost,
scope, risk and benefit performance targets of the
project.

Examples of quality expectation

The quality expectation for a water pumpin a
remote village is that it is robust enough to ‘last
a lifetime’, whereas because the oil pump in a
racing car needs to be as light as possible, it may
only need to last the duration of one race.

The customer's quality expectations are often
expressed in broad terms as a means to gain
common understanding of general quality
requirements. They are then used to identify more
detailed acceptance criteria, which should be
specific and precise.

Where possible, the customer’s quality expectations
should be prioritized as they will be used as inputs
to define quality tolerances for the project's
products.

The customer’s quality expectations should be
reviewed at the end of each management stage in
case any external factors have changed them.



6.3.1.2 Acceptance criteria

The project’s acceptance criteria form a prioritized
list of measurable definitions of the attributes
required for a set of products to be acceptable to
key stakeholders. Examples are ease of use, ease
of support, ease of maintenance, appearance,
major functions, development costs, running costs,
capacity, availability, reliability, security, accuracy,
and performance.

Acceptance criteria should be prioritized as this
helps if there has to be a trade-off between some
criteria — high quality, early delivery and low cost,
for example, may not be compatible and one of
them may need to be sacrificed in order to achieve
the other two.

Example of a prioritization technique — MoSCoW

Each acceptance criterion is rated as either Must
have, Should have, Could have or Won't have
for now (MoSCoW).

All the ‘Must have' and ‘Should have' acceptance
criteria should be mutually achievable.

When the project can demonstrate that all the
acceptance criteria have been met, the project’s
obligations are fulfilled and the project can be
closed.

The acceptance criteria should be agreed between
the customer and supplier during the Starting

up a Project process and documented as part of
the Project Product Description. It is important to
recognize that little may be understood about the
project’s products at this early point. Consequently,
it is often the case that acceptance criteria will

be refined and agreed during the Initiating a
Project process and reviewed at the end of each
management stage. Once finalized in the Project
Product Description, acceptance criteria are subject
to change control and can only be changed with
the approval of the Project Board.

In considering acceptance criteria, it is useful
to select proxy measures that will be accurate
and reliable indicators of whether benefits will
subsequently be achieved.
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Example of acceptance criteria

If a customer’s quality expectation for a water
pump is that it ‘lasts a lifetime’, the acceptance
criteria should focus on those measures that
provide sufficient indication or confidence

that the pump is capable of lasting a lifetime
{defined as a specific number of years). This may
incdlude complying with certain engineering
standards relating to product durability.

Identifying the acceptance methods is crucial
because they address the question: how do we
prove whether and when the project product
has been completed and is it acceptable to the
customer?

6.3.1.3 The Project Product Description

The Project Product Description is created in the
Starting up a Project process as part of the initial
scoping activity and may be refined during the
Initiating a Project process when creating the
Project Plan. It is subject to formal change control
and should be checked at stage boundaries (during
Managing a Stage Boundary) to see if any changes
are required. It is used by the Closing a Project
process as part of the verification that the project
has delivered what was expected of it and that the
acceptance criteria have been met.

The Project Product Description includes:

B The overall purpose of the product

B [ts composition (i.e. the set of products it needs
to comprise)

B The customer’s quality expectations

B Acceptance criteria, method and responsibilities

B Project-level quality tolerances.

The approved Project Product Description is
included as a component of the Project Brief and

is used to help select the project approach. The
Project Product Description defines what the
customer is expecting the project to deliver and the
project approach defines the solution or method
to be used by the supplier to create the project
product.

The Project Product Description is a special form

of Product Description in that it includes the
customer’s quality expectations and, at this level,
the quality criteria and quality methods constitute
the acceptance criteria and acceptance methods for
the project overall.
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6.3.1.4 The Quality Management Strategy

The Quality Management Strategy is prepared
during the Initiating a Project process and
approved subsequently by the Project Board.
It augments the project approach and can be
regarded as the project management team’s
proposals in response to the customer’s quality
expectations and acceptance criteria.

The Quality Management Strategy describes

how the quality management systems of the
participating organizations will be applied to

the project and confirms any quality standards,
procedures, techniques and tools that will be used.
Where models and standards are to be tailored,
the tailoring should also be outlined in the Quality
Management Strategy for approval.

The Quality Management Strategy also provides
a means by which the levels of formality to be
applied in the quality plans and controls can be
scaled and agreed according to the particular
needs of the project.

It should outline the arrangements for quality
assurance, including independent audits
where these are required by the policies of the
participating organizations.

Key responsibilities for quality should be defined
{both within and outside the project management
team), including a summary of the approach to
Project Assurance.

Where there is already an established quality
management system for projects, for example in
a programme, only the measures specific to this
project may need to be documented.

The Quality Management Strategy is maintained,
subject to change control, throughout the life of
the project.

6.3.1.5 Product Descriptions

Once detailed planning gets underway, Product
Descriptions should be created for all of the
project’s products. Product Descriptions are

not optional. They govern the development of
the products and their subsequent review and
approval.

The level of detail in a Product Description is

a matter of judgement, with the primary aim
being to select a level that provides a secure and
appropriate measure of control sufficient to fulfil
the customer’s quality expectations.

The content of a Product Description is described
fully in Appendix A. The ‘purpose’ section of the
Product Description should clearly state who needs
the product, why they need it and what it will do.
In addition to the "purpose’, the sections specific
to quality are: quality criteria, quality tolerances,
quality methods, quality skills required and quality
responsibilities. These define the quality controls
that must be applied during product development
and in the review and approval procedures for the
completed product.

Care should be taken not to write Product
Descriptions in too much detail. They exist to help
support the planning, development, quality and
approval methods. Product Descriptions that are
too detailed can lead to an unnecessary increase
in the cost of quality for the project. Incomplete
or inaccurate Product Descriptions can lead to
acceptance disputes if the delivered results do
not match the customer’s expectations. Where
necessary, the Product Description should reference
supporting information, such as any applicable
standards or specialist design documents.

The time needed to create good Product
Descriptions will depend on factors such as how
important, complex and unique the product is,
how many stakeholders will review and approve
the product, and whether the organization has

a library of standard Product Descriptions for
reuse. Product Description libraries are frequently
implemented by PRINCE2 users, to promote
consistency and reuse.

Quality criteria

The Product Description should include the quality
specifications that the product must meet, and the
quality measurements that will be applied by those
inspecting the finished product.

The quality criteria should be of sufficient detail
and clarity to enable those reviewing a product to
unambiguously confirm whether the product meets
its requirements.

Quality tolerances

Quality tolerances for a product can be specified in
quality criteria by defining an acceptable

range of values. For example: ‘Is the duration

of the presentation 30 minutes (plus or minus

5 minutes)?’, ‘Is temperature maintained in the
range of 1 to 5°C?



Example of quality criteria

Consider a project to design and manufacture
a new camera. One quality criterion is that the
camera and its packaging must weigh no more
than 1 kg. The product breakdown structure
identifies a user guide product. It follows that
the size and weight of the user guide is an
important factor and not, for example, the
number of pages.

Questions to be asked include: What is the
target market for the camera? Does this also
imply that the manual needs to be written
in several languages? Will that mean it gets
heavier? Or will a CD-ROM-based manual
suffice? This could reduce the weight of the
manual and allow the camera itself to be
heavier.

Considering quality criteria often highlights
connections and factors such as these which
inform the subsequent planning process.

Quality methods

The quality methods section of the Product

Description is used to specify the quality activities
to be implemented during the development of a
product, for review and approval on completion.
Where specialized skills are implicit in the quality

Table 6.2 Example of a Quality Register
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methods, these should also be specified. There are
two primary types of quality methods: in-process
methods and appraisal methods (see section 6.3.2.1).

Quality responsibilities

To avoid doubt, the quality responsibilities for a
product should be specified. The responsibilities
will fall into one of three categories:

B Producer The person or group responsible for
developing a product

B Reviewer{s) A person or group independent of
the producer who assesses whether a product
meets its requirements as defined in its Product
Description

B Approver(s) The person or group, for example
a Project Board, who is identified as qualified
and authorized to approve a product as being
complete and fit for purpose.

6.3.1.6 The Quality Register

The Quality Register is effectively a diary of the
quality events planned and undertaken (for
example, workshops, reviews, inspections, testing,
pilots, acceptance and audits). It is created during
the Initiating a Project process as the products and
quality control measures are being defined. It is
then maintained (in line with the current baseline
plans) throughout the project.
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As the project progresses and records of the
quality activities are received, the Quality Register
is updated to reflect (in summary form) the

actual results from the quality activities. The
Quality Register provides key audit and assurance
information, relating what was planned and
agreed (in the Quality Management Strategy

and Product Descriptions) to the quality activities
actually performed.

The amount of information included in the
Quality Register can vary considerably, depending
on the extent to which quality metrics {e.qg.
‘defect counts’) need to be analysed for process
improvement purposes. An example of a Quality
Register is shown in Table 6.2.

6.3.2 Quality control

Quality control is achieved by implementing,
monitoring and recording the quality methods
and responsibilities defined in the Quality
Management Strategy and Product Descriptions
(and subsequently agreed to in Work Packages).

Quality control comprises:

B Carrying out the quality methods (section
6.3.2.1)

B Maintaining quality and approval records
(sections 6.3.2.2 and 6.3.2.3)

B Gaining acceptance (section 6.3.2.4).

6.3.2.1 Quality methods

The cost of correcting flaws in products increases
the longer they remain undetected. It is much
easier and cheaper to correct a design document
early in the project than to correct a design fault
that is only discovered when the finished product

is being tested or, worse, when the product is
already in operational use. It follows that quality
inspections, implemented early in the design and
development process, are potentially the most cost-
effective quality methods available.

There are two types of quality methods:

B ‘In-process’ methods These are the means
by which quality can be ‘built into’ the
products as they are developed. These might
involve the use of specialist methods and/
or techniques, including calibrated process
controls, automation (e.g. robotics, software
tools), piloting exercises, workshops, surveys
and consultation, or, more simply, the use of

quality inspections during the course of product
development as well as upon completion

B Appraisal methods These are the means by
which the finished products are assessed for
completeness and fitness for purpose. There
are, in essence, two types of appraisal methods,
depending on the extent to which it is possible
to define objective quality criteria: testing
(if the quality criteria are truly objective and
quantifiable) or quality inspection (if some
subjective judgement is required).

A quality inspection is a systematic, structured
assessment of a product conducted in a planned,
documented and organized fashion. A systematic
but flexible approach to quality inspection can be
used:

B During the development of products of
this type, whether formally (i.e. in line with
what was agreed during quality planning) or
informally (simply as a means of assessing the
quality of a “work in progress’)

B To mark the completion and approval of
products

B To complement testing, e.g. simply for checking
test results.

Quality inspection techniques are particularly
applicable when professional judgement is
required to assess the product’s fithess for purpose.
The techniques can be used within the project,

as quality controls, and by independent experts,

as part of quality assurance. Peer and gateway
reviews are examples of quality assurance activities
that can be implemented by using or adapting a
generic inspection technique. Used as a project
management team control, conducting systematic
quality inspections can also have valuable team-
building side-benefits.

Even when testing is the primary appraisal method,
it is often the case that someone has to check that
the test results meet the criteria for success and so
a simple inspection is still required.

There are a variety of systematic inspection
techniques, some being specific to certain
industries or types of product. PRINCE2
accommodates the use of these techniques, but
also provides a useful quality review technique,
which complements the use of PRINCE2 Product
Descriptions.



The PRINCE2 quality review technique
Objectives

B To assess the conformity of a product which
takes the form of a document (or similar
item, e.g. a presentation or test results)
against set criteria

B To involve key interested parties in checking
the product’s quality and in promoting wider
acceptance of the product

B To provide confirmation that the product is
complete and ready for approval

B To baseline the product for change control
purposes.

Review team roles

B Chair This role is responsible for the overall
conduct of the review

B Presenter This role introduces the product
for review and represents the producer(s) of
the product. The presenter also coordinates
and tracks the work after the review, i.e.
applying the changes to the product agreed
by the team

B Reviewer This role reviews the product,
submits questions and confirms corrections
and/or improvements

B Administrator This role provides
administrative support for the chair and
records the result and actions.

The minimum form of review (used for simple
inspections, e.g. of test results) involves only two
people: one taking the chair and reviewer roles,
the other taking the presenter and administrator
roles.

Note: quality review is a generic technique which
can be used outside the project context. Thus the
quality review roles have no specific relationship
to roles in the project management team
structure. However, team-building benefits can
be realized where Project and Team Managers
regularly chair reviews. Chairing quality

reviews requires competence in facilitation and
independence of the product being reviewed
(the primary responsibility is to ensure that the
review is undertaken properly).

Review preparation

B Make the administrative arrangements for
the review (chairfadministrator)
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Check the product is ready for review and
confirm the availability of the reviewers
(chair)

Distribute copies of the product and the
relevant Product Description to the review
team, allowing sufficient time for reviewers
to prepare (presenter)

Review the product in line with the quality
criteria in the associated Product Description
(reviewers)

Submit a question list to the chair and
presenter ahead of the review (reviewers)
Annotate the product copy where there are
spelling/grammar mistakes and return to the
presenter (reviewers)

Produce a consolidated question list {chair)
and send to the presenter in advance of the
meeting.

Review meeting agenda

Personal introductions, if necessary (chair)

Product introduction (presenter) A very brief
summary, covering the product’s purpose:
who needs it, why they need it and what it
will do
Major/global questions (chair) Invite each
reviewer to contribute any major or global
questions with the product. Global questions
are ones that appear repeatedly throughout
the product. The review team agrees any
action on each question as it is raised.
The administrator records the actions and
responsibilities
Product “talk-through’ (presenter) Lead the
review team through the product section by
section or page by page, as appropriate, by
reviewing the consolidated question list and
inviting clarification where required. The
review team agrees actions on each question
as it is raised. The administrator records the
actions and responsibilities
Read back actions (administrator) Confirm
the actions and responsibilities
Determine the review result (chair) Lead
the review team to a collective decision. The
options are:
@ Complete (the product is fit for purpose,
as is)
# Conditionally complete (the product is fit
for purpose subject to the actions)
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@ Incomplete (the product requires another
quality review cycle)

Close the review (chair)

Inform interested parties of the result (chair).

Review follow-up

Coordinate the actions (presenter)

Sign off individual actions (reviewers, as
agreed at the meeting)

Once all actions are complete, sign off that
the product is now complete (chair)

Communicate the quality review outcome

to appropriate managers/support personnel
(administrator)

Store the quality records {(administrator)
Request approval for the product (presenter).

Hints and tips

Reviewers Review the product not the
person. This means avoid personalizing issues
("You ...") and operate as a team ("We ...")
Reviewers Operate as a team but defer to
specialist areas of expertise. Some reviewers
may be selected to address specific aspects
of the product and their comments may be
considered to carry more weight in those
areas

Reviewers Do not introduce trivia at
reviews (spelling, punctuation etc.} unless it is
a major/global issue (e.g. if the document will
be communicated to an important audience,
such as the public)

Chair Encourage the presenter to maintain
a steady pace during the product talk-
through. The reviewers must have the
opportunity to introduce their issues but
allowing too much time invites comments
that would not otherwise be made. The
presenter should not be opening discussions
unnecessarily

Chair Resolve each point as it is raised by
getting a decision from the review team.
Does the product have to be changed or not?
Do not allow discussions to drift. Remember,
the purpose of the review is to identify
defects, not to design solutions to them.
Avoid the temptation to formulate and agree
solutions. These should be done post-review
Chair Focus on this product. Do not allow
discussion to drift onto other related

products. If it appears that there may be a
problem associated with a related product,
handle it outside the meeting as an issue

B Chair Make sure the reviewers contribute
effectively. It is your responsibility to ensure
that the approved product is fit for purpose

B Chair If a reviewer cannot attend the
review, accept the question list from them
and either raise the questions on their
behalf, accept a delegate or replace the
reviewer

B Presenter [t may be that a follow-up action
is not feasible to implement or cannot be
done within agreed tolerances, in which
case an issue should be raised to the Project
Manager

B Approver If the person (or group) who
will approve the product participates in the
quality review, it may be possible to approve
the product as part of the review.

The formal approval of a product may or may not
result from a quality review. Products that have
been signed off as complete at an inspection or
review may still have to be submitted to a separate
authority for approval.

The PRINCEZ quality review technique (and other
quality inspection techniques) can yield substantial
side-benefits, particularly in terms of:

B Stakeholder engagement Quality inspections
are opportunities for effective cross-functional
communication. Many important stakeholders
may only have direct contact with the project
through these reviews, so they provide a
'window' into the project. This is particularly
true for users. Structured quality inspections are
among the most effective ways of encouraging
buy-in to the project. Generally, the more
systematic and effective the reviews, the better
the impression for the stakeholders

B Leadership In many circumstances a focus
on quality (as in "fitness for purpose’) elicits a
better response from review team members
{and users) than simply focusing on budgets
and schedules. Quality inspection techniques
often provide excellent tips and ‘soft guidance’
on effective behaviour and decision making in
meetings



B Team building Formal and informal quality
inspections are opportunities to focus on
building an effective project team, where
members understand each other's contributions,
needs and priorities

B Developing individuals New starters learn
from more experienced personnel and spot
omissions that others take for granted.
Experienced personnel learn from the fresh
perspectives brought by newcomers

B Quality documentation Consistent and
familiar quality records make for improvements
in communication and in the analysis of quality
metrics

B Quality culture The PRINCE2 quality review
technique is generic. It can be employed on
programmes, projects and services throughout
an organization, resulting in a positive and
familiar ‘quality culture’.

6.3.2.2 Quality records

It is important that evidence is gathered to
demonstrate that the planned quality activities
have been carried out. The records support entries
in the Quality Register by providing the Project
Manager and the Project Board with assurance
that:

B Products really are complete (and consequently
that the related activities are finished)

B Products have met their associated quality
criteria and are fit for their intended purposes
(alternatively there are records of any quality
failures and corrective action)

B The agreed processes have been observed

B Approval authorities and key product
stakeholders are satisfied

B Planned audits have been conducted and
reported.

Quality records should include references to the
quality inspection documentation, such as a test
plan; details of any "defect’ statistics and actions
required to correct errors and omissions of the
products inspected; and any quality-related reports
(for example, an audit). When these records are
received by Project Support, the Quality Register
entries for the relevant products can be completed.
During the project and at project closure, the
quality records provide a valuable source of
information for analysis in accordance with the
PRINCEZ principle that projects should learn from
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experience. For example, quality metrics, such as
defect types and trends, can be used as a source for
lessons learned and process improvements.

6.3.2.3 Approval records

While quality records provide evidence that each
product has met its requirements as specified in its
Product Description, it is good practice to obtain a
record that the product has been approved.

PRINCE2 does not specify the format or composition
of approval records as these will depend on the
level of formality required, the customer/supplier
relationship and the quality management system of
the organizations involved. The format for approval
records could include, for example, a note in the
minutes of a meeting, an email, a letter, a signature
oh a document, or a certificate.

6.3.2.4 Acceptance records

Products are approved throughout the life of the
project and ownership may even be transferred

to the customer as part of a phased handover.

But, during the Closing a Project process, it is
important to check that all forms of approval have
been obtained and records kept for audit andfor
contractual purposes.

PRINCE2 uses the term "acceptance’ to describe

the ultimate approval of the project’s product.
Acceptance is frequently required from more

than one set of stakeholders, e.g. those using the
project’s products and those maintaining them

(in which case both categories of stakeholder
should have been involved in defining the relevant
products, participating in quality inspections and
granting approval during the course of the project).

Acceptance may be qualified, and documented
‘concessions’ can be granted (e.g. if there are
faults in the solution or some performance criteria
have not been fully achieved). Where concessions
have been granted by the Project Board, it may
be necessary to recommend follow-on actions for
later improvements or remedies for the products
concerned.

6.4 RESPONSIBILITIES

Table 6.3 outlines the responsibilities relevant to
the Quality theme. Refer to Appendix C for further
details of project management team roles and their
associated responsibilities.
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Table 6.3 Responsibilities relevant to the Quality theme

Role

Responsibilities

Corporate or

Provide details of the corporate or programme quality management system.

PIOULATIITIE Provide quality assurance.
management
Executive Approve the Project Product Description.
Approve the Quality Management Strategy.
Confirm acceptance of the project product.
Senior User Provide the customer’s quality expectations and acceptance criteria.

Approve the Project Product Description.

Approve the Quality Management Strateqy.

Approve Product Descriptions for key user products.

Provide resources to undertake user quality activities and product approval.

Provide acceptance of the project product.

Senior Supplier

Approve the Project Product Description (if appropriate).

Approve the Quality Management Strategy.

Approve the quality methods, techniques and tools adopted in product developrent.

Provide resources to undertake supplier quality activities.

Approve Product Descriptions far key specialist products.

Project Manager

Document customer's quality expectations and acceptance criteria.

Prepare the Project Product Description {with users}.

Prepare the Quality Management Strateqy.

Prepare and maintain the Product Descriptions.

Ensure that Team Managers implement the quality control measures agreed in Product
Descriptions and Work Packages.

Team Manager

Produce products consistent with Product Descriptions.

Manage quality contrals for the products concerned.

Assemble quality records.

Advise the Project Manager of product quality status.

Project Assurance

Advise the Project Manager on the Quality Management Strategy.

Assist the Project Board and Project Manager by reviewing the Product Descriptions.

Advise the Project Manager on suitable quality reviewers/approvers.

Assure Project Board members on the implementation of the Quality Management Strategy, i.e.
the proper conduct of the project management and quality procedures.

Project Support

Provide administrative support for quality controls.

Maintain the Quality Register and the quality records.

Assist Team Managers and members with the application of the project’s quality processes.







7 Plans

7.1 PURPOSE

The purpose of the Plans theme is to facilitate
communication and control by defining the
means of delivering the products (the where
and how, by whom, and estimating the when
and how much).

Effective project management relies on effective
planning as without a plan there is no control.
Planning provides all personnel involved in the
project with information on:

B What is required

B How it will be achieved and by whom, using
what specialist equipment and resources

B When events will happen

B Whether the targets (for time, cost, quality,
scope, risk and benefits) are achievable.

The development and maintenance of credible
plans provides a baseline against which progress
can be measured. They enable planning
information to be disseminated to stakeholders in
order to secure any commitments which support
the plan.

The very act of planning helps the project
management team to think ahead to ‘'mentally
rehearse the project’. It is such rehearsal that
enables omissions, duplication, threats and
opportunities to be identified and managed.

The Plans theme provides a framework to design,
develop and maintain the project’s plans (Project
Plan, Stage Plans and Team Plans).

7.2 PLANS DEFINED

7.2.1 What s a plan?

When asked to describe a plan, many people think
of a chart showing timescales.

A PRINCE2 plan is more comprehensive. It is a
document describing how, when and by whom a
specific target or set of targets is to be achieved.
These targets will include the project’s products,
timescales, costs, quality and benefits.

A plan must therefore contain sufficient
information and detail to confirm that the targets
are achievable.

Plans are the backbone of the management
information system required for any project. It

is important that plans are kept in line with the
Business Case at all times. A plan requires the
approval and commitment of the relevant levels of
the project management team.

7.2.2 What is planning?

Planning is the act or process of making and
maintaining a plan. The term is also used to
describe the formal procedures used in this
exercise, such as the creation of documents and
diagrams. Planning is essential, regardless of the
type or size of the project; it is not a trivial exercise
but is vital to the success of the project.

Without effective planning, the result of complex
projects cannot be predicted in terms of scope,
quality, risk, timescale, cost and benefits. Those
involved in providing resources cannot optimize
their operations.

Poorly planned projects cause frustration, waste
and rework. It is therefore essential to allocate
sufficient time for the planning stage.

PRINCEZ requires a product-based approach to
planning.

7.2.3 Levels of plan

All aspects of planning become more difficult the
further into the future they extend. The period of
time for which it is possible to accurately plan is
known as the planning horizon. Because of this, it
is seldom desirable, or possible, to plan an entire
project in detail at the start. Therefore plans need
to be produced at different levels of scope and
detail (see section 2.4).

PRINCE2 recommends three levels of plan to reflect
the needs of the different levels of management
involved in the project, stage and team. A Product
Description for a plan can be found in Appendix A.

PRINCE2's planning levels are illustrated in Figure 7.1.
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I programme plan
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as necessary

Figure 7.1 PRINCEZ2's planning levels

The Project Plan is created by the Initiating a
Project process.

The Initiation Stage Plan is created by the Starting
up a Project process and each subsequent Stage
Plan is created by the Managing a Stage Boundary
process. Note that since the Initiation Stage Plan is
created prior to the Project Plan, it is influenced by
the corporate or programme plan {(or equivalent)
from the organization commissioning the project.

Team Plans are created by the Managing Product
Delivery process.

The only other plan in PRINCEZ is the Benefits
Review Plan (see Chapter 4 for more details).

This covers activities during and after the project
and therefore may be part of a corporate or
programme plan. The Benefits Review Plan covers
corporate, project and stage levels.

7.2.4 The Project Plan

The Project Plan provides a statement of how

and when a project’s time, cost, scope and

quality performance targets are to be achieved,

by showing the major products, activities and
resources required for the project. The Project Plan:

B Provides the Business Case with planned project
costs and timescales, and identifies the major
control points, such as management stages and
milestones

B Is used by the Project Board as a baseline
against which to monitor project progress stage
by stage

B Should align with the corporate or programme
management’s plan.

7.2.5 Stage Plans

A Stage Plan is required for each management
stage. The Stage Plan is similar to the Project Plan
in content, but each element will be broken down
to the level of detail required to be an adequate
basis for day-to-day control by the Project
Manager.

Each Stage Plan for the next management stage is
produced near the end of the current management
stage. This approach allows the Stage Plan to:

B Be produced close to the time when the
planned events will take place

B Exist for a much shorter duration than the
Project Plan (thus overcoming the planning
horizon issue)

B Be produced with the knowledge of the
performance of earlier management stages.

See Chapter 10 for further guidance on
partitioning a project into management stages.

7.2.6 Team Plans

A Team Plan is produced by a Team Manager to
facilitate the execution of one or more Work
Packages. Team Plans are optional; their need
and number will be determined by the size and
complexity of the project and the number of
resources involved.



PRINCE2 does not prescribe the format or
composition of a Team Plan. There may be more
than one team on a project and each team may
come from separate organizations following
different project management standards (not
necessarily PRINCE2). In some customer/supplier
contexts it could even be inappropriate for the
Project Manager to see the details of a supplier's
Team Plan; instead, summary information would
be provided sufficient for the Project Manager to
exercise control. Therefore the formality of the
Team Plan could vary from simply appending a
schedule to the Work Package to a fully formed
plan in similar style to a Stage Plan.

The Team Manager(s) may create their Team Plans
in parallel with the Project Manager creating the
Stage Plan for the management stage.

7.2.7 Exception Plans

An Exception Plan is a plan prepared for the
appropriate management level to show the actions
required to recover from the effect of a tolerance
deviation. If approved, the Exception Plan will
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replace the plan that is in exception and it will
become the new baselined Project Plan or current
Stage Plan, as appropriate.

If a Stage Plan is being replaced, this needs the
approval of the Project Board. Replacement of
a Project Plan should be referred by the Project
Board to corporate or programme management if
it is beyond the authority of the Project Board.

An Exception Plan is prepared to the same level of
detail as the plan it replaces. It picks up from the
current plan actuals and continues to the end of
that plan. Exception Plans are not produced for
Work Packages. Should a Team Manager forecast
that the assigned Work Package may exceed
tolerances, they will notify the Project Manager by
raising an issue. If the issue relating to the Work
Package can be resolved within stage tolerances,
the Project Manager will take corrective action by
updating the Work Package or issuing a new Work
Package(s) and instructing the Team Manager(s)
accordingly.

For more explanation of the types and the use of
tolerance in PRINCE2, see Chapter 10.

Design the plan
{7.3.2)

Prerequisite

(7.3.3)

Define and analyse the products

\

i Identify activities and dependencies
= (7.3.4)

U o~
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3

= Prepare estimates

5 {7.3.5)

Repeated for:

¢ Project Plan

e Stage Plan

¢ Team Plan (optional)

(7.3.6)

Prepare the schedule

(7.3.8)

Figure 7.2 The PRINCE2 approach to plans

Document the plan
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7.3 THE PRINCE2 APPROACH TO PLANS

7.3.1 Philosophy

The philosophy behind producing plans in PRINCE2
is that the products required are identified first,
and only then are the activities, dependencies

and resources required to deliver those products
identified. This is known as product-based planning
and is used for the Project Plan, the Stage Plan and,
optionally, the Team Plan. Figure 7.2 illustrates the
steps required in producing a PRINCEZ2 plan.

Each step in the planning procedure may need
to be revisited on completion of later steps (for
example, in preparing the schedule if additional
activities or dependencies are identified).

7.3.2 Prerequisites for planning - design
the plan

Decisions need to be made about how the plan
can best be presented, given the audience for the
plan and how it will be used, together with the
presentation and layout of the plan, planning
tools, estimating methods, levels of plan, and
monitoring methods to be used for the project.
This will include the use of diagrams versus text
and will be driven, in part, by any standards
adopted by the project.

Where the project is part of a programme, the
programme may have developed a common
approach to project planning. This may cover
standards - for example, level of planning — and
tools. These will be the starting point for designing
any Project Plan. Any project-specific variations
should be highlighted and the agreement of
programme management sought. There may also
be a company standard for planning and control
aids, or the customer may stipulate the use of a
particular set of tools. The choice of planning tool
may depend on the complexity of the project -
hence the choice may need to be deferred until the
level of complexity is known.

The estimating methods to be used in the plan may
affect the plan design, so decisions on the methods
should be made as part of the plan design itself.

The use of planning tools is not obligatory, but it
can save a great deal of time if the planis to be
regularly updated and changed. A good tool can
also validate that the correct dependencies have
been built in and have not been corrupted by any
plan updates.

7.3.3 Define and analyse the products

PRINCE2 uses a technique known as product-based
planning to identify, define and analyse the plan’s
products, as shown in Figure 7.3.

(7.3.3.1)

Write the Project Product Description

For Project Plan only

(#:.3.3.2)

Create the product breakdown structure

'\

(7.3.3.3)

Write the Product Descriptions

> For all levels of plan

(7.3.3.4)

Figure 7.3 Product-based planning technique

Create the product flow diagram




Product-based planning is likely to be iterative. In
the case of Product Descriptions, this means that at
first it may comprise simply a title and a statement
of purpose. Therefore, in the following note,
‘write’ (as in "write a Product Description’) should
be interpreted as meaning ‘commence to write,
and proceed to complete as fully as appropriate as
soon as convenient’.

The format and presentation of the product
breakdown structure and product flow diagram is
determined by personal preference. See Appendix
D for examples.

The benefits of product-based planning include;

B Clearly and consistently identifying and
documenting the plan’s products and the
interdependencies between them. This reduces
the risk of important scope aspects being
neglected or overlooked

B Removing any ambiguity over expectations

B Involving users in specifying the product
requirements, thus increasing buy-in and
reducing approval disputes

B Improving communication: the product
breakdown structure and product flow diagram
provide simple and powerful means of sharing
and discussing options for the scope and
approach to be adopted for the project

B Clarifying the scope boundary: defining
products that are in and out of the scope for
the plan and providing a foundation for change
control, thus avoiding uncontrolled change or
‘scope creep’

B Identifying products that are external to the
plan’s scope but are necessary for it to proceed,
and allocating them to other projects or
organizations

B Preparing the way for the production of Work
Packages for suppliers

B Gaining a clear agreement on production,
review and approval responsibilities.

7.3.3.1 Write the Project Product Description

The first task of product-based planning is to

write the Project Product Description. Although
the Senior User is responsible for specifying the
project product, in practice the Project Product
Description is often written by the Project Manager
in consultation with the Senior User and Executive.
Every effort should be made to make this Product
Description as complete as possible at the outset.
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See Appendix A for the suggested composition of
the Project Product Description.

7.3.3.2 Create the product breakdown
structure

The plan is broken down into its major products,
which are then further broken down until an
appropriate level of detail for the plan is reached.
A lower-level product can be a component of only
one higher-level product. The resultant hierarchy
of products is known as a product breakdown
structure.

When creating a product breakdown structure,
consider the following:

B Itis usual to involve a team of people in the
creation of a product breakdown structure,
perhaps representing the different interests and
various skill sets involved in the plan’s output

B Itis common to identify products by running a
structured brainstorming session (for example,
using sticky notes or a whiteboard) to capture
each product as it is identified

B When a team is creating a product breakdown
structure, there is likely to be discussion on
the way in which to break down the products.
For example, if the output of the planis a
computerized accounts system, users might
want to separate the system into Accounts
Payable, Accounts Receivable, General Ledger
etc. The suppliers, however, may prefer Screens,
Reports, Databases etc. Neither breakdown is
wrong, but the project management team must
reach a consensus on which approach will be
used in the product breakdown structure {(and
hence the plan)

B [t is useful to identify any external products
required by the plan. External products already
exist or are being created or updated outside
of the scope of the plan and are required
in order to create one or more of the plan’s
products. For example, a procurement project
would show the bidders’ tender responses
as external products. The Project Manager is
not accountable for the creation of external
products as they will be supplied by parties
external to the project management team.

For each external product there should be

a corresponding entry on the Risk Register
detailing the threat to the plan if they are late
or not to the required specification. Consider
whether external products require Product
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Descriptions to reduce the likelihood of them
not providing what's expected of them

When using product-based planning, it is
important to consider whether to include
different states of a particular product. An
example of product states is "dismantled
machinery, moved machinery and reassembled
machinery’. It could be appropriate to identify
the different states as separate products, where
each state would require its own Product
Description with different quality criteria

and quality controls. This may be particularly
useful when the responsibility for creating

each state will pass from one team to another.
Alternatively, a single Product Description
could be used with a set of quality criteria that
the product needs to meet in order to gain
approval for each state

When presenting the product breakdown
structure, consider the use of different shapes,
styles or colours for different types of product.
For example, a rectangle could be used in a
product breakdown structure to represent most
types of product, but it may be helpful to use
different shapes such as ellipses or circles to
distinguish external products. Colours could be
used to indicate which team is responsible for
the product or in which stage the product will
be created

If the project is broken down into several
stages, the products for each stage are
extracted from the project product breakdown
structure to form the stage product breakdown
structure. These may be expanded to more
levels of detail and thus ‘extra products’ may
be added to give the detail required of the
Stage Plan. Care must be taken to use the same
names in the Stage Plan diagrams as were used
in the Project Plan. The creation of Stage Plan
diagrams may cause rethinking that requires
further modification of the Project Plan’s
diagrams in order to retain consistency

In some cases, the organization’s lifecycle model
may have a preset product breakdown structure
and product flow diagram for common types
of projects and a library of Product Description
outlines for common products. In such cases the
steps in the PRINCE2 product-based planning
technigue should not be skipped but used to
verify the completeness of any library material.
As every project is unique, there may be
additional product requirements for this project

or subtle differences in the quality criteria;
the locations may be different, or the people
and responsibilities involved may be different.
Moreover, lifecycle models frequently address
only one aspect of a project’s scope.

7.3.3.3 Write the Product Descriptions

A Product Description is required for all the
identified products. When creating a Product
Description, consider the following:

Product Descriptions should be written as soon
as possible after the need for the product has
been identified. Initially, these may only be
'skeletons’ with little more than the title and
identifier as information. They will be refined
and amended as the product becomes better
understood and the later planning steps are
done

A Product Description should be baselined
when the plan containing the creation of that
product is baselined. If the product is later
changed, the Product Description must also pass
through change control

Although the responsibility for writing

Product Descriptions rests officially with the
Project or Team Manager, it is wise to involve
representatives from the area with expertise in
the product and those who will use the product
in question. The latter should certainly be
consulted when defining the quality criteria for
the product

Successful Product Descriptions may be reused
for other projects within that programme or
organization. For this to happen, a library of
Product Descriptions for reuse will need to

be established and a mechanism for Product
Descriptions to be placed in the library will also
need to be implemented. The Project Manager
should therefore refer to the library in order to
see if any of the Product Descriptions within it
are suitable for reuse and/or modification for
the project

If a detailed requirements specification for a
product is already available, this may be used
as a substitute for the Product Description as
long as the requirements specification covers
the components and meets the quality criteria
expected of a Product Description. Alternatively
a Product Description should be created
referencing the requirements specification
contents where appropriate



B For a small project, it may only be necessary to
write the Project Product Description

B Quality criteria, aimed at separating an
acceptable product from an unacceptable one,
need careful thought. One way of testing
quality criteria is by asking the question: how
will I know when work on this product is
finished as opposed to stopped?

7.3.3.4 Create the product flow diagram

A product flow diagram needs to be created to
identify and define the sequence in which the
products of the plan will be developed and any
dependencies between them.

The product flow diagram also identifies
dependencies on any products outside the scope of
the plan. It leads naturally into consideration of the
activities required, and provides the information
for other planning techniques, such as estimating
and scheduling.

When creating a product flow diagram, consider
the following:

B Although the Project or Team Manager is
responsible for the creation of the product flow
diagram, it is sensible to involve those who
are to develop or contribute to the products
contained in the plan

B Rather than preparing the product flow
diagram once the product breakdown structure
has been drawn, some planners prefer to create
the product flow diagram in parallel with the
product breakdown structure

B A product flow diagram needs very few
symbols. Each product to be developed within
the plan in question is identified (for example,
it may be enclosed in a rectangle), and the
sequence in which they are to be created is
shown (the rectangles may be connected by
arrows, for example). Any products that already
exist or that come from work outside the scope
of the plan should be clearly identified as
external products (for example, they may be
enclosed in a different shape, such as an ellipse)

B It may be useful to add a starting point in the
product flow diagram from which all entry
points are attached. There is always one exit
on a product flow diagram but when there are
many entrances, such a place marker prevents
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any from being overlooked. The symbol
becomes the predecessor for all entry points
and would be the only symbol on a product
flow diagram that is not on the product
breakdown structure.

7.3.4 ldentify activities and dependencies

7.3.4.1 Activities

Simply identifying products may be insufficient
for scheduling and control purposes. The activities
required to create or change each of the planned
products need to be identified to give a fuller
picture of the plan’s workload.

There are several ways to identify activities,
including:

B Making a separate list of the activities, while
still using the product flow diagram as the
source of the information

B Taking the products from the product
breakdown structure and creating a work
breakdown structure to define the activities
required.

The activities should indude management and
quality-checking activities as well as the activities
needed to develop the specialist products. The
activities should include any that are required

to interact with external parties — for example,
obtaining a product from an outside source or
converting external products into something that
the plan requires.

Guard against a proliferation of activities beyond
the detail appropriate to the level of the plan. If in
doubt, keep things simple.

7.3.4.2 Dependencies

Any dependencies between activities (and
products) should also be identified. There are
two types of dependency: internal and external.
An example of an internal dependency is that
activity C cannot start until activities A and B have
been completed. External dependencies may, for
example, be:

B The delivery of a product required by this
project from another project

B The provision of a purchase order by the user
B A decision from programme management.
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Examples of estimating techniques

B Top-down estimating Once a good overall

estimate has been arrived at for the plan
(by whatever means), it can be subdivided
through the levels of the product breakdown
structure. By way of example, historically
development may be 50% of the total and
testing may be 25%. Subdivide development
and testing into their components and
apportion the effort accordingly

Bottom-up estimating Each individual
piece of work is estimated on its own merit.
These are then summed together to find the
estimated efforts for the various summary
level activities and overall plan

Top-down and bottom-up approach An
overall estimate is calculated for the plan.
Individual estimates are then calculated, or
drawn from previous plans, to represent the
relative weights of the tasks. The overall
estimate is then apportioned across the
various summary and detailed-level tasks
using the bottom-up figures as weights
Comparative estimating Much data

exist about the effort required and the
duration of particular items of work. Over
time an organization may build up its own
historical data regarding projects that it has
undertaken {previous experience or lessons
learned). Where such data exists, it may be
useful to reference it for similar projects and
apply that data to the estimates

Parametric estimating Basing estimates

on measured/empirical data where possible
(for example, estimating models exist

in the construction industry that predict
materials, effort and duration based on the
specification of a building)

Single-point estimating The use of sample
data to calculate a single value which is to
serve as a 'best guess’ for the duration of an
activity

Three-point estimating Ask appropriately
skilled resource(s) for their best-case, most
likely and worst-case estimates. The value
that the Project Manager should choose

is the weighted average of these three
estimates

B Delphi technique This relies on obtaining
group input for ideas and problem solving
without requiring face-to-face participation.
It uses a series of questionnaires interspersed
with information summaries and feedback
from preceding responses to achieve an
estimate.

71.3.5 Prepare estimates

A decision about how much time and resource are
required to carry out a piece of work to acceptable
standards of performance must be made by:

B Identifying the type of resource required.
Specific skills may be required depending
on the type and complexity of the plan.
Requirements may include non-human
resources, such as equipment, travel or money

B Estimating the effort required for each activity
by resource type. At this point, the estimates
will be approximate and therefore provisional.

Estimating cannot guarantee accuracy but, when
applied, provides a view about the overall cost and
time required to complete the plan. Estimates will
inevitably change as more is discovered about the
project.

Estimates should be challenged, as the same
work under the same conditions can be estimated
differently by various estimators or by the same
estimator at different times.

Basic rules for estimating

Many books and software packages include
some basic rules to help ensure that an accurate
and realistic estimate is produced. Examples of
such planning rules include:

B Assume that resources will only be
productive for, say, 80% of their time

B Resources working on multiple projects take
longer to complete tasks because of time
lost switching between them

B People are generally optimistic and often
underestimate how long tasks will take

B Make use of other people’s experiences and
your own

B Ensure that the person responsible for
creating the product is also responsible for
creating the effort estimates



B Always build in provision for problem
solving, meetings and other unexpected
events

B Cost each activity rather than trying to cost
the plan as a whole

B Communicate any assumptions, exclusions or
constraints you have to the user(s).

7.3.6 Prepare the schedule

A plan can only show the ultimate feasibility of
achieving its objectives when the activities are

put together in a schedule that defines when

each activity will be carried out. There are many
different approaches to scheduling. Scheduling can
either be done manually or by using a computer-
based planning and control tool.

7.3.6.1 Define activity sequence

Having identified the activities, their dependencies
and estimated their duration and effort, the next
task is to determine the optimal sequence in which
they can be performed.

Arrows show dependencies

Activities are shown as boxes
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This is an iterative task as the assigning of actual
resources may affect the estimated effort and
duration.

The amount of time that an activity can be delayed
without affecting the completion time of the overall
plan is known as the float (sometimes referred

to as the slack). Float can either be regarded as a
provision within the plan, or as spare time.

The critical path(s) through the diagram is the
sequence of activities that have zero float. Thus, if
any activity on the critical path(s) finishes late, then
the whole plan will also finish late (for example, if
task 4 in Figure 7.4 is delayed, then completion of
the plan will be delayed).

Identifying a plan’s critical path enables the Project
Manager to monitor those activities:

B That must be completed on time for the whole
plan to be completed to schedule

B That can be delayed for a time period if
resources need to be re-allocated to catch up
on missed activities.

Task 3 cannot begin until both
Tasks 1 and 2 have been completed

» Task 1 Task 3
——)  Task 2 = Task 4 =
.
) .
[ *
” .
Task 4 is a predecessor to Task 5 ¥ “
and a successor to Tasks 1 and 2 : 0‘
: %
il * ES = Earliest start time for the activity
: x D = Duration of the activity
» 'y EF = Earliest finish time for the activity
& . LS = Latest start time for the activity
" . = TF = Total float for the activity
ES=18 D=5 EF=23 LF = Latest finish time for the activity
Task 4

Figure 7.4 Simple activity-on-node diagram
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Example of activity-on-node technique

An activity-on-node diagram (sometimes called
an arrow diagram) can be used to schedule
dependent activities within a plan. It helps a
Project Manager to work out the most efficient
sequence of events needed to complete any plan
and enables the creation of a realistic schedule.

The activity-on-node diagram displays
interdependencies between activities through
the use of boxes and arrows. Arrows pointing
into an activity box come from its predecessor
activities, which must be completed before
the activity can start. Arrows pointing out of
an activity box go to its successor activities,
which cannot start until at least this activity is
complete. A simple activity-on-node diagram is
shown in Figure 7.4.

7.3.6.2 Assess resource availability

The number of people who will be available to do
the work (or the cost of buying in resources) should
be established. Any specific information should be
noted (for example, names, levels of experience,
percentage availability, available dates).

7.3.6.3 Assign resources

Using the resource availability and the information
from the activity sequence allows the Project
Manager to assign resources to activities. The
result will be a schedule that shows the loading of
work on each person, and the use of non-human
resources.

A useful approach is to allocate resources to those
activities with zero slack first (by definition they
are on the critical path). Those activities with the
greatest slack are the lowest priority for resource
allocation.

It is important that task owners be defined. If a
group needs to complete a task, ask one person
from the group to be accountable to the group for
that task.

If any of the task owners do not participate in
creating the schedule, make sure you check with
them first on their availability and willingness to
own the task. Do not assume that putting their
names on a plan or schedule will automatically
get the work done. Collaborate, communicate and
follow up with each task owner to make sure that

they understand what it means to complete the
task.

When assigning resources, it is important to
re-check the critical path as actual resources
assigned may be more or less productive than the
assumption made when calculating activity effort
and duration.

7.3.6.4 Level resource usage

The first allocation of resources may lead to
uneven resource usage or over-utilization of
some resources. It may therefore be necessary to
rearrange resources — this is called levelling.

Activities may be reassigned, or they may have
start dates and durations changed within the slack
available.

The end result is a final schedule with all activities
assigned and resource utilization equating to
resource availability.

The critical chain technique

The critical chain method of planning puts more
emphasis on the resources required to execute
the plan and their availability. This is in contrast
to traditional methods, which emphasize task
order and rigid scheduling. A critical chain
network will tend to keep the resources levelly
loaded, but will require them to be flexible in
their start times and to switch quickly between
tasks and task chains to keep the whole plan on
schedule.

7.3.6.5 Agree control points

The draft schedule enables the control points to be
confirmed by the Project Board.

Activities relating to the end of a management
stage (for example, preparing the End Stage Report
and the next Stage Plan) should be added to the
activity network and the schedule revised.

One common mistake when creating a schedule
is not to allow time for approvals of products or
releases.

7.3.6.6 Define milestones

A milestone is an event on a schedule which marks
the completion of key activities. This could be

the completion of a Work Package, a technical
stage or a management stage. In a commercial



environment, reaching a milestone may be the
trigger for a payment to a supplier.

Breaking the plan into intervals associated with
a milestone allows the Project Manager to have
an early indication of issues associated with

the schedule itself, and also a better view of
the activities whose completion is critical to the
timeline of the plan.

While there is no ‘correct’ number of milestones
or duration between them, they lose their value
when there are too many or too few. There should
be far fewer milestones than deliverables or Work
Packages, but there should be enough milestones
at major intervals to gauge whether or not the
plan is proceeding as expected.

7.3.6.7 Calculate total resource requirements
and costs

The resource requirements can be tabulated, and
the cost of the resources and other costs calculated
to produce the plan’s budget.

The budget should include:

B Costs of the activities to develop and verify the
specialist products, and the cost of the project
management activities

B Risk budget (see Chapter 8)

B Change budget (see Chapter 9)

B Cost tolerances.

The use of risk budgets and change budgets is

optional.

7.3.6.8 Present the schedule

A schedule is best presented in a graphical form.
There are a number of ways of presenting a
schedule and the choice of format will depend on
the scale and complexity of the plan and the needs
of the people who will receive it. Most planning
tools will offer a choice of formats to view the
schedule.

7.3.7 Analyse the risks

This planning activity will typically run parallel with
the other steps, as risks may be identified at any
point in the creation or revision of a plan.

Each resource and activity, and all the planning
information, should be examined for its potential
risk content. All identified risks should be entered
into the Risk Register {(or the Daily Log when
planning the initiation stage).
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Examples of presentation formats for the
schedule

Gantt charts

A Gantt chart is a graphical representation of
the duration of tasks against the progression of
time. It allows the Project Manager to:

B Assess how long a plan should take

B Lay out the order in which tasks need to be
carried out

B Manage the dependencies between tasks

B See what should have been achieved at a
certain point in time

B See how remedial action may bring the plan
back on course.

Critical path diagram

A critical path diagram highlights those tasks
which cannot be delayed without causing the
plan to be delayed, and those tasks that can
be delayed without affecting the end date

of the plan. It helps with monitoring and
communication.

Spreadsheets

It is possible to create a list of tasks ‘down’ the
spreadsheet and a timeline "across’ it, then
colour in the cells to represent where the tasks
will occur in the timeline, and progress to
date. For simple projects where the timeline is
unlikely to change, this may be adequate. For
large or complex projects, the timeline may
change frequently. This means that the Project
Manager may spend a significant amount of
time changing the schedule while neglecting
the day-to-day tasks required in order to
manage the project.

Product checklist

A product checklist is a list of the major
products of a plan, plus key dates in their
delivery. An example of a product checklist is
shown in the Product Description outline for a
plan in Appendix A.

Once the plan has been produced, it should still be
considered a draft until the risks inherent in the
plan have been identified, assessed and the plan
possibly modified.

See Chapter 8 for more details on identifying and
analysing risks.
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Examples of planning risks

Omission of plans at the appropriate
management level(s)

Lots of resources joining the project at

the same time can slow progress and

cause communication issues (plotting an
S-curve for the resource profile over time
can identify this — steep curves should be
avoided)

The plan includes unnamed resources,
causing the productivity of the actual
resource to differ from the estimated
productivity in the plan

The plan contains a high proportion of
external dependencies

The plan uses untested suppliers or is
dependent on new technologies

There is a high proportion of activities on
the critical path — a delay to any one of
them will delay the plan

The plan does not allow for sufficient
management decision points such as stage
boundaries

There is not much float in the plan (creating
a histogram showing the number of
activities by amount of float is a useful way
of identifying this risk)

A large number of products are to be
completed at the same time

The plan is time-bound by fiscal boundaries
(e.g. the budget cannot be transferred
from this year to the next) or by calendar
boundaries (e.g. millennium bug projects
were calendar-bound)

The schedule shows many paths narrowly
paralleling the critical path are likely to
become critical themselves if there is a minor

slip.

7.3.8 Document the plan

Having completed the schedule satisfactorily,
the plan, its costs, the required controls and
its supporting text need to be consolidated in
accordance with the plan design.

Narrative needs to be added to explain the plan,
any constraints on it, external dependencies,
assumptions made, any monitoring and control
required, the risks identified and their required
responses.

Itis a good discipline to keep plans as simple as
is appropriate. Consider summary diagrams if the
plan is to be presented to the Project Board.

It may be sensible to have one plan format for
presentation in submissions seeking approval,

and a more detailed format for day-to-day

control purposes. Also consider different levels of
presentation of the plan for the different levels of
readership. Most planning software packages offer
such options.

See Appendix A for the suggested composition of
a plan.

7.4 RESPONSIBILITIES

Table 7.1 outlines the responsibilities relevant to
the Plans theme. Refer to Appendix C for further
details of project management team roles and their
associated responsibilities.
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Table 7.1 Responsibilities relevant to the Plans theme

Role Responsibilities
Corporate or programme Set project tolerances and document them in the project mandate.
management

Approve Exception Plans when project-level tolerances are forecast to be exceeded.

Provide the corporate or programme management planning standards.

Executive Approve the Project Plan.

Define tolerances for each stage and approve Stage Plans.

Approve Exception Plans when stage-level tolerances are forecast to be exceeded.

Commit business resources to Stage Plans {e.q. finance).

Senior User Ensure that Project Plans and Stage Plans remain consistent from the user perspective.

Commit user resaurces to Stage Plans.

Senior Supplier Ensure that Project Plans and Stage Plans remain consistent from the supplier perspective.

Cornmit supplier resources to Stage Plans.

Project Manager Design the plans.

Prepare the Project Plan and Stage Plans.

Decide how management and technical stages are to be applied and design Stage Plans.

Instruct corrective action when Work Package-level tolerances are forecast to be exceeded.

Prepare an Exception Plan to implement corporate management, programme management
or the Project Board’s decision in response to Exception Reports.

Team Manager Prepare Team Plans.

Prepare schedules for each Work Package.

Project Assurance Monitor changes to the Project Plan to see whether there is any impact on the needs of
the business or the project Business Case.

Monitor stage and project progress against agreed tolerances.

Project Support Assist with the compilation of Project Plans, Stage Plans and Team Plans.

Contribute specialist expertise (for example, planning tools).

Baseline, store and distribute Project Plans, Stage Plans and Team Plans.










8 Risk

8.1 PURPOSE

The purpose of the Risk theme is to identify,
assess and control uncertainty and, as a result,
improve the ability of the project to succeed.

Risk taking in projects is inevitable since projects
are enablers of change and change introduces
uncertainty, hence risk.

Management of risk should be systematic and

not based on chance. It is about the proactive
identification, assessment and control of risks that
might affect the delivery of the project’s objectives.

The project should establish and maintain a cost-
effective risk management procedure. The aim is
to support better decision making through a good
understanding of risks — their causes, likelihood,
impact, timing, and the choice of responses to
them.

Management of risk is a continual activity,
performed throughout the life of the project.
Without an ongoing and effective risk
management procedure it is not possible to

give confidence that the project is able to

meet its objectives and therefore whether it is
worthwhile for it to continue. Hence effective risk
management is a prerequisite of the continued
business justification principle.

8.2 RISK DEFINED

8.2.1 What is a risk?

Acrisk is an uncertain event or set of events
that, should it occur, will have an effect on
the achievement of objectives. It consists of a
combination of the probability of a perceived
threat or opportunity occurring, and the
magnitude of its impact on objectives, where:

B Threat is used to describe an uncertain event
that could have a negative impact on objectives

B Opportunity is used to describe an uncertain
event that could have a favourable impact on
objectives.

8.2.2 Whatis at risk?

In the context of a project, it is the project’s
objectives that are at risk. These will include
completing the project to a number of targets,
typically covering time, cost, quality, scope, benefits
and risk.

For more information on these targets, see
section 2.5.

8.2.3 What is risk management?

The term risk management refers to the systematic
application of procedures to the tasks of
identifying and assessing risks, and then planning
and implementing risk responses. This provides

a disciplined environment for proactive decision
making.

For risk management to be effective, risks need to
be:

B Identified This includes risks being considered
that could affect the achievement of the
project’s objectives, and then described to
ensure that there is a common understanding
of these risks

B Assessed This includes ensuring that each risk
can be ranked in terms of estimated likelihood,
impact and immediacy, and understanding the
overall level of risk associated with the project

B Controlled This includes identifying appropriate
responses to risks, assigning risk owners, and
then executing, monitoring and controlling
these responses.

Risk management applies from the strategic,
operational, programme and project perspectives.
The approach to the management of risk can be
common across all of these perspectives but risk
management procedures should be tailored to
suit each one. See Figure 8.1 for organizational
perspectives.
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Long-term

Strategic

Programme

Medium-term

Business change

Project

Short-term

Figure 8.1 Organizational perspectives

8.3 THE PRINCE2 APPROACH TO RISK

8.3.1 Management of Risk (M_o_R®)
principles

PRINCEZ2's approach to the management of risk

is based on OGC's publication Management of

Risk: Guidance for Practitioners (TSQ, 2007).

Management of risk is based on a number of risk

management principles, of which the following are

appropriate within a project context:

Understand the project's context

Involve stakeholders

Establish clear project objectives

Develop the project risk management approach
Report on risks regularly

Define clear roles and responsibilities

Establish a support structure and a supportive
culture for risk management

Monitor for early warning indicators

B Establish a review cycle and look for continual
improvement.

b, A

Operational

8.3.2 Risk management in projects

A starting point for all projects will be to identify
whether there are any corporate or programme
policies and processes that need to be applied.
This information may be in the form of a risk
management policy andfor a risk management
process guide (or similar documents).

B An organization’s risk management policy
should communicate how risk management will
be implemented throughout the organization
to support the realization of its strategic
objectives. This will include information
such as the organization’s risk appetite {an
organization’s unigue attitude towards risk
taking that in turn dictates the amount of risk
that it considers acceptable), risk tolerances,
procedures for escalation and defined roles and
responsibilities

B An organization's risk management process
guide should describe the series of steps and
their respective associated activities necessary
to implement risk management. This guide



should provide a best-practice approach
that will support a consistent method of risk
management across the organization.

Where the project forms part of the programme,
the project’s approach to risk management will be
determined by the programme’s Risk Management
Strategy.

PRINCE2 recommends that every project should
have its own Risk Management Strategy (defining
the project procedures for risk management from
identification through to implementation} and a
means of control, i.e. the Risk Register.

For more information on the risk management
policy and process guide documents, see OGC's
Management of Risk: Guidance for Practitioners
(TSO, 2007).

8.3.3 Risk Management Strategy

Having reviewed the organizational- and
programme-level documents, and before
embarking on any risk management activities, a
Risk Management Strategy should be developed
for the project. The purpose of this strategy is to
describe how risk management will be embedded
in the project management activities.

A key decision that needs to be recorded within
the Risk Management Strategy is the Project
Board's attitude towards risk taking, which in
turn dictates the amount of risk that it considers
acceptable. This information is captured in the
form of risk tolerances, which represent the levels
of exposure that, when exceeded, will trigger an
Exception Report to bring the situation to the
attention of the Project Board.

Example of risk tolerance

A large electrical retailer would not tolerate any
unnecessary disruption to its support systems
during the peak trading period, which extends
from the middle of November through to the
end of January. Projects are not permitted to
introduce any changes to the support systems
during this period. Therefore any risks in the
Risk Register that mean the support systems
would change in this peak trading window
would need to be escalated to the Project Board.

See Appendix A for the Product Description of a
Risk Management Strategy.
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8.3.4 Risk Register

The purpose of the Risk Register is to capture

and maintain information on all of the identified
threats and opportunities relating to the project.
Each risk on the Risk Register is allocated a unique
identifier as well as details such as:

B Who raised the risk

When it was raised

The category of risk

The description of the risk (cause, risk event,
effect)

Probability, impact and expected value
Proximity

Risk response category

Risk response actions

Risk status

Risk owner

Risk actionee.

Project Support will typically maintain the Risk
Register on behalf of the Project Manager. The Risk
Management Strategy will describe the procedure
for registering risks and maintaining the risk
register.

See Appendix A for the Product Description of a
Risk Register.

8.3.5 Risk management procedure

PRINCEZ recommends a risk management
procedure comprising the following five steps:

Identify (context and risks)

Assess (i.e. Estimate and Evaluate)
Plan

Implement

Communicate.

The first four steps are sequential, with the
‘Communicate’ step running in parallel because
the findings of any of the other steps may need
to be communicated prior to the completion of
the overall process. All of the steps are iterative
in nature in that when additional information
becomes available, it is often necessary to revisit
earlier steps and carry them out again to achieve
the most effective result.

Figure 8.2 shows the elements of the risk
management procedure, which are described in
sections 8.3.5.1-8.3.5.5.
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Identify

Communicate

- Assess

Figure 8.2 The risk management procedure

8.3.5.1 Identify

Identify context

The primary goal of the ‘Identify context’ stepis to
obtain information about the project in order to
understand the specific objectives that are at risk
and to formulate the Risk Management Strategy
for the project. The Risk Management Strategy
describes how risks will be managed during the
project. It is created during the initiation stage
and then reviewed and possibly updated at the
end of each stage. The project’s Risk Management
Strategy should be based on the corporate risk
management policy or on the programme’s Risk
Management Strategy.

The following will have an influence on the
project’s Risk Management Strategy:

B Customer's quality expectations

B Number of organizations involved and the
relationship between them

B The needs of the stakeholders involved with the
project

B The importance, complexity and scale of the

project

What assumptions have been made

B The organization's own environment (e.g.
legislative or governance requirements)

B The organization's approach to risk
management as described by its risk
management policy.

This information will be derived from the project
mandate, the Project Brief and the Project Product
Description. The Risk Management Strategy will
include decisions on the:

B Risk management procedure

B Tools and techniques to be used

B Records to be kept

B Risk reporting

B Timing of risk management activities

B Roles and responsibilities for the risk
management procedure

B Risk scales to be used (for likelihood, impact,
proximity)

B Any categorization of risks (and possibly the
risk breakdown structure to use)

B Risk response categories to be used

B Early warning indicators

B Any risk tolerances

B Whether a risk budget will be established and,

if so, how it will be controlled.

The early warning indicators (relevant to the
project) will provide advanced warning that one
or more of the project’s objectives could be at risk.
Early warning indicators could include progress
performance data (see Chapter 10) such as:

B Percentage of Work Packages accomplished/not
accomplished to schedule

B Percentage of approvals accomplished/not
accomplished to schedule

B Number of issues being raised (per week/
month)

B Percentage of issues that remain unresolved

B Average number of days that issues remain
unresolved

B Average number of defects captured in quality
inspections

B Adherence to budget (e.q. rate of spend behind
or ahead of planned spend)

B Adherence to schedule (e.g. days behind or
ahead of schedule).

Other early warning indicators could include
non-project data such as customer satisfaction,
absenteeism levels, staff attrition rates etc., if
they are relevant to the project. It is also useful
to analyse and report on the direction of travel
of these early warning indicators (i.e. are they
improving/deteriorating) as that can be of more
significance than their snapshot value.



Risk identification techniques

Risks can be identified using a number of
techniques, such as:

B Review lessons Risks are driven by
uncertainty, so one of the most effective
ways to reduce uncertainty is to review
similar previous projects to see what threats
and opportunities affected them

B Risk checklists These are in-house lists of
risks that have either been identified or
have occurred on previous similar projects.
Risk checklists are useful aids to ensure that
risks identified on previous projects are not
overlooked

B Risk prompt lists These are publicly
available lists that categorize risks into types
or areas and are normally relevant to a
wide range of projects. Risk prompt lists are
useful aids to help stimulate thinking about
sources of risk in the widest context

B Brainstorming This enables group thinking,
which can be more productive than
individual thinking. However, it is important
to avoid criticism during the brainstorm
as this can stop people contributing. In
addition to identifying risks, brainstorming
can also be used to understand the
stakeholders’ views of the risks identified

B Risk breakdown structure Thisis a
hierarchical decomposition of the project
environment assembled to illustrate
potential sources of risk. Each descending
level represents an increasingly detailed
definition of sources of risk to the project.
The structure acts as a prompt and an aid
to support the project management team
in thinking through the potential sources of
risk to the objectives. There are numerous
ways to break down risk and it may be
useful to do more than one list. For example,
a risk breakdown structure could be broken
down by PESTLE (political, economical,
sociological, technological, legal/legislative,
environmental), product breakdown
structure, stage, benefits/objectives etc.
Figure 8.3 shows a risk breakdown structure
relating to financial risk. These structures
will help to identify appropriate risk owners
to develop responses.
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Identify risks

The primary goal of the ‘Identify risks’ step is to
recognize the threats and opportunities that may
affect the project’s objectives.

PRINCE2 recommends the following actions:

B Capture identified threats and opportunities in
the Risk Register

B Prepare early warning indicators to monitor
critical aspects of the project and provide
information on the potential sources of risk

B Understand the stakeholders’ view of the
specific risks captured.

An effective way of identifying risks is to use a

risk workshop. This is a group session designed

to identify threats and opportunities. The session
should be facilitated by someone who is able to use
a range of identification techniques, such as those
listed in the boxed example. Workshops should
lead to the identification of a broad range of risks
and possible risk owners.

An important aspect of identifying risks is

being able to provide a clear and unambiguous
expression of each one. A useful way of expressing
risk is to consider the following aspects of each risk:

B Risk cause This should describe the source of
the risk, i.e. the event or situation that gives
rise to the risk. These are often referred to as
risk drivers. They are not risks in themselves, but
the potential trigger points for risk. These may
be either internal or external to the project

B Risk event This should describe the area of
uncertainty in terms of the threat or the
opportunity

B Risk effect This should describe the impact(s)
that the risk would have on the project
objectives should the risk materialize.

The cause, event and effect relationship is shown in
Figure 8.4.

The cause, event and effect relationship could also
be expressed in a sentence, for example:
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Figure 8.3 Example of a risk breakdown structure

Threat Because it has been raining heavily (risk
cause), there is a threat that the river flowing
through the farmer’s field might overflow
(risk event), which would severely damage the
farmer's crop (risk effect)

Opportunity Because the weather has been
particularly mild this winter (risk cause), there
is an opportunity that fewer people will be
hospitalized with influenza (risk event), which
will mean that there will be less disruption to
planned routine operations (risk effect).

8.3.5.2 Assess

Estimate

The primary goal of the ‘Estimate’ step is to assess the
threats and the opportunities to the projedt in terms of
their probability and impact. The risk proximity will also

pesss

be of interest to gauge how quickly the risk is likely to
materialize if no action were taken.

A risk cause

may result in .
A risk event

which may affect

e

An objective

Figure 8.4 Risk cause, event and effect

Risk estimation techniques

Risks can be estimated using a number of
techniques, such as:

B Probability trees These are graphical
representations of possible events resulting
from given circumstances. A probability
tree can be used to predict an outcome
in a qualitative way when historical data
is used to populate the likelihood of
each circumstance happening. Probability
trees assist in communicating to project
participants or decision makers the likelihood
of the different possible outcomes to a set of
circumstances

B Expected value This technique quantifies
risk by combining the cost of the risk impact
with the probability of the risk occurring.
Expected value is useful when a tangible
measure of risk is required to enable risks
to be prioritized. For example, if the cost
of a risk was £160,000 and its likelihood of
occurrence was estimated at 25%, then the
expected value would be £40,000

B Pareto analysis This technique ranks or
orders risks once they have been assessed to
determine the order in which they should
be addressed. Pareto analysis can be used
to focus management effort on those risks
that have the potential to have the greatest
impact on the project objectives

B Probability impact grid This grid contains
ranking values that may be used to rank
threats and opportunities qualitatively. The
probability scales are measures of probability
derived from percentages, and the impact
scales are selected to reflect the level of



impact on project objectives. The values
within the grid cells are the combination of
a particular probability and impact, and are
determined by multiplying the probability by
the impact. A probability impact grid can be
used to provide an assessment of the severity
of a risk and enable risks to be ranked so
that management time and effort can be
prioritized. For example, the Project Board
may set their risk tolerance at any risk with

a value of greater than 0.18, and they may
require a proactive response for any risk with
a value of greater than 0.045, as depicted by
the dark shading shown in Figure 8.5.

PRINCEZ2 recommends that the following is
understood:

B The probability of the threats and opportunities
in terms of how likely they are to occur

B The impact of each threat and opportunity in
terms of the project objectives. For example, if
the objectives are measured in time and cost,
the impact should also be measured in units of
time and cost

B The proximity of these threats and
opportunities with regard to when they might
materialize

B How the impact of the threats and
opportunities may change over the life of the
project.

A useful way of summarizing the set of risks and
their estimations is to plot them onto a summary
risk profile, an example of which is shown in
Figure 8.6. This profile represents a situation at

a specific point in time, i.e. a snapshot of the risk
environment. The numbered markers in the matrix
represent unique risk identifiers used in the Risk
Register on which this is based. The risks above
and to the right of the dotted risk tolerance line
represent those that the organization will not
tolerate except under special circumstances. In the
depicted case, the Project Manager would refer
risks 1, 3 and 4 to the Project Board.

The summary risk profile can also be used to show
trends. For example, risk 6 may have previously
been recorded as ‘low probability, high impact’,
indicating that its likelihood of occurring is
increasing.
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Evaluate

The primary goal of the ‘Evaluate’ step is to assess
the net effect of all the identified threats and
opportunities on a project when aggregated
together. This will enable an assessment to be
made of the overall severity of the risks facing the
project, to determine whether this level of risk is
within the risk tolerance set by the Project Board
and whether the project has continued business
justification.

Risk evaluation techniques

Risks can be evaluated by using techniques such
as:

B Risk models Take, for example, the Monte
Carlo analysis. This model enables simulation
of ‘what if' scenarios using random numbers
to determine whether each risk within a
given range occurs or not. The simulations
are repeatedly run to predict the "average’
level of risk to the project’s time or cost. The
scenarios can also be used to model extreme
cases (e.q. if nearly all the risks occur)

B Expected monetary value This technique
takes the expected values of a number
of risks and sums them to arrive at an
overall value. It provides a quick and easy
assessment of a group of risks to understand
their combined effect. An example is shown
in Table 8.1.

Table 8.1 Example of the expected monetary value
technique

Risk ID Likelihood (%) Impact (f) Expected
value (f)
1 60 20,000 12,000
2 30 13,000 3,900
3 10 4,000 400
4 5 10,000 500
Expected monetary value 16,800

8.3.5.3 Plan

The primary goal of the ‘Plan’ step is to prepare
specific management responses to the threats
and opportunities identified, ideally to remove
or reduce the threats and to maximize the
opportunities. Attention to the Plan step ensures
as far as possible that the project is not taken by
surprise if a risk materializes.
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The Plan step involves identifying and evaluating
a range of options for responding to threats

and opportunities. It is important that the risk
response is proportional to the risk and that

it offers value for money. A key factor in the
selection of responses will be balancing the cost of
implementing the responses against the probability
and impact of allowing the risk to occur. Any
chosen responses should be built into the
appropriate level of plan, with a provision made
for any fallback plans.
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The various types of response for threats and
opportunities are summarized in Figure 8.7.

The types of response are explained further in
Table 8.2.

Risk responses do not necessarily remove the
inherent risk in its entirety, leaving residual risk.
If the inherent risk was significant and the risk
response was only partially successful, the residual
risk can be considerable. It may be appropriate to
select more than one risk response.

In some cases, implementing a risk response

will reduce or remove other related risks. It is

also possible that the responses to risks, once
implemented, will change some aspect of the
project. This in turn may lead to secondary risks, i.e.
risks that may occur as a result of invoking a risk
response. It is essential that these are identified,
assessed and controlled in the same way as the
inherent risk.

It is advisable to review lessons from previous
similar projects when planning risk responses. This
will help in identifying the range of responses
available and in evaluating how effective they are
likely to be.
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Figure 8.7 Threat and opportunity responses

Consideration should also be given to the effect
the possible responses could have on:

B The Project Plan, Stage Plan and Work Packages
B The Business Case
B Corporate and/or programme management.

8.3.5.4 Implement

The primary goal of the ‘Implement’ step is

to ensure that the planned risk responses are
actioned, their effectiveness monitored, and
corrective action taken where responses do not
match expectations.

An important part of the Implement step is to
ensure that there are clear roles and responsibilities
allocated to support the Project Manager in the
management of project risks. The main roles in this
respect are:

B Risk owner A named individual who is
responsible for the management, monitoring
and control of all aspects of a particular risk
assigned to them, including the implementation
of the selected responses to address the threats
or to maximize the opportunities

B Risk actionee An individual assigned to carry
out a risk response action or actions to respond
to a particular risk or set of risks. They support
and take direction from the risk owner.

Example of a risk owner and risk actionee

There is a risk that a key supplier may go
bankrupt. The commercial director has been
appointed as the risk owner. A number of risk
responses have been identified and selected.
One of the risk responses (fallback) is to identify
possible alternative suppliers who have the
capacity to undertake the affected Work
Packages at short notice, and to obtain some
quotes from them. The Procurement Manager is
the risk actionee for this particular risk response.

In many cases, the risk owner and risk actionee are
likely to be the same person. The risk owner should
be the person most capable of managing the risk.
Allocating too many risks to any one individual
should be avoided.
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Table 8.2 Risk responses

Response

Definition

Example

Avoid (threat)

Typically involves changing some aspect of
the project, i.e. the scope, procurement route,
supplier or sequence of activities, so that the
threat either can no longer have an impact or
can no longer happen.

A critical meeting could be threatened by air
travel disruption so the project chooses to hold
the meeting by conference call instead.

Reduce (threat)

Proactive actions taken to:

B Reduce the probability of the event
occurring, by performing some form of
control

B Reduce the impact of the event should it
occur.

To reduce the likelihood of users not using
a praduct, the number of training events is
increased.

To reduce the timescale impact should a
prototype be damaged in transit, two prototypes
are built.

Fallback (threat)

Putting in place a fallback plan for the actions
that will be taken to reduce the impact of the
threat should the risk occur, This is a reactive
form of the ‘reduce’ response which has no
impact on likelihood.

The company’s test facility is only available for
two weeks in August. To reduce the impact
should the product not be available in time,
there is a fallback plan to hire an alternate test
facility (at a greater expense).

Transfer (threat)

A third party takes on responsibility for some

of the financial impact of the threat. (For
example, through insurance or by means of
appropriate clauses in a contract.} This is a form
of the ‘reduce’ response which only reduces the
financial impact of the threat.

To reduce the financial impact should a
prototype be damaged in transit, it is insured.

To reduce the financial impact if a product is not
available to launch in time for a trade showy, the
contract with the supplier includes liquidated
damage clauses for any delays.

Accept (threat)

A conscious and deliberate decision is taken to
retain the threat, having discerned that it is moare
economical to do so than to attempt a threat
respanse action. The threat should continue to
be monitored to ensure that it remains tolerable.

There is a threat that a competitor may launch

a rival product first, thus affecting the expected
market share for the product. The choice is

to accelerate the project by increasing the
resources, to reduce the product's scope so

that it can be finished earlier, or to do nothing.
Accelerating the project may lead to product
quality issues; reducing the scope may make the
product less appealing; so the risk is accepted
and the 'do nothing’ option is chosen.

Share (threat or

Modern procurement methods commonly entail

The cost of the project could be adversely

opportunity) a form of risk sharing through the application of  affected due to fluctuations in the cost of oil.
a pain/gain formula: both parties share the gain ~ The customer and supplier agree to share the
{within pre-agreed limits) if the cost is less than  cost of price increases or the savings from price
the cost plan; and share the pain (again within reductions equally from a midpoint fixed at the
pre-agreed limits) if the cost plan is exceeded. time of agreeing the contract.
Several industries include risk-sharing principles
within their contracts with third parties.

Exploit Seizing an opportunity to ensure that the There is a risk that the project will be delayed.

{opportunity)

opportunity will happen and that the impact
will be realized.

IT it is delayed, a later version of software could
be implemented instead which would reduce
ongoing maintenance. The Project Board agree
to change the project timescale and scope,
enabling the later version of the software to be
bought and implemented.
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Enhance Proactive actions taken to: It is possible that the product completes user
(opportunity) _ . acceptance testing in a single test cycle, rather
N Enhan;e Mz groblilGRorIng Buant thanpthe schedule% two, egabling ityto be
accurring ) . N
_ _ delivered early and prior to a competitor’s rival
B Enhance the impact of the event should it product. The Project Board decide to hold a
oLeur. test rehearsal to increase the likelihood that the
product will pass its Tirst user acceptance tests,
and prepare for the option of an earlier launch
date.
Reject A conscious and deliberate decision is taken not It is possible that the product completes user
(opportunity) to exploit or enhance the opportunity, having acceptance testing in a single test cycle, rather
discerned that it is more economical not to than the scheduled two, enabling it to be
attempt an opportunity respanse action. The delivered early and prior to a competitor’s rival
opportunity should continue to be monitored. product. The Project Board decide not to take
advantage of an early release and to stick with
the planned launch date.
8.3.5.5 Communicate B A project's exposure to risk is never static:

Communication is a step that is carried out
continually. The ‘Communicate’ step should

ensure that information related to the threats and
opportunities faced by the project is communicated
both within the project and externally to
stakeholders. Risks are communicated as part of
the following management products:

Checkpoint Reports
Highlight Reports
End Stage Reports
End Project Reports
Lessons Reports.

Care should be taken in using these reports to
communicate risks with external stakeholders and
reference should be made to the Communication
Management Strategy for the most appropriate
method.

There are numerous other communication
methods, such as bulletins, notice boards,
dashboards, discussion threads, briefings etc.,
that could be considered alongside the PRINCE2
management products.

A number of aspects of communication should be
recognized and addressed if risk management is to
be effective:

effective communication is key to the
identification of new risks or changes in
existing risks. This depends on the maintenance
of a good communications network, including
relevant contacts and sources of information, to
facilitate the identification of changes that may
affect the project's overall risk exposure

B Effective risk management is dependent on
participation and, in turn, participation is
dependent on effective communication.

8.3.6 Risk budget

A risk budget, if used, is a sum of money included
within the project budget and set aside to fund
specific management responses to the project’'s
threats and opportunities (for example, to cover
the costs of any fallback plans should they need to
be implemented).

In order to arrive at a risk budget for the project,

a financial approach to risk management is
needed. Each risk must be fully analysed for the
impact costs, response costs and likelihood. The
aggregation of the costs (for responses and impact)
weighted by each risk’s probability generates the
expected monetary value for the set of risks. The
expected monetary value can be used to determine
a risk budget. The assumption is that the risk
budget is expected to be used over the course

of the project. Care needs to be taken that the
aggregation of the factored costs is not skewed

by a small number of large risks. This is where
analytical techniques, such as Monte Carlo analysis
and associated software tools, can help.
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As the risk budget is part of the project budget,
there may be a tendency to treat it as just another
sum of money that the Project Manager can
spend. This culture should be discouraged in
favour of the Risk Management Strategy defining
the mechanisms for control of, and access to, this
budget. As the project progresses, some of the
risks previously identified will occur and others will
not. New risks may be identified during the life

of the project whose response costs will not have
been included within the risk budget. It is always
prudent to set the risk budget to cover the known
risks (as identified) and to make a provision for
unknown risks (yet to be identified).

Table 8.3 Responsibilities relevant to the Risk theme

8.4 RESPONSIBILITIES

Table 8.3 outlines the responsibilities relevant to
the Risk theme. Refer to Appendix C for further
details of project management team roles and their
associated responsibilities.

Role Responsibilities

Corporate or programme

Provide the corporate risk management policy and risk management process guide {or

management similar documents).

Executive Be accountable for all aspects of risk management and, in particular, ensure a project Risk
Management Strategy exists.
Ensure that risks associated with the Business Case are identified, assessed and controlled.
Escalate risks to corporate or programme management as necessary.

Senior User Ensure that risks to the users are identified, assessed and controlled (such as the impact on

benefits, operational use and maintenance).

Senior Supplier

Ensure that risks relating to the supplier aspects are identified, assessed and controlled

(such as the creation of the project’s products).

Project Manager

Create the Risk Management Strateqy.

Create and maintain the Risk Register.

Ensure that project risks are being identified, assessed and controlled throughout the

project lifecycle.

Team Manager

Participate in the identification, assessment and control of risks.

Project Assurance

Review risk management practices to ensure that they are performed in line with the

project’s Risk Management Strategy.

Project Support

Assist the Project Manager in maintaining the project's Risk Register.
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9.1 PURPOSE

The purpose of the Change theme is to identify,
assess and control any potential and approved
changes to the baseline.

Change is inevitable during the life of a project,
and every project needs a systematic approach to
the identification, assessment and control of issues
that may result in change.

As changes may arise from project team members,
stakeholder requests, complaints or a wide range
of other factors, PRINCEZ2 provides a common
approach to issue and change control.

PRINCE2 provides both a systematic and common
approach, which ensures that issues possibly
affecting the project’s performance targets
(time, cost, quality, scope, risk and benefits) are
appropriately managed.

Issue and change control is a continual activity,
performed throughout the life of the project.
Without an ongoing and effective issue and
change control procedure, a project will either
become totally unresponsive to its stakeholders or
quickly drift out of control.

The aim of issue and change control procedures is
not to prevent changes; it is to ensure that every
change is agreed by the relevant authority before
it takes place. Change can only be considered

in relation to an established status quo, i.e. a
baseline. Therefore, a prerequisite of effective
issue and change control is the establishment of
an appropriate configuration management system
which records baselines for the project’s products
and ensures that the correct versions are delivered
to the customer.

9.2 CHANGE DEFINED

9.2.1 Issue and change control

Issue and change control procedures ensure that all
issues and changes which may affect the project’s
agreed baselines are identified, assessed and either
approved, rejected or deferred.

9.2.2 Configuration management

Configuration management is the technical

and administrative activity concerned with the
creation, maintenance and controlled change of
configuration throughout the life of a product (or
item).

A configuration item is an entity that is subject
to configuration management. The entity may be
a component of a product, a product or a set of
products that form a release. For example:

B A component of a product: an electronic motor
that is part of a piece of machinery

B A product: a piece of machinery

B A release: a piece of machinery, the refitted
machine room, training materials, and the
necessary health and safety certificates.

A release is a complete and consistent set of
products that are managed, tested and deployed as
a single entity to be handed over to the user(s).

Issue and change control procedures need to be
integrated with the configuration management
system used by the project.

9.2.3 Issues

PRINCEZ uses the term ‘issue’ to cover any relevant
event that has happened, was not planned, and
requires management action. It can be a concern,
query, request for change, suggestion or off-
specification raised during a project. Project issues
can be about anything to do with the project.

9.2.4 Types of issue

Issues may be raised at any time during the
project, by anyone with an interest in the project
or its outcome.

Table 9.1 provides a summary of the different types
of issue that need to be dealt with during
a project.
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Table 9.1 Types of issue

Types of issue Definition

Examples

Request for change

A proposal for a change to a baseline.

The Senior User would like to increase the
capacity of a product from 100 to 150 users.

Off-specification

specification.

Something that should be provided by the
project, but currently is not (or is forecast
not to be) provided. This might be a missing
product or a product not meeting its

Advice from a supplier that they can no longer
deliver one af the products specified by the
customer.

Problem/concern
needs to resolve or escalate.

Any other issue that the Project Manager

Advice from a Team Manager that a team
member has been taken ill and as a result the
target end date for a Work Package will slip by
a week.

Notification that one of the suppliers has gone
bankrupt, resulting in the need to identify and
engage a new supplier.

9.3 THE PRINCEZ APPROACH TO CHANGE

9.3.1 Establish controls

The project’s controls for issues, changes and
configuration management will be defined and
established by the Initiating a Project process

and then reviewed and (if necessary) updated
towards the end of each management stage by the
Managing a Stage Boundary process. The following
management products are used to establish and
maintain the project’s controls for issues, changes
and configuration management:

Configuration Management Strategy
Configuration Item Records

Product Status Accounts

Daily Log

Issue Register

Issue Reports.

The importance and use of each of these
management products are described in sections
9.3.1.1-9.3.1.6.

9.3.1.1 Configuration Management Strategy

Effective issue and change control is only possible
if it is supported by a configuration management
system that facilitates impact assessments
(relationships between products) and maintains
product baselines (the basis from which the entity
will change).

The starting point for all projects will be to identify
whether there are any corporate or programme
policies and processes that need to be applied,

and incorporate them into the project’s own
Configuration Management Strategy. The project’s
Configuration Management Strategy should
define:

B The configuration management procedure
{e.g. planning, identification, control, status
accounting, verification and audit)

B The issue and change control procedure (e.g.
capturing, examining, proposing, decision
making, implementing)

B The tools and techniques that will be used

B The records that will be kept

B How the performances of the procedures will
be reported

B Timing of configuration management and issue
and change control activities

B The roles and responsibilities for configuration
management and issue and change control
activities {including whether any corporate
or programme management roles are to be
involved).

The Configuration Management Strategy should
define the way issues are handled. During the
initiation stage, the Project Manager and Project
Board need to agree:

B The scale for prioritizing issues

B The scale for rating the severity of issues

B What severity of issues can be handled at what
management level.



Example of priority and severity

There are numerous ways to prioritize issues,
one of which is called MoSCoW where (for
requests for change) the issue is rated as either:

B Must have The change is essential for the
viability of the project

B Should have The change is important and
its absence weakens the Business Case

B Could have The change is useful but its
absence does not weaken the Business Case

B Won't have (for now) The change is not
essential nor important and can wait.

There are numerous ways to rate the severity of
issues, such as numeric {(e.g. 1-4) or descriptive
(e.g. minor, significant, major, critical). The
Project Manager and Project Board might

agree that minor issues can be dealt with by
the Project Manager, and significant issues by

a Change Authority, but that major issues need
to be escalated to the Project Board, and critical
issues to corporate or programme management.

When deciding what severity of issues can be dealt
with by what level of management, the Project
Board may consider delegating some decision
making for accepting/rejecting requests for change
or off-specifications to a Change Authority and
whether to provide a budget to pay for changes:

B Change Authority It is the Project Board's
responsibility to review and approve requests
for change and off-specifications. In a project
where few changes are envisaged, it may
be reasonable to leave this authority in the
hands of the Project Board. But for projects
where there are likely to be lots of changes,
the Project Board may choose to delegate
some decisions to a person or group, called
the Change Authority. The Project Manager
and/or the people with delegated Project
Assurance responsibilities may act as the
Change Authority. It may be appropriate, for
example, to make the Project Manager the
Change Authority for Work Packages so that
any changes that are within the delegated
authority limits can be made without referral to
the Project Board for approval

B Change budget This is a sum of money that
the customer and supplier agree will be used
to fund the cost of requests for change, and
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possibly also their analysis costs. Unless the
anticipated level of change on a project is low,
it is advisable for a budget to be set up to pay
for changes. This arrangement can reduce the
number of trivial exceptions arising in projects
where the frequency of requests for change is
forecast to be high. Including a change budget
provides for a more realistic expectation of
the overall costsftimeframe of the project.
Where a change budget is given to a Change
Authority, the Project Board may wish to put a
limit on (a) the cost of any single change, and
(b) the amount spent on change in any one
stage without reference to the Project Board.
The change control procedure would then be
defined in such a way as to control access to
the change budget. If used, the change control
budget is documented in the relevant plan.

See Appendix A for a Product Description of a
Configuration Management Strateqgy.

9.3.1.2 Configuration item Records

The purpose of the Configuration Item Records

is to provide a set of records that describe
information such as the status, version and variant
of each configuration item and any details of
important relationships between the items.

See Appendix A for the Product Description of the
Configuration Item Records.

9.3.1.3 Product Status Account

The purpose of the Product Status Account is

to provide information about the state of the
products within defined limits. The limits can vary.
For example, the report could cover the entire
project, a particular stage, a particular area of the
project or even the history of a single product. Itis
particularly useful if the Project Manager wishes to
confirm the version numbers of products.

See Appendix A for the Product Description of a
Product Status Account.

9.3.1.4 Daily Log

A Daily Log is used to record problems/concerns
that can be handled by the Project Manager
informally. Issues initially captured on the Daily Log
may later be transferred to the Issue Register if,
after examining them, it is decided they need to be
treated more formally.

93



94 | Change

The Daily Log can also be used to record required
actions or significant events not caught by other
PRINCE2 registers and logs. It acts as the project
diary.

See Appendix A for the Product Description of a
Daily Log.

9.3.1.5 Issue Register

The purpose of the Issue Register is to capture and
maintain information on all of the issues that are
being managed formally. The Issue Register should
be monitored by the Project Manager on a regular
basis.

See Appendix A for the Product Description of an
Issue Register.

9.3.1.6 Issue Report

An Issue Report is a report containing the
description, impact assessment and
recommendations for a request for change,
off-specification or a problem/concern. It is only
created for those issues that need to be handled
formally.

9.3.2 Configuration management
procedure

Configuration management procedures can vary,
but they typically comprise five core activities:

B Planning Deciding what level of configuration
management will be required by the project
and planning how this level is to be achieved.
The level of control required will vary from
project to project. The maximum level of
control possible is determined by breaking
down the project’s products until the level
is reached at which a component can be
independently installed, replaced or meodified.
However, the level of control exercised will be
influenced by the importance of the project
and the complexity of the relationship between
its products

B Identification Specifying and identifying all
components of the project’s products (known
as configuration items) at the required level of
control. A coding system should be established,
enabling a unique identifier for each
configuration item to be allocated and various
attributes of the product recorded

B Control The ability to approve and baseline
products and to make changes only with the

agreement of appropriate authorities. Once
a product has been approved, the motto is
'Nothing moves and nothing changes without
authorization’. A baseline is a reference level
against which an entity is monitored and
controlled. In configuration management terms,
it is a snapshot of a release, product and any
component products, frozen at a peoint of time
for a particular purpose. This purpose may be
when a product is ready to be reviewed or
when it has been approved. If the product that
has been baselined is to be changed, a new
version is created to accommodate the change,
and the baseline version is kept unchanged.
Old baseline versions should be archived where
possible, not discarded. Configuration control
also includes: the storing and retrieving of all
information relevant to the management of
the project; ensuring the safety and security
of configuration items and controlling who
has access to them; distribution of copies of all
configuration items; and the archiving of all
documentation produced during the project
lifecycle. Both management and specialist
products are subject to configuration control.

B Status accounting The reporting of all current
and historical data concerning each product
in the form of a Product Status Account. The
Project Manager may call for a Product Status
Account towards the end of a stage, at the end
of the project, or as part of examining issues
and risks

B Verification and audit A series of reviews
and configuration audits to compare the
actual status of all products against the
authorized state of products as registered in
the Configuration ltem Records, looking for
any discrepancies. These reviews and audits
also check that the configuration management
procedure is being undertaken in accordance
with the Configuration Management Strateqy.
The reviews are typically undertaken at the end
of each stage and at the end of the project.

9.3.3 Issue and change control procedure

PRINCE2 provides a common approach to dealing
with requests for change, off-specifications and
problems/concerns, as shown in Figure 9.1.
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Request for advicef
Exception Report
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priority Business Case ® Recommend s Approve, records and
slog and project options reject or defer plans
Register risk profile recommended
s Check option

severity/
priority

Daily Log or
Issue Register/lssue Report

Figure 9.1 Issue and change control procedure

9.3.3.1 Capture

The first step in the procedure is to undertake an
initial analysis to determine the type of issue that
has been raised and whether it can be managed
informally or formally.

The Project Manager is likely to receive many

issues that can be handled without having to

treat them formally, particularly if the issue can

be immediately resolved — for example, a team
member raising an issue that their site access pass is
about to expire. In such cases, the Project Manager
should decide on the best course of corrective
action.

The purpose of distinguishing between those issues
that can be managed informally and those that
need to be managed formally is to:

B Ensure decisions are made at an appropriate
level within the project management team

B Avoid the Project Board being inundated with
too many issues and therefore diluting the
time it has available to deal with the key issues
affecting the project

B Reduce the administrative burden on the
Project Manager when dealing with the day-to-
day issues that may arise.

Issues being managed formally should be entered
in the Issue Register and given a unique identifier.

An Issue Report should be created to capture what
is already known about the issue. It is often useful
to ask the person who raised the issue to create the
initial Issue Report.

9.3.3.2 Examine

The next step is to examine the issue by
undertaking an impact analysis.

The Project Manager needs to consider whether it
is worthwhile doing a detailed impact analysis as
the duration and effort required to undertake one
may itself cause a deviation from the plan.

The impact analysis should consider the impact the
issue has (or will have) on:

B The project performance targets in terms of
time, cost, quality and scope

B The project Business Case, especially in terms of
the impact on benefits

B The project risk profile, i.e. the impact on the
overall risk exposure of the project.

If the project is part of a programme, the impact
of the change on the programme as a whole
should be considered. There may also be effects on
other projects that are not necessarily part of the
programme.

Examining the impact of issues can be wrongly
taken to mean only the impact on the customer.
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Impact analysis must cover the three areas of
business, user and supplier — for example, the
supplier's cost and effort required to implement
a change and what products would have to be
changed. Having undertaken the impact analysis,
the severity or priority should be re-evaluated.

The Issue Register and Issue Report should be
updated to include the above information and the
person who raised the issue and the person who
created the Issue Report (if different) should be
kept appraised of its status.

It may be necessary to request advice from the
Project Board to check their understanding of
the issue’s priority or severity before proposing
resolutions.

9.3.3.3 Propose

Having gained a full understanding of the impact
of the issue, the next step is to consider alternative
options for responding to it and proposing a course
of action to take.

Consideration should be given as to the effect

each of the options will have on the project’s time,
cost, quality, scope, benefit and risk performance
targets. There must be a balance between the
advantage to be gained by implementing the
option, and the time, cost and risk of implementing
it, as illustrated in Figure 9.2.

Impact of
implementation

Advantage
gained

Reduced costs/
time/risks

Cosuduration
of option

More benefits

Figure 9.2 Options analysis

The risk considerations should include both project
risks (i.e. of not completing within tolerances) and
operational risks (e.g. potential performance issues
once the project's products are in use).

If any of the proposed options would take the
stage or project beyond any tolerances, consider
preparing an Exception Report for that option to
accompany the Issue Report.

9.3.3.4 Decide

The Project Manager may be able to resolve

issues without the need to escalate them to the
Project Board. For example, a minor change to an
approved detailed design document that does not
affect any other products could be handled by the
Project Manager (if allowed in the Configuration
Management Strategy), as long as it is formally
recorded.

Other issues may need to be escalated to the
Project Board (or its delegated Change Authority)
for a decision. The escalation could be in the form
of an Issue Report (as part of a request for advice)
or in the form of an Exception Report (if the
selected option to address the issue would cause an
exception - see Chapter 10).

For escalated issues and exceptions, the likely
Project Board responses are shown in Table 9.2.

9.3.3.5 Implement
The Project Manager will either:

B Take the necessary corrective action (such as
updating a Work Package or issuing a new
one), or

B Create an Exception Plan for approval by the
Project Board.

In both cases, the Project Manager will update the
Issue Register and Issue Report with the decision
and inform all interested parties.

Once the issue is closed, the Project Manager
should update the Issue Register and the Issue
Report.

9.4 RESPONSIBILITIES

Table 9.3 outlines the responsibilities relevant to
the Change theme. Refer to Appendix C for further
details of project management team roles and their
associated responsibilities.
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Request Project Board (or Change Authority) response Considerations
Request for change Approve the change If a request for change involves extra cost, there
Reject the change are three principal ways o fund it:
B Defor decision B Use thg .change budget (if being used and if
5 & o _ of sufficient size)
GqUestMOLe In (.)rmatmn _ B Increase the project budget
B Ask for an Exception Plan {if the request for B DEEeene BHhar s of tha Bt
change cannot be implemented within the P project.
limits delegated to the Change Authority).
Tolerance should not be used to fund requests
for change.
Off-specification B Grant a concession The Project Board may decide to accept the
B Instruct that the off-specification be resolved — Off-specification without immediate corrective
_ . action. This is referred to as a concession. When
Defer decision , .
: _ _ a product is granted a concession, the Product
Request more information Description will need to be revised before the
B Ask for an Exception Plan (if the concession product is handed over to the User.
cannot be granted within the limits delegated
to the Change Authority).
Problem/concern Provide guidance Could the problem/concern be resolved by

B Ask for an Exception Plan

relaxing the stage tolerances?

Table 9.3 Responsibilities relevant to the Change theme

Role

Responsibilities

Corporate or programme

management

configuration management.

Pravide the corporate or programme strategy for change control, issue resolution and

Executive

Determine the Change Authority and change budget.

Set the scale for severity ratings for issues.

Set the scale for priority ratings for requests for change and off-specifications.

Respond to requests for advice from the Project Manager.

Make decisions on escalated issues, with particular focus on continued business justification.

Senior User

Respond to requests for advice from the Project Manager.

Make decisions on escalated issues with particular focus on safeguarding the expected benefits.

Senior Supplier

Respond to requests for advice from the Project Manager.

Make decisions on escalated issues, with particular focus on safeguarding the integrity of the

complete solution.

Project Manager

Manage the configuration management procedure, assisted by Project Support where

possible.

Manage the issue and change control pracedure, assisted by Project Support where possible.

Create and maintain the Issue Register, assisted by Project Support where possible.

Implement corrective actions.

Team Manager

Implement corrective actions.

Project Assurance

Advise on examining and resolving issues.

Project Support

Administer the configuration management and issue and change control procedures:

B Maintain Configuration Item Records
B Produce Product Status Accounts

B Assist the Project Manager to maintain the Issue Register.










10 Progress

10.1 PURPOSE

The purpose of the Progress theme is to
establish mechanisms to monitor and compare
actual achievements against those planned;
provide a forecast for the project objectives and
the project’s continued viability; and control any
unacceptable deviations.

Two of the principles of PRINCE2 are managing
by stages and continued business justification.
The Progress theme provides the mechanisms
for monitoring and control, enabling the critical
assessment of ongoing viability.

The Progress theme provides such mechanisms
for all management levels (delivering, managing,
directing) within the project management team,
and for corporate or programme management
outside the project.

Another PRINCE2 principle is that projects are
managed by exception, setting tolerances for
project objectives to establish limits of delegated
authority. Tolerances define the amount of
discretion that each management level can
exercise without the need to refer up to the next
level for approval. The Progress theme provides
the mechanisms to monitor progress against the
allowed tolerances, and the controls to escalate to
the next level should any forecast suggest that one
or more tolerances will be exceeded.

Control of progress is all about decision making
and is central to project management, ensuring
that the project remains viable against its approved
Business Case.

10.2 PROGRESS DEFINED

10.2.1 What is progress?

Progress is the measure of the achievement of the
objectives of a plan. It can be monitored at Work
Package, stage and project level.

10.2.2 What are progress controls?

Progress controls ensure that for each level of
the project management team the next level of
management can:

B Monitor progress

B Compare level of achievement with plan

B Review plans and options against future
situations

B Detect problems and identify risks

B Initiate corrective action

B Authorize further work.

10.2.3 Exceptions and tolerances

An exception is a situation where it can be forecast
that there will be a deviation beyond the agreed
tolerance levels.

Tolerances are the permissible deviation above and
below a plan’s target for time and cost without
escalating the deviation to the next level of
management. There may also be tolerance levels
for quality, scope, benefit and risk.

If tolerances are not implemented, there is no clear
measure of discretion if things do not go to plan.
For example, if every minor deviation is escalated
to the Project Board, the Project Manager is merely
monitoring the work and making no effort to
implement corrective action — clearly unsatisfactory
from the Project Board members’ point of view.

In effect, the Project Board is having to do the
Project Manager's job. On the other hand, if the
Project Manager carries on working to put things
right, implementing corrective actions, there is

the risk that Project Board members will see this

as exceeding the Project Manager's (unwritten)
discretion, and will question why the problems
were not escalated earlier. In this instance, the
Project Manager is seen as taking on the Project
Board's role.

Table 10.1 describes where tolerances may be
usefully applied and shows in which management
product they are documented.
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Table 10.1 The six tolerance areas by level

AL Product
Project level Stage level Package
Tolerance areas level
tolerances tolerances level
tolerances
tolerances
Time Work
+/- amounts of time on target completion Project Plan Stage Plan NA
Package
dates
Cost ; Work
+/- amounts of planned budget R s et S A Package NA
Scope
Permitted variation of the scope of a ; Work
: - e Project Plan Stage Plan
project solution, e.g. MoSCoW prioritization Package NA
of requirements (Must have, Should have, (note 1) (note 1) (hots 1)
Could have, Won't have for now).
Risk
Limit on the aggregated value of threats Risk Work
(e.g. expected monetary value to remain less M 3 Stage Plan p I?r NA
than 10% of the plan’s budget); and as?agéement (hote 2) (ac tag;
Limit on any individual threat (e.g. any rategy i
threat to operational service)
Quality Project NA NA
o . : Product
Defining quality targets in terms of ranges, Product D g
e.g. a product that weighs 300g +/- 10g Description (note 3) (note 3) =ik
Benefits
Defining target benefits in terms of ranges, Busi
; . " usiness
e.g. to achieve minimum cost savings of Case NA NA NA
5% per branch, with an average of 7%
across all branches
Note 1 - the scope of a plan is defined by the set of products to be delivered. Scope tolerance (if used)
should be in the form of a note on or reference to the product breakdown structure for the plan. Scope
tolerance at the stage or Work Package level is of particular use if applying a time-bound iterative
development method such as Agile.
Note 2 — more specific stage level risk tolerances may be set by the Project Board when authorizing a
stage or by the Project Manager when commissioning Work Packages, especially from external suppliers.
Note 3 — quality tolerances are not summarily defined at the stage or Work Package level but are defined
per Product Description within the scope of the plan.

10.3 THE PRINCE2 APPROACH TO L
PROGRESS
Progress control involves measuring actual progress

against the performance targets of time, cost,
quality, scope, benefits and risk, and then using this

Dividing the project into management stages
and authorizing the project one stage at a time

B Time-driven and event-driven progress-
reporting and reviews

B Raising exceptions.

information to make decisions (such as whether
to approve a stage or Work Package, whether to
escalate deviations, whether to prematurely close
the project etc.) and to take actions as required.
PRINCE2 provides progress control through:

B Delegating authority from one level of
management to the level below it

The project’s controls should be documented in the
Project Initiation Documentation.

10.3.1 Delegating authority

10.3.1.1 The four levels of management

The principle of management by exception uses
six types of tolerance against which a project can



be controlled. The allocation of tolerances follows
the four levels of the project management team as
outlined in Figure 10.1 and described below:

B Corporate or programme management
sits outside the project but sets the overall
requirements and tolerance levels for the
project. The three levels of management within
the project (responsible for directing, managing
and delivering) will manage and implement
within these tolerances and escalate any
forecast breaches of project tolerance

B The Project Board has overall control at a
project level, as long as forecasts remain within
project tolerance, and will allocate tolerances
for each management stage to the Project
Manager. The Project Board has the ability
to review progress and decide whether to
continue, change or stop the project. During
execution of the Project Plan, if any forecasts
indicate that the project is likely to exceed the
agreed project tolerances, then the deviation
should be referred to corporate or programme
management by the Project Board in order to
get a decision on corrective action

B The Project Manager has day-to-day control
for a management stage within the tolerance
limits laid down by the Project Board. During
execution of a Stage Plan, if any forecasts
indicate that the stage is likely to exceed the
agreed stage tolerances, then the deviation
should be referred to the Project Board by the
Project Manager in order to get a decision on
corrective action

B The Team Manager has control for a Work
Package, but only within the Work Package
tolerances agreed with the Project Manager.
During execution of the Work Package, if
any forecasts indicate that it is likely that the
agreed tolerances will be exceeded, then the
deviation should be referred to the Project
Manager by the Team Manager in order to get
a decision on corrective action.

10.3.1.2 Project Board controls

The main controls available to the Project Board
include:

B Authorizations The Project Board uses the
Directing a Project process to authorize
initiation, authorize the project, authorize each
stage and, finally, authorize project closure:
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Corporate or programme management

| |

Project Project
tolerances progressfexceptions

l I

Project Board

I [

Stage Stage
tolerances progressfexceptions

l I

Project Manager

I ]

Work Package Work Package
tolerances progress/issues

| I

Team Manager

Figure 10.1 Delegating tolerance and reporting
actual and forecast progress

® After the pre-project process Starting up
a Project, the Project Board authorizes
progress to the initiation stage, which is the
official 'start’ of the project

® After the Initiating a Project process, the
Project Board reviews the information from
the Project Initiation Documentation and,
if satisfied that there is sufficient reason
to go ahead with the project, can approve
the Project Initiation Documentation and
authorize the project itself

@ After the Managing a Stage Boundary
process, the Project Board reviews a
Stage Plan or Exception Plan, and can
either approve the plan, with its relevant
tolerances for the next management stage,
or, if there is insufficient justification to
continue with the project, trigger premature
closure of the project

# After the Closing a Project process, the
Project Board reviews the End Project Report
and, if satisfied that the project is complete
or has nothing more to offer, can authorize
its closure
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B Progress updates Including Highlight Reports
and End Stage Reports

B Exceptions and changes Including Exception
Reports and Issue Reports.

When the Project Board has agreed stage
tolerances with the Project Manager, it is kept
informed of progress by means of Highlight
Reports. There is no need for regular progress
meetings during this stage, although personnel
with Project Assurance responsibilities will require
regular contact with the Project Manager and team
members.

10.3.1.3 Project Manager controls

The main controls available to the Project Manager
include:

B Authorizations Project Manager authorizations
occur during the process Controlling a Stage
(see Chapter 15). The Project Manager will be
responsible for agreeing and authorizing Work
Packages and Work Package tolerances

B Progress updates Including Checkpoint Reports
produced by Team Managers or team members

B Exceptions and changes Use of project registers
and logs to review progress and identify issues
and risks that may need to be resolved. These
are discussed further in section 10.3.3.2.

10.3.2 Use of management stages for
control

Management stages are partitions of the project
with management decision points. A management
stage is a collection of activities and products
whose delivery is managed as a unit. As such, this
stage is a subset of the project and, in PRINCE2
terms, is the element of work that the Project
Manager is managing on behalf of the Project
Board at any one time.

Management stages:

B Provide review and decision points, giving the
Project Board the opportunity to assess the
project viability at regular intervals, rather than
let it run on in an uncontrolled manner

B Give the ability to ensure that key decisions
are made prior to the detailed work needed to
implement them

B Allow clarification of what the impact will be
of an identified external influence, such as the
corporate budget round or the finalization of
legislation

B Facilitate the management by exception
principle by delegating authority to the Project
Manager on a stage-by-stage basis.

The Project Board authorizes one management
stage of the project at a time. Towards the end

of each stage, during the Managing a Stage
Boundary process, the Project Manager will review
the Business Case and Project Plan, update the
project documentation with the results of the
stage, and create an End Stage Report and Stage
Plan to request authorization to commence the
next management stage. The End Stage Report,
together with the Stage Plan for the next stage,
should contain all the information necessary to
enable the Project Board to conduct an end stage
assessment and make a decision as to whether

to proceed. The Project Board only authorizes

the next management stage if there is sufficient
business justification to continue. If the project no
longer has a valid Business Case, the Project Board
has the authority to prematurely close it.

The Project Board delegates the authority for day-
to-day control of a stage, within agreed tolerances,
to the Project Manager. As long as the stage is
forecast to remain within tolerance, the Project
Manager has discretion to make adjustments as
required. This allows the Project Board to manage
by exception, retaining the level of control

it requires while reducing the administrative
overhead of being involved.

10.3.2.1 Number of stages

The use of management stages in a PRINCE2
project is mandatory, but the number of stages

is flexible and depends on the scale and risk of
the project. Every PRINCE2 project consists of

at least two management stages. The initiation
stage is mandatory as it ensures that there is a
firm basis for the project, which is understood

by all parties. There should also be at least one
other management stage to cover the remainder
of the project. For larger projects, additional
management stages may be needed to enable the
project management team to have an optimal level
of planning and control.

Defining management stages is fundamentally a
process of balancing:

B How far ahead in the project it is sensible to
plan

B Where the key decision points need to be on
the project



B The amount of risk within a project

B Too many short management stages (increasing
the project management overhead) versus too
few lengthy ones (reducing the level of control)

B How confident the Project Board and Project
Manager are in proceeding.

The number of management stages required will
be dictated by the nature of the project and its
duration. For short-duration projects (where the
project can be completed within the planning
horizon, for example), the introduction of multiple
management stages could result in unnecessary
‘overheads’ and additional costs.

10.3.2.2 lLength of stages

PRINCE2 does not define how long a management
stage should be. Stages should be shorter when
there is greater risk, uncertainty or complexity,

for example at the beginning and end of projects.
They can be longer when risk is lower, typically in
the middle of projects. Further, the length of those
management stages may vary depending on the
point within the project lifecycle. Factors that will
influence this decision include:

B The planning horizon at any point in time
The planning horizon may vary depending
on the nature of the work being undertaken.
For example, the work involved in installing
a computer system during an application
migration project may be better understood
and less risky than the work involved with
migrating the application itself

B The technical stages within the project The
end of management stages do not necessarily
need to occur at the same time as the end of
technical stages, but there are often benefits
if they do. For example, the Project Board may
wish to be able to understand any effects on
the Business Case of the results of a ‘proof
of concept’ before committing to a full-scale
deployment

B Alignment with programme activities It
may be a requirement to align the end of a
management stage with the end-of-tranche
review within the programme. This will allow
the project to contribute fully to the assessment
of the ongoing viability of the programme itself
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B The level of risk Management stages can be
very useful as a means of bringing Project Board
control to risky projects. Stage breaks can be
inserted at key points when risks to the project
can be reviewed before major commitments of
money or resources.

10.3.2.3 Technical stages

Another method of grouping work is by the

set of techniques used or the products created.
This results in stages covering elements such as
design, build and implementation. Such stages are
technical stages and are a separate concept from
the management stages already introduced.

Technical stages often overlap (as in Figures 10.2
and 10.3) but management stages do not. Technical
stages are typified by the use of a particular set

of specialist skills. Management stages equate to
commitment of resources and authority to spend.

Often the boundary of the two types of stage will
coincide — for instance, where the management
decision is based on the output from the technical
stage. However, on other occasions the stage
boundaries will not coincide — for example, there
might be more than one technical stage per
management stage.

Where a technical stage spans a management
stage boundary, the extent to which the product(s)
of the technical stage should be complete at the
stage boundary should be clear in the Product
Description(s) concerned.

Figures 10.2, 10.3 and 10.4 give examples of the
distinction between technical and management
stages. Figure 10.2 shows a project with five
technical stages.

Figure 10.3 shows the same project from Figure
10.2, but broken down into four management
stages. Two of the technical stages span more than
one management stage.

Figure 10.4 shows that the technical stage of
‘designing’ has been broken into three product
groups. The overall design now falls within
management stage 1; detailed design and training
syllabus form the second management stage; and
periphery design is scheduled for management
stage 3, together with the creation of the built
facility and trained staff.
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Project

I Specifying I
I Designing I
I Building I

I Trainin I
Commissioning

Figure 10.2 Specialist work defined in technical

stages
Project

Managementstage 1 _Managementstage 2_ Managementstage 3 _ Managementstage 4

I Specifying I
I 1 Designing 1 I

I Building I

I Trainin I

I Commissioning I

Figure 10.3 Specialist work crossing management
stage boundaries

Project

Specification gl
I I

Overall I Detailed Peripheral

designI design I design
1

I Built facility I
yllabu Trained staff I

Training

Commissioned
I facility I

Figure 10.4 Specialist work aligned to
management stages

The PRINCEZ approach is to concentrate the
management of the project on the management
stages since these will form the basis of the
planning and control processes described
throughout the method. To do otherwise runs the
risk of the project being driven by the specialist
teams instead of the customer’s management.

10.3.3 Event-driven and time-driven
controls

PRINCE2 provides two types of progress control
throughout the life of a project:

B Event-driven controls Take place when
a specific event occurs. This could be, for
example, the end of a stage, the completion
of the Project Initiation Documentation or the
creation of an Exception Report. It could also
incdlude organizational events that might affect
the project, such as the end of the financial
year

B Time-driven controls Take place at predefined
periodic intervals. This could be, for example,
producing menthly Highlight Reports for the
Project Board or weekly Checkpoint Reports
showing the progress of a Work Package.

Monitoring and reporting requires a time-based

approach, whereas control {decision making) is an

event-based activity.

The following sections describe the management
products that are used to establish and execute
event-driven and time-driven controls.

10.3.3.1 Baselines for progress control

It is only possible to control at the level of
resolution in the plans, i.e. if you want to have
Checkpoint Reports weekly, you need to know (in
the Stage Plan) what you expect to achieve week
by week.

The following management products assist the
Project Manager in establishing baselines for
progress control:

B Project Plan This will include the project-
level performance targets and tolerances. Any
threat to the project-level tolerances needs to
be escalated to the Project Board, which will
seek advice from corporate or programme
management for corrective action

B Stage Plans These form the basis of the day-to-
day control of the stage. They should contain
details of the activities to be conducted during
a management stage, their timescales, and the
resources needed to carry them out

B Exception Plan The Project Board may request
an Exception Plan after having considered an
Exception Report during the process Directing a
Project. The Exception Plan should be produced
at the same level as the plan that it replaces



B Work Packages The Project Manager authorizes
a Work Package in order to trigger an
individual team member or a Team Manager to
undertake a piece of work during a stage. This
means that work cannot be undertaken unless
the Project Manager has specifically authorized
it. Details of the work to be completed within
what tolerances must be agreed between the
Project Manager and Team Manager or team
member, and documented in the Work Package.
Work Package authorization is a particularly
useful control when dealing with contractors
or subcontractors. The individuals or teams
monitor progress against the Work Package
and report back to the Project Manager via
Checkpoint Reports. A project may be a mix of
internal and external teams. It may therefore be
valid to use a mixture of formal and informal
Work Packages of varying sizes, with tight or
loose tolerances, depending on the needs of
the project.

10.3.3.2 Reviewing progress

As part of Controlling a Stage, the Project
Manager will regularly review the progress of
work through Checkpoint Reports and maintain

a set of project registers and logs. The Project
Manager will use this information to update the
Stage Plan with actual progress achieved. The
frequency of checkpoint reporting required may
change according to the needs of individual Work
Packages.

It is also useful to look at trends to get a view of
the overall "health’ of the stage. For example, the
stage may seem to be progressing well in terms

of the products being completed against the
schedule. However, the Issue Register may reveal
an increasing number of issues which are not being
resolved and which may be a cause for concern.
Similarly, a high number of outstanding items
against a product in the Quality Register may show
design issues with that product.

The following management products assist the
Project Manager in reviewing progress:

B Daily Log This is a useful tool for recording
actions. Project actions may arise from many
sources, including checkpoints, quality reviews,
end stage assessments or ad hoc conversations.
There is a danger that actions may get ‘lost’ if
they are only recorded in minutes or progress
reports. Small actions may simply be recorded on
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the Daily Log and marked off when completed.
Actions involving significant effort may need

to be incorporated into the Stage Plan. If such
actions cannot be incorporated into the plan
within tolerances, then an issue should be raised
to examine their impact on the stage and project.
The Daily Log can also be used to record informal
issues and any other notes or observations

that are not captured by any other registers or
logs. The Daily Log is a useful way of recording
individual observations that on their own may
seem insignificant, but when collated may alert
the Project Manager to a new issue or risk

Issue Register This will contain details of all
formal issues raised during the project, which
could take the form of requests for change, off-
specifications or problems/concerns. Reviewing
the Issue Register may uncover progress issues
— for example, a sudden increase in the number
of requests for change, or an increasing number
of overdue corrective actions

Product Status Account This provides a
snapshot of the status of products within the
project, management stage or a particular area
of the project. It can reveal progress issues as

it shows the planned and actual dates for key
points in the production, review and approval
of the products to be delivered by the plan.
The Product Status Account is derived from the
Configuration ltems Records

Quality Register This is a record of all planned
and implemented quality activities. The Quality
Register can reveal progress issues as the
Project Manager can assess whether any quality
activities are outstanding or whether there are
any useful trends in the quality results — for
example, an increasing number of products
failing quality review or an increase in the
average number of quality review actions

Risk Register This is a record of all identified
risks. The Project Manager should review the
Risk Register as part of reviewing stage status.
As risks are driven by uncertainty, the number
of risks should generally decrease as the project
progresses and the level of certainty increases.
The Risk Register should be reviewed to
determine whether the aggregated risks may
impact on progress for the remainder of the
stage and project, e.g. there may be a large
number of risks with similar proximity in time,
indicating a period where progress may be
affected.
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Progress evaluation techniques

Measuring the progress of a management stage
involves looking backwards, at the progress
made against plans, and forwards, at what still
needs to be completed with what time and
resources. There are many techniques available
to measure project progress, including:

B Milestone chart This is a graphical chart
showing key planned and actual milestones
in a stage

B S-curve This is a graph showing cumulative
actual figures (for example, costs or hours)
plotted against time. The curve is usually
shaped like the letter 'S, reflecting the fact
that a project typically consumes fewer
resources and costs at the start and end
of the project, and more in the middle.

The steeper the curve, the more resources
required. When planned and actual figures
are shown on the same chart, this can be
used to identify potential overspend or
forecast areas where tolerances may be
exceeded

B Earned value management This is a
technique to measure the scope, schedule
and cost performance compared with plans,
by comparing the completed products and
the actual cost and time taken against their
schedule and cost estimates. PRINCE2's
product-based approach to planning
provides the prerequisites needed for
earned value management.

10.3.3.3 Capturing and reporting lessons

The following management products are used for
capturing and reporting lessons when reviewing
progress:

B Lessons Log One of the principles of a PRINCE2
project is that the project management team
learns from experience, which means that
lessons are sought, recorded and actioned
throughout. It is often in the reviewing of
progress that lessons are identified. Lessons
could include information about management
or specialist processes, products, techniques or
procedures that either made a contribution to
the project’s achievements or caused a problem
— for example, the performance of the project
management team, the success of tailoring

PRINCE2 to the project, or the analysis of
quality statistics and measurements

Lessons Report Although lessons may be
identified and recorded during a project,
learning lessons involves taking action to
implement improvements. These actions may
apply to the current project, in which case they
should be incorporated into the appropriate
plans and Work Packages, or they may be
relevant to different projects. If a lesson is
significant and has relevance for future projects,
it should be included in the Lessons Report. It is
important to note that actions to learn lessons
can be taken, and the Lessons Report created,
at any appropriate time during a project. As a
minimum, however, a Lessons Report should be
produced during the Closing a Project process.

10.3.3.4 Reporting progress

The frequency of reporting should reflect the level
of control required, and this is likely to vary during
the project. For example:

During the design stage, less frequent control
may be required than during later management
stages

If the team is highly experienced then less
frequent reporting may be appropriate,
whereas for an inexperienced team the Project
Manager may wish to increase the frequency of
reporting until sufficient confidence has been
gained on the capability of the team.

The following management products are used for
progress reporting:

B Checkpoint Report The Team Manager will

produce this to provide the Project Manager
with details of progress against the Work
Package. The Work Package will include the
frequency of Checkpoint Reports required.

The Project Manager will collate Checkpoint
Reports and use these as part of the progress
assessment when reviewing stage status
Highlight Report The Project Manager
produces this report on management stage
progress for the Project Board. The Project
Board will determine the frequency of
Highlight Reports required, either for the whole
project or stage by stage, and document this

in the Communication Management Strategy.
The Highlight Report allows members of the
Project Board to manage by exception between
end stage assessments as they are aware of the



tolerances agreed with the Project Manager
in the Stage Plan. The Highlight Report should
confirm that progress is being made within
these tolerances and provide early warning
of possible problems which may need actions.
As part of the Communication Management
Strateqy, the Project Board can request that
copies of the Highlight Report be sent to
other interested parties outside the project.
The Project Board may also issue the Highlight
Report (or a summary of it) to corporate or
programme management

B End Stage Report This is produced by the
Project Manager towards the end of each
management stage, providing the Project Board
with the information on the progress to date,
the overall project situation and (in tandem
with the next Stage Plan) sufficient information
to ask for a Project Board decision on what to
do next with the project

B End Project Report This is produced by the
Project Manager towards the end of the
project, during the Closing a Project process,
and is used by the Project Board to evaluate the
project and authorize closure.

10.3.4 Raising exceptions

The output from reviewing progress is a decision
as to whether the Work Package, Stage Plan or
Project Plan remain, or are forecast to remain,
within agreed tolerances:

B Work-Package-level exceptions Having
agreed Work Package tolerances with the
Team Manager, the Project Manager should
be kept informed of progress through regular
Checkpoint Reports. If a Work Package is
forecast to exceed its tolerances, the Team
Manager should inform the Project Manager by
raising an issue. The Project Manager will advise
of any corrective actions required

B Stage-level exceptions If the stage is forecast
to exceed its tolerances, the Project Manager
should produce an Issue Report to capture and
analyse the details of the deviation and then
provide an Exception Report for the Project
Board. Based on information in this report,
the Project Board may request that the Project
Manager produces an Exception Plan to replace
the plan that was forecast to exceed tolerance.
The Project Board may also remove the cause,
accept and adjust tolerance, or request more
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time to consider or reject the recommendations
in the Issue Report. If an Exception Plan is
requested, the Project Board will conduct
an exception assessment, similar to the end
stage assessment, to review and approve the
Exception Plan

B Project-level exceptions If the forecast is for
project tolerances to be exceeded, the Project
Board no longer has the authority to manage
the project and must refer the matter to
corporate or programme management for a
decision. The Project Board may request the
Project Manager to produce an Exception Plan
for the project.

Refer to Chapter 9 for more information on issue
and change control procedures.

10.4 RESPONSIBILITIES

Table 10.2 outlines the responsibilities relevant
to the Progress theme. Refer to Appendix C for
further details of project management team roles
and their associated responsibilities.
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Table 10.2 Responsibilities relevant to the Progress theme

Role

Responsibilities

Corporate or programme
management

Provide project tolerances and document them in the project mandate.

Make decisions on Exception Plans when project-level tolerances are forecast to be
exceeded.

Executive

Provide stage tolerances.

Ensure that progress towards the outcome remains consistent from the business
perspective.

Make decisions on Exception Plans when stage-level tolerances are forecast to be
exceaded.

Recommend future action on the project to corporate or programme management if
the project tolerance is forecast to be exceeded.

Senior User

Ensure that progress towards the outcome remains consistent from the user
perspective.

Senior Supplier

Ensure that progress towards the outcome remains consistent from the supplier
perspective.

Project Manager

Authoarize Work Packages.

Monitor progress against Stage Plans.

Produce Highlight Reports, End Stage Reports , Lessons Reports and End Project Report.

Produce Exception Reports for the Project Board when stage-level tolerances are
forecast to be exceeded.

Maintain the project’s registers and logs.

Team Manager

Agree Work Packages with the Project Manager.

Inform Project Support of completed quality activities.

Produce Checkpoint Reports.

Notify the Project Manager of any forecast deviation from Work Package tolerances.

Project Assurance

Verify the Business Case against external events and project progress.

Verify changes to the Project Plan to see whether there is any impact on the needs of
the business or the Business Case.

Confirm stage and project progress against agreed tolerances.

Project Support

Assist with the compilation of reports.

Contribute specialist toal expertise (for example, planning and contral tools).

Number, record, store and distribute Issue Reports and Exception Reports.

Assist the Project Manager in maintaining the Issue Register and Risk Reqister.

Maintain the Quality Register on behalf of the Project Manager.
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11.1 THE PRINCE2 PROCESSES

PRINCE2Z is a process-based approach for project
management. A process is a structured set of
activities designed to accomplish a specific
objective. It takes one or more defined inputs and
turns them into defined outputs.

There are seven processes in PRINCE2, which
provide the set of activities required to direct,
manage and deliver a project successfully.

Figure 11.1 shows how each process is used
throughout a project’s life.

11.2 THE PRINCE2 JOURNEY

The Project Board sets direction and makes key
decisions throughout the life of the project.

The Project Board's activities are covered by the
Directing a Project process (see Chapter 13), which
runs from pre-project through to, and including,
the final stage.

Introduction to processes

11.2.1 Pre-project

In the beginning, someone has an idea or a need.
This may result from new business objectives,
responding to competitive pressures, changes

in legislation, or a recommendation in a report

or an audit. The trigger for the project could be
almost anything. In PRINCE2, this trigger is called a
project mandate. The project mandate is provided
by the commissioning organization (corporate or
programme management) and can vary in form
from a verbal instruction to a well-defined and
justified project definition.

Prior to the activity to fully scope the project, it is
important to verify that the project is worthwhile
and viable. Such activities are covered by the
process Starting up a Project (see Chapter 12),
which culminates in the production of a Project
Brief and a Stage Plan for project initiation.

The Project Board reviews the Project Brief and
decides whether to initiate the project, and states

: Initiation Subsequent Final delivery\
Pre-project :
stage delivery stage(s) stage /
_ _ Directing a Project
Directing
su
| SB sB ol
Managing - _ " T
1P Controlling a Stage Controlling a Stage
Delivering Managing Product Delivery _prcdjgagé?i%ew
Key Note

SU = Starting up a Project

IP = Initiating a Project

SB = Managing a Stage Boundary
CP = Closing a Project

Figure 11.1 The PRINCEZ2 processes

e Starting up a Project is used by both the directing and
managing levels.

* There should be at least two management stages, the first
of which is the initiation stage.

* Managing a Stage Boundary is first used at the end of the
initiation stage and repeated at the end of each subsequent
stage except the final stage. It is also used to prepare Exception
Plans, which can be done at any time including in the final stage.

* For complex or lengthy initiations, Controlling a Stage
and Managing Product Delivery can optionally be used to
manage the initiation stage.
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the levels of authority to be delegated to the
Project Manager for the initiation stage.

11.2.2 Initiation stage

Once there is a decision to go ahead with the
project, it needs to be planned in detail. Funding
needs to be obtained and controls should be
defined to ensure that the project proceeds in
accordance with the wishes of those people paying
for the project and those who will make use of
what the project delivers. The detailed planning,
establishment of the project management
strategies and controls, development of a robust
Business Case, and a means of reviewing benefits
are covered by the Initiating a Project process (see
Chapter 14). Also, during the initiation stage, the
Managing a Stage Boundary process (Chapter 17) is
used to plan the next stage in detail.

The initiation stage culminates in the production
of the Project Initiation Documentation, which is
reviewed by the Project Board to decide whether
to authorize the project. As the contents of the
Project Initiation Documentation are likely to
change throughout the project (under change
control), this version of the Project Initiation
Documentation is preserved as input for later
performance reviews.

11.2.3 Subsequent delivery stages

The Project Board delegates day-to-day control

to the Project Manager on a stage-by-stage basis.
The Project Manager needs to assign work to

be done, ensure that the outputs of such work
{products) meet relevant specifications, and gain
suitable approval where appropriate. The Project
Manager also needs to ensure that progress isin
line with the approved plan and that the forecasts
for the project’s performance targets are within
agreed tolerances. The Project Manager ensures
that a set of project records (Daily Log, Lessons
Log, Issue Register, Risk Register, Quality Register
and Configuration Item Records) are maintained to
assist with progress control. The Project Manager
informs the Project Board of progress through
regular Highlight Reports. The activities to control
each stage are covered by the Controlling a Stage
process (see Chapter 15).

In the Managing Product Delivery process (see
Chapter 16), the Team Manager(s) or team
members execute assigned Work Packages (that
will deliver one or more products) and keep

the Project Manager appraised of progress via
Checkpoint Reports.

Towards the end of each management stage, the
Project Manager requests permission to proceed
to the next stage by reporting how the stage
performed, providing an update to the Business
Case and planning the next management stage

in detail. The Project Manager provides the
information needed by the Project Board in order
for it to assess the continuing viability of the
project and to make a decision to authorize the
next management stage. The activities to manage
each stage boundary are covered in the Managing
a Stage Boundary process (see Chapter 17).

11.2.4 Final delivery stage

As a project is a temporary undertaking, during the
final stage {(once the Project Manager has gained
approval for all of the project's products) it is time
to decommission the project. The Project Board
needs to be satisfied that the recipients of the
project’s products are in a position to own and use
them on an ongoing basis. Should this be the case,
the products can be transitioned into operational
use and the project can close. The project
documentation should be tidied up and archived,
the project should be assessed for performance
against its original plan and the resources assigned
to the project need to be released. The closure
activities include planning post-project benefits
reviews to take place for those benefits that

can only be assessed after the products have

been in use (and therefore after the project has
closed). The activities to decommission a project
are covered by the Closing a Project process (see
Chapter 18).

11.3 THE PRINCE2 PROCESS MODEL
The PRINCE2 process model is shown in Figure 11.2.

The processes are aligned to the management
levels of corporate or programme, directing,
managing and delivering. The triggers between
each process are shown.

11.4 STRUCTURE OF THE PROCESS
CHAPTERS

Each process within PRINCEZ is described using the
following structure and format.



Corporate or
programme
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Direction

Management

Delivery

Notes:

Note 1: at the end of the initiation stage, the Initiating a Project process is used to request Project Board approval
to initiate the project {with the submission of the Project Initiation Documentation) and in parallel the Managing
a Stage Boundary process is used to request Project Board approval of the Stage Plan for the second

management stage.

Note 2: the closure activities are planned and approved as part of the stage approval for the final stage; therefore

the Closing a Project process takes place in the final stage.

Figure 11.2 PRINCE2 process model

11.4.1 Purpose

This section describes the reason for the process.

11.4.2 Objective

This section describes the specific objectives to be
achieved by the process.

11.4.3 Context

This section puts each process in context with the
other processes and activities going on within

the project and from corporate or programme
management.

11.4.4 Activities

PRINCEZ processes comprise a set of activities,
which may be run in series or in parallel. PRINCE2
activities comprise a set of recommended actions
designed to achieve a particular result.

The relationship between processes, activities and
actions is shown in Figure 11.3.
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Each one comprises

Each one comprises

Figure 11.3 Relationship between processes, activities and actions

A diagram is provided for each activity showing
the inputs and outputs, including those products
that are created or updated by that activity. The
recommended actions to be taken to achieve the
objectives of the activity are described.

Each activity is concluded by a table showing
the responsibilities for each product created or
updated during the activity, as illustrated in
Table 11.1.

Table 11.1 An example of a table of responsibilities

Note that management products created during
one process may be approved in another (e.g. a
Stage Plan is created in the Managing a Stage
Boundary process but is approved in the Directing
a Project process). However, the complete set of
responsibilities is shown, and those covered by
another process are indicated by being shown in
parentheses, e.g. (A).

Producer — responsible for product’s production
Reviewer — ideally independent of preduction

Approver — confirms approval

Product Action

Corporate/Programme
Executive

Senior User

Team Manager
Project Support

Stage Plan Create

o | Project Manager
@ | Project Assurance

> | Senior Supplier

z
z
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Table 11.2 Key to process diagrams

Symbol

Key

Starting up
a Project

This is a PRINCE2 process.

Authorize
initiation

This is an activity. Each process comprises a number of activities.

Exception Plan
request

¥
{ Corrective action ’

This is an event or decision that triggers another process or is used to
notify corporate or programme management. The arrow shows which
process is triggered by the event.

Double triggers indicate where there are alternative triggers from one
process to another (e.g. a request to approve the next Stage Plan or a
request to approve an Exception Plan).

Those with dotted lines are triggers internal to a process {e.g. corrective
action is a trigger from one activity in the Controlling a Stage process to
another).

Business Case

Follow-on action
| recommendations

|‘-"--d

These are management products that are created or updated by
a process's activities.

Those with hard lines are defined management products with Product
Description outlines in Appendix A.

Those with dotted lines are components of a management product or are
non-defined management products where PRINCEZ2 does not require
specific composition or quality criteria.










12 Starting up a Project

12.1 PURPOSE

The purpose of the Starting up a Project process
is to ensure that the prerequisites for Initiating a
Project are in place by answering the question: do
we have a viable and worthwhile project?

Nothing should be done until certain base
information needed to make rational decisions
about the commissioning of the project is defined,
key roles and responsibilities are resourced and
allocated, and a foundation for detailed planning is
available.

The purpose of the Starting up a Project process is
as much about preventing poorly conceived projects
from ever being initiated as it is about approving
the initiation of viable projects. As such, Starting up
a Project is a lighter process compared to the more
detailed and thorough Initiating a Project process.
The aim is to do the minimum necessary in order to
decide whether it is worthwhile to even initiate the
project.

f%rojeﬁ"t mandate

12.2 OBJECTIVE

The objective of the Starting up a Project process is
to ensure that:

There is a business justification for initiating the
project (documented in an outline Business Case)
All the necessary authorities exist for initiating
the project

Sufficient information is available to define and
confirm the scope of the project (in the form of
a Project Brief)

The various ways the project can be delivered
are evaluated and a project approach selected
Individuals are appointed who will undertake
the work required in project initiation andfor
will take significant project management roles in
the project

The work required for project initiation is
planned {documented in a Stage Plan)

Time is not wasted initiating a project based on
unsound assumptions regarding the project’s
scope, timescales, acceptance criteria and
constraints.

Corporate or |

programme |

management |
|
| Directing a
I Project
|

| Appoint the Executive
and
the Project Manager

!

Capture
previous lessons

1}

Select the

4

Prepare the outline
i Business Case

project approach and
assemble the Project Brief

|

|

|

|

Design and appeint I
the project |
management team |
|

|

|

|

|

1!

B Plan the

Requestto

Starting up a Project

initiate a project

initiation stage

Figure 12.1 Overview of Starting up a Project
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12.3 CONTEXT

Projects can be identified in a variety of ways and
thus have a wide variation in the information
available at the time of start-up. PRINCE2 calls the
trigger for the project the project mandate, which
is provided by the responsible authority which is
commissioning the project — typically the corporate
or programme management organization. The term
project mandate applies to whatever information

is used to trigger the project, be it a feasibility
study or the receipt of a ‘request for proposal’in a
supplier environment. The project mandate should
provide the terms of reference for the project and
should contain sufficient information to identify at
least the prospective Executive of the Project Board.
The mandate is refined to develop the Project Brief.

The Project Board must be provided with sufficient
information to make the decision to initiate the
project. The Project Brief is prepared for this
purpose.

The effort involved in Starting up a Project wiill vary
enormously from project to project. If the project

is part of a programme, the programme itself
should provide the Project Brief and will appoint
some, if not all, members of the Project Board,

thus eliminating much of the work required in this
process. In such cases, the Project Manager should
validate what is provided by the programme and, if
necessary, recommend modifications.

The preparation of the outline Business Case and
the assembling of the Project Brief (which are
parallel and iterative activities) require regular and
frequent interaction and consultations between the
Project Manager, the Project Board members and
other stakeholders. The more time spent on getting
the requirements clearly captured during the
Starting up a Project process, the more time will

be saved during project delivery by avoiding issues,
exceptions and replanning.

The contents of the Project Brief are later
extended and refined into the Project Initiation
Documentation via the Initiating a Project process.

12.4 ACTIVITIES

The activities within the Starting up a Project
process are likely to be shared between corporate
or programme management, the Executive and the
Project Manager. The activities are to:

B Appoint the Executive and the Project Manager
B Capture previous lessons

B Design and appoint the project management
team

B Prepare the outline Business Case

B Select the project approach and assemble the
Project Brief

B Plan the initiation stage.

: \ Appoint the Executive
Project mandate 3 and

the Project Manager

(Part of)

— Project Brief
| ]
| Executive
Create | role description
- =
- o W . -
r——— — - = L ]
| Project Manager
role description 1
Create | P
BN |
“x mm el
r ______ n
| Appointed
ﬁ} Executive 1
- om
e =]
r———— — — = | ]
Appointed
Project Manager 1
| o=
.o M ” q
Create 3
Daily Log

Figure 12.2 Appoint the Executive and the Project Manager: activity summary



12.4.1 Appoint the Executive and the
Project Manager

To get anything done in the project, a decision
maker with appropriate authority is needed — the
Executive — who represents the interests of the
business stakeholder(s). The appointment of the
Executive is a prerequisite to ensuring that the
project is justified.

The appointment of a Project Manager allows for
the project to be managed on a day-to-day basis on
behalf of the Executive. The Executive may need to
consult with, and gain agreement from, corporate
or programme management when appointing a
Project Manager.

Figure 12.2 shows the inputs to, and outputs
from, this activity. For more details on project
organization, see Chapter 5.

PRINCEZ2 recommends the following actions:

B Review the project mandate and check
understanding

B Appoint the Executive (the appointment is
made by the commissioning organization
— typically corporate or programme
management):
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# Establish the responsibilities for the
Executive

# Prepare the role description for the
Executive based on the role description in
Appendix C

# Estimate the time and effort required for the
Executive role (this will be refined later)

# Identify candidates for the Executive from
the project’s stakeholders and select the
most appropriate person for the role

@ Confirm the selected person’s availability,
their acceptance of the role, and their
commitment to carry it out

#® Assign the selected person to the role of
Executive

B The Executive to appoint the Project Manager:

@ Establish the responsibilities for the Project
Manager

® Prepare a role description for the Project
Manager, based on the role description
in Appendix C, and gain agreement from
corporate or programme management

® Identify candidates for the Project Manager
and select the most appropriate person for
the role

Table 12.1 Appoint the Executive and the Project Manager: responsibilities

Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
]
E
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Product Action old|S|A|a|F|&|a
Project mandate Provide P
Executive role description Create P
Appointed Executive Confirm P
Project Manager role description | Create Al P
Appointed Project Manager Confirm Al P
Daily Log Create P
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# Estimate the time and effort required for
the Project Manager role (this will be refined
later)

# Confirm the selected person’s availability,
their acceptance of the role, and their
commitment to carry it out

#® Assign the selected person to the role of
Project Manager

® Confirm the appointment with corporate or
programme management

B Create the Daily Log as a repository for project
information that is not yet being captured
elsewhere.

Table 12.1 shows the responsibilities for this
activity.

12.4.2 Capture previous lessons

A number of lessons may have been learned

by other projects, corporate or programme
management, and external organizations

about weaknesses or strengths of the processes,
procedures, techniques and tools used, when they
were used, how they were used, and by whom.

The design of the project management team,
outline Business Case, the contents of the Project
Brief, and the Stage Plan for the initiation stage
can be influenced by lessons learned from previous
projects.

It may be useful to hold a workshop as a means

to capture relevant lessons. Attendees could
include any interested parties and people who
have worked on previous similar projects. If the
organization has not done this type of project
before, it may be helpful to include people
external to the organization who have the relevant
experience.

When moving from the general view in Starting up
a Project to the detailed view in Initiating a Project
and updated view in Managing a Stage Boundary,
it may be necessary to look beyond the Lessons
Log, by repeating this activity, to capture any
further relevant external lessons.

Figure 12.3 shows the inputs to, and outputs from,
this activity.

PRINCEZ2 recommends the following actions:

B Create the Lessons Log

B Review related Lessons Reports from similar
previous projects to identify lessons that can
be applied to this project. This may include,
for example, the results of audits and project
reviews

B Review any lessons from corporate
management, programme management and
external organizations

B Consult with individuals or teams with previous
experience of similar projects

B |f appropriate, record any lessons identified in
the Lessons Log.

Table 12.2 shows the responsibilities for this
activity.

12.4.3 Design and appoint the project
management team

The project needs the right people in place, with
the authority, responsibility and knowledge to
make decisions in a timely manner. The project
management team needs to reflect the interests of
all parties who will be involved, including business,
user and supplier interests.

It is essential for a well-run project that every
individual involved in the management of the
project understands and agrees who is accountable
to whom for what, who is responsible for what, and
what the reporting and communication lines are.

Figure 12.4 shows the inputs to, and outputs
from, this activity. For more details on project
organization, see Chapter 5.

r— - - - 7 = | |
| Previous
|essons repo rts _
| - o
-~ " e

Capture
previous lessons

Create
Lessons Log

Figure 12.3 Capture previous lessons: activity summary



Table 12.2 Capture previous lessons: responsibilities

Starting up a Project | 125

Producer - responsible for product’s production

Reviewer — ideally independent of production

Approver — confirms approval

Product Action

Corporate/Programme

Senior Supplier
Team Manager
Project Assurance

Senior User
Project Support

Lessons Log Create

© | Project Manager

< | Executive

PRINCE2 recommends the following actions:

@ Consider whether separate individuals are

likely to be needed as Team Manager(s)

B Review the Lessons Log for lessons related to ; -
( or whether the Project Manager will be
the project management team structure o . )
B Desian th oct tt . filling this role. If appropriate, create role
e31gh.he proje .managemen 4L descriptions for the Team Manager(s) based
® Prepare the project management team on the role description in Appendix C
BEIESHAS o . Consider whether the Project Manager will
® Create role descriptions for the remaining be performing the Project Support role or
Projef:t '_303“?' roles baS(::-d on the role whether a separate individual(s) will be
descriptions in Appendix C _ required. If this role is to be delegated,
¢ Assess whether any members of the Project create the role description for the Project
Board are likely to delegate any of their Support role based on the role description in
assurance responsibilities, and create the role Appendix C
description(s) for Project Assurance (where Confirm the reporting and communication
appropriate) based on the role description in lines within the role descriptions
Appendix C
Design and appeint )
Lessons Log > the project Hpdate > Daily Log
\_/——-. management team
——
(Part of) (Part of)
Project Brief — Project Brief
F_ = - — — ?P “'——-’—T—-.: _____ '
| Executive Project management
role description === —l team role descriptions !
___a""d Create'__-,--..l
‘r Project Manager |r Project !
role description manigtrelrgfagt%m 1
N B Createl___ﬂ""-l

[ ]

| Appointed project I
management team

! I |

- o

Figure 12.4 Design and appoint the project management team: activity summary
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B Appoint the project management team:

# Estimate the time and effort required by
each of the roles identified (this will be
refined later)

# Identify candidates for each of the roles, and
propose the most appropriate people for
them:

# It may be appropriate to undertake an
analysis of the stakeholders (see section
5.3.5) in order to identify suitable
candidates for the roles

® Itis possible that candidates may not be
known at this time, in which case they
will need to be selected later (see sections
14.4.5 and 17.4.1). This is particularly true
if Team Managers are to be sourced from
subcontractors

# Consider whether identified candidates
match the competencies required of the
role and, if not, whether any training or
support (e.g. coaching) is required

® Confirm the selected people’s availability
(if they are known), their understanding
and acceptance of the roles, and their
commitment to carry them out

#® Assign the selected people to each of
the roles identified and confirm the

appointment with corporate or programme
management
B If any risks are identified, add them to the Daily
Log.

Table 12.3 shows the responsibilities for this
activity.

12.4.4 Prepare the outline Business Case

When setting up, and particularly while running
the project, it is all too easy to concentrate on
what is being done and how it is to be done, while
ignoring why it needs to be done. The Business
Case states why the work is worth doing and, as
such, is a crucial element of the project.

If the project is part of a programme, then the
Business Case may already have been defined at
the programme level.

Given the information available, the outline
Business Case is likely to be only a high-level view
at this time. It provides an agreed foundation for
a more extensive Business Case developed in the
Initiating a Project process.

Figure 12.5 shows the inputs to, and outputs from,
this activity. For more details on the Business Case,
see Chapter 4.

Table 12.3 Design and appoint the project management team: responsibilities

Producer —responsible for product’s production
Reviewer — ideally independent of production

Approver — confirms approval
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.| Prepare the outline (Part of)
4 Business Case Project Brief
Lessons Log {Outline)
Business Case
Create
Project
==\ Product Description
Create w
5 Daily Leg
Update
Figure 12.5 Prepare the outline Business Case: activity summary
PRINCE2 recommends the following actions: @ Check for any standards mandated for the

format and presentation of the Business Case
(templates, cost metrics etc.)

® Assemble any relevant background
information, e.q. contracts, feasibility
reports, service level agreements etc.

@ If necessary, seek approval of the outline
Business Case from corporate or programme
management

B Project Manager to consult with the Senior

User and Executive to define what the project

is to deliver, and create the Project Product

Description (see Chapter 6):

B Executive to draft the outline Business Case
based on what is currently known about the
project:

# Understand the objectives of, and the
reasons for, the project as defined in the
project mandate

# Understand how the project will contribute
toward corporate andfor programme
objectives

# Understand how the project will be funded

#® Review the Lessons Log for lessons related to
business justification

Table 12.4 Prepare the outline Business Case: responsibilities

Producer — responsible for product’s production
Reviewer — ideally independent of production

Approver — confirms approval
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# Capture the customer's quality expectations

# Capture and agree the project's acceptance
criteria

#® Check feasibility of the timescale
requirements from the project mandate or
as required by the outline Business Case

® Determine any key milestones

# Capture any new risks in the Daily Log

B Review the risks captured in the Daily Log and
summarize the key risks affecting viability of
the project in the outline Business Case.

Table 12.4 shows the responsibilities for this
activity.

12.4.5 Select the project approach and
assemble the Project Brief

Before any planning of the project can be done,
decisions must be made regarding how the work
of the project is going to be approached. For
example, will the solution be developed in-house
or contracted to third parties? Will the solution be
a modification to an existing product or built from
scratch? Will the solution be based on a commercial
off-the-shelf product (often referred to as COTS) or
something that is custom-designed?

The way in which the work is to be conducted wiill
depend on any customer or supplier standards,
practices and guidelines — for example, any specific
development lifecycles that may apply. These
should be captured in the Project Brief as part of
the project approach, as they will influence the
project strategies to be created in the Initiating

a Project process. It also ensures that the project
approach is dearly understood between customer
and supplier, and does not jeopardize the project
in any way.

An agreed Project Brief ensures that the project
has a commonly understood and well-defined start
point.

Figure 12.6 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B Evaluate the possible delivery solutions and
decide upon the project approach appropriate
to delivering the project product and achieving
the outline Business Case:
® Review the Lessons Log for lessons related to

the project approach

Consider any corporate or programme
strategies that are relevant, and put the
project in context with any other work or
corporate initiatives by establishing external
dependencies and prerequisites

Consider any corporate or programme
standards or practices that should apply

{in a commercial customer/supplier context
there are likely to be different standards and
practices which need to be accommodated)
Consider the current thinking about the
provision of solutions within the industry
sectors and specialist skill areas involved
(including any technical options for the
development lifecycle for the project
product)

Define the operational environment into
which the solution must fit (including
operational or maintenance implications and
constraints) and how the project product can
be brought into that environment

Consider any security constraints that

apply to the project or the operation of its
products

Consider any training needs for user
personnel

Assemble the Project Brief:

Define the project:

@ Confirm current status of the project (e.g.

project background and any preparation

work carried out to date)

Confirm the objectives and desired

outcomes

Confirm the project scope and exclusions

Identify any constraints and assumptions

Identify the project tolerances

Identify the user(s) and any other known

interested parties

@ |dentify the interfaces that the project
must maintain

Incorporate the outline Business Case

Incorporate the Project Product Description

Incorporate the project approach

Review the project management team

structure and role descriptions to identify

any additional roles or skills required to

conduct the work. Prepare additional role

descriptions as necessary

Incorporate the project management team

structure and role descriptions
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Figure 12.6 Select the project approach and assemble the Project Brief: activity summary

Table 12.5 Select the project approach and assemble the Project Brief: responsibilities

Producer - responsible for product’s production
Reviewer — ideally independent of production

Approver — confirms approval
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B Use the Daily Log to record any new issues or
risks.

Table 12.5 shows the responsibilities for this
activity.

12.4.6 Plan the initiation stage
Initiating a Project takes time and consumes

resources. The work should be planned and |
approved like any other project work. This
also ensures that initiation is not aimless and [ |

unstructured.

Identify any constraints on time and costs for
the initiation stage and produce the Stage Plan
for this stage according to the principles and
techniques in Chapter 7

Review any risks in the Daily Log and assess
their impact on the Stage Plan for the initiation
stage

If any new risks are identified (or existing ones
have changed), update the Daily Log

Request authorization to initiate the project.

Table 12.6 shows the responsibilities for this

If the project is part of a programme, the end

date for the initiation stage should be checked
against that held in the programme’s plans. The
Stage Plan for the initiation stage will also give the
programme management team warning of any
requirements from the programme.

The application of PRINCE2 processes during
Initiating a Project needs to be considered as part
of the Starting up a Project process. For example,
the project may choose to apply the Controlling

a Stage and Managing Product Delivery processes
during the Initiating a Project process.

Figure 12.7 shows the inputs to, and outputs from,
this activity. For more details on planning, see
Chapter 7.

PRINCEZ recommends the following actions:

B Based on the project approach, decide upon
suitable management controls for the project
sufficient for it to be initiated:

@ Review the Lessons Log for lessons related to
project controls

® Define the reporting and control
arrangements for the initiation stage

activity.

Lessons Log

Figure 12.7 Plan the initiation stage: activity summary

. . Plan the Create
Project Brief )‘ initiation stage Stage Plan
Update ]
Daily Leg Daily Log
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Table 12.6 Plan the initiation stage: responsibilities

Producer - responsible for product’s production
Reviewer - ideally independent of production

Approver — confirms approval
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13 Directing a Project

13.1 PURPOSE

The purpose of the Directing a Project process is
to enable the Project Board to be accountable for
the project’s success by making key decisions and
exercising overall control while delegating day-
to-day management of the project to the Project
Manager.

13.2 OBJECTIVE

The objective of the Directing a Project process is
to ensure that:

B There is authority to initiate the project

B There is authority to deliver the project’s
products

B Management direction and control are
provided throughout the project’s life, and that
the project remains viable

B Corporate or programme management has an
interface to the project

B There is authority to close the project

B Plans for realizing the post-project benefits are
managed and reviewed.

Authorize
initiation

r

Authorize
the project
= ¥
| |

Authorize a Stage or
Exception Plan

13.3 CONTEXT

The Directing a Project process starts on completion
of the Starting up a Project process and is triggered
by the request to initiate a project.

The Directing a Project process does not cover the
day-to-day activities of the Project Manager, but
the activities of those at the level of management
above the Project Manager: that is, the Project
Board. The Project Board manages by exception. It
monitors via reports and controls through a small
number of decision points. There should be no
need for other ‘progress meetings’ for the Project
Board. The Project Manager will inform the board
of any exception situation. It is also important that
levels of authority and decision-making processes
are clearly identified.

There needs to be a two-way flow of information
between the Project Board and corporate or
programme management during the project. It

is a key role of the Project Board to engage with
corporate or programme management and to act
as a communication channel. This need, and how
it is to be satisfied, should be documented in the
Communication Management Strateqy.

Directing a Project

Give ad hoo
direction

Authorize project
dosure

Wi o o '

ExceptionPlan |

-
(

D (D &)
‘Starting up Initiating
a ijeat I [1 a Project

Figure 13.1 Overview of Directing a Project
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The Project Board should provide unified direction
and guidance to the Project Manager. If the

Project Board is unable to provide a single view

or if independent, possibly contradictory, advice is
given, then the risk of project failure significantly
increases. In such cases, the Project Manager should
defer to the Executive.

The Project Board is responsible for assuring that
there is continued business justification. The
Directing a Project process provides a mechanism
for the Project Board to achieve such assurance
without being overburdened by project activity.

One of the functions of the Project Board is to
provide informal advice and guidance to the
Project Manager as well as formal direction. The
Project Manager should seek advice whenever
necessary during the course of the project.

13.4 ACTIVITIES

The activities within the Directing a Project process
are Project-Board-oriented and are to:

B Authorize initiation

Authorize the project

Authorize a Stage or Exception Plan
Give ad hoc direction

Authorize project closure.

13.4.1 Authorize initiation

Projects take time and cost money to initiate, so
the activities for initiation should be planned,
monitored and controlled. The Project Board
activity to authorize initiation ensures that such
investment is worthwhile.

Once a request to initiate a project is received

from Starting up a Project, the Project Board must
decide whether to allow the project to proceed to
the initiation stage. This may be done at a formal
Project Board meeting. The Project Board can,
however, choose to make the decision without the
need for a formal meeting, as long as all members
are in agreement, and the Project Manager is given
documented instruction from the Executive to
proceed with initiation.

The Project Board may appoint Project Assurance
to undertake some of the reviewing and assessing
actions (e.g. inspecting the Initiation Stage Plan to
confirm it is viable).

In a commercial customer/supplier relationship,
the Senior Supplier may not be appointed at this
point, and/or their approval of the Project Brief
and its components may not be necessary in order
to authorize initiation.

Figure 13.2 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B Review and approve the Project Brief:
@ Confirm the project definition (including key
milestones)
@ Confirm the project approach

@ Formally confirm the appointments to the
project management team, and confirm that
all members have agreed their roles

Request to

initiate a project r

i Authorize
initiation

Approve
HE N Project Brief

w

L4

Project Brief

w

Stage Plan
{Initiation)

w

Figure 13.2 Authorize initiation: activity summary

Approve Stage Plan
e (initiation)

Authority to
initiate a project

Initiation

notification



B Review and approve the Project Product
Description:
# Confirm the customer’s quality expectations
# Confirm the acceptance criteria

B Verify that the outline Business Case
demonstrates a viable project. At this point,
the outline Business Case may only contain
sufficient information that reasonably justifies
the project as worthwhile. The detailed Business
Case will be developed during the initiation
stage
B Review and approve the Stage Plan for the
initiation stage:
® Understand any risks that affect the decision
to authorize the initiation stage

® Obtain or commit the resources needed by
the Stage Plan for the initiation stage

® Ensure that adequate reporting and control
mechanisms are in place for the initiation
stage and set tolerances for it

B Inform all stakeholders and the host sites that
the project is being initiated and request any
necessary logistical support {e.g. communication
facilities, equipment and any project support)
sufficient for the initiation stage

B Authorize the Project Manager to proceed with
the initiation stage.

Table 13.1 shows the responsibilities for this
activity.

Table 13.1 Authorize initiation: responsibilities
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13.4.2 Authorize the project

This activity will be triggered by a request from the
Project Manager for authorization to deliver the
project, and should be performed in parallel with
authorizing a Stage or Exception Plan (see section
13.4.3).

The objective of authorizing the project is to
decide whether to proceed with the rest of the
project. The Project Board has to confirm that:

B An adequate and suitable Business Case exists
and that it shows a viable project

B The Project Plan is adequate to deliver the
Business Case

B The project’s strategies and controls support
delivery of the Project Plan

B The mechanisms for measuring and reviewing
the projected benefits are established and
planned.

If the project is not authorized by the Project
Board, then it should be prematurely closed (see
Chapter 18).

The Project Board may appoint Project Assurance
to undertake some of the reviewing and assessing
actions (e.g. inspecting the Communication
Management Strategy to confirm all stakeholders
are covered).

Figure 13.3 shows the inputs to, and outputs from,
this activity.

Producer — responsible for product’s production
Reviewer — ideally independent of production

Approver — confirms approval
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Figure 13.3 Authorize the project: activity summary

Plan

PRINCE2 recommends the following actions:

B Review and approve the Project Initiation
Documentation:

Confirm that the project definition is
accurate and complete and that the project
approach is achievable

Confirm that lessons from previous

similar projects have been reviewed and
incorporated

Confirm that the Quality Management
Strategy is sufficient to ensure that the
quality expectations will be met, and
approve it

Confirm that the procedures defined in the
Risk Management Strategy are sufficient to
keep the risks under control, and approve
it. Confirm that there has been a review of
the risks, and that risk responses for both
threats and opportunities are appropriate
and planned

Confirm that the Configuration
Management Strategy will adequately
control the status (versions and variants) of
the project’s products, and approve it
Ensure that the stakeholder information
needs and timing of communications, as
defined in the Communication Management
Strateqy, are adequate, and approve it
Confirm that all members of the project
management team have agreed their roles
and agree any delegations of, and limits to,

Approve Benefits Review

| Plan

authorization
notification

Project Board authority (for example, to a
Change Authority)

@ Ensure that the project controls are
adequate for the nature of the project

@ Confirm the validity and achievability of the
Project Plan (including any key milestones and
proposed stage structure), and approve it

@ Review and approve the Product
Description(s)

@ Review the tolerances for the project provided
by corporate or programme management to
ensure they are appropriate and realistic

® Obtain or commit the resources needed by
the project (these will be released to the
Project Manager on a stage-by-stage basis)

@ Confirm the proposals to tailor the corporate
{or programme) project management
method and any tailoring of PRINCE2

@ Verify that the Business Case demonstrates a
viable project, and approve it

Review and approve the Benefits Review
Plan. Confirm it addresses all the expected
benefits and meets the needs of corporate or
programme management

Notify corporate or programme management
and other interested parties that the project
has been authorized

Authorize the Project Manager to deliver the
project or instruct the Project Manager to close
the project prematurely if it is decided not to
proceed.



Table 13.2 Authorize the project: responsibilities
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Producer - responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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Table 13.2 shows the responsibilities for this
activity.

13.4.3 Authorize a Stage or Exception
Plan

It is important that a stage starts only when the
Project Board says it should. The Project Board
authorizes a management stage by reviewing the
performance of the current stage and approving
the Stage Plan for the next stage. Approval of
Stage Plans occurs at the end of every management
stage except the last one.

If an exception has occurred during the stage,

the Project Board may request that the Project
Manager produces an Exception Plan for Project
Board approval. Only exceptions to Stage Plans or
Project Plans need to be escalated for approval.
Deviations from the Project Plan may need
corporate or programme management approval.
Work Package exceptions are managed by the
Project Manager using the Controlling a Stage
process (see Chapter 15). If approved, the Exception
Plan will replace the plan that is in exception and
will become the new baselined plan.

The Project Board may appoint Project Assurance
to undertake some of the reviewing and assessing
actions (e.g. inspecting the Stage Plan to confirm it
is viable).

Figure 13.4 shows the inputs to, and outputs from,
this activity.

PRINCEZ recommends the following actions:

B Review and approve the End Stage Report:

@ Ascertain the performance of the project to
date, asking the Project Manager to explain
any deviations from the approved plans and
to provide a forecast of project performance
for the remainder of the project

# |f required, review the Lessons Report
and agree who should receive it. Ensure
that the appropriate groups (for example,
corporate or programme management, or
a centre of excellence) have been made
aware of their responsibility for taking any
recommendations forward

® Check the risk summary to ensure the
exposure is still acceptable and that risk
responses for both opportunities and threats
are appropriate and planned

@ If there has been a phased handover of
products during the stage:

@ Verify that the product handover was
in accordance with the Configuration
Management Strategy and, in particular,
that user acceptance, and operational
and maintenance acceptance, exist for
each product

#® Ensure that, where appropriate, the
resulting changes in the business are
supported and sustainable
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Figure 13.4 Authorize a Stage or Exception Plan: activity summary

# Confirm who should receive which
follow-on action recommendation, if
any, as summarized in the End Stage
Report {in some instances it may
be necessary to review the detailed
recommendation for some of the follow-
on action recommendations). Ensure that
the appropriate groups (for example,
operations or maintenance) have been
made aware of their responsibility for
taking any recommendations forward

B Review the Stage Plan or Exception Plan for
which the Project Manager is seeking approval.

Confirm the validity and achievability of the
Stage Plan/Exception Plan

Review and approve any new Product
Description(s)

Confirm the validity and achievability of the
Project Plan. If necessary, secure appropriate
approvals from corporate or programme
management

Confirm the strategies and project

controls in the (updated) Project Initiation
Documentation are adequate for the
remainder of the project

Verify that the (updated) Business Case
continues to demonstrate a viable project
Review and approve the {updated) Benefits
Review Plan to ensure that any benefits
planned to be achieved within the next
stage will be measured and reviewed

B Make a decision:

Approve the plan(s) and authorize the
Project Manager to proceed with the
submitted plan(s):

@ Obtain or commit the resources needed
by the plan(s)

@ Set tolerances for the plan being approved
(for the final stage, the Project Board
should consider whether any residual
tolerances from the previous stages could
be assigned to the plan or whether they
are better held back in reserve)



#® Or ask the Project Manager to revise the
rejected plan, giving guidance about the
changes required to make it acceptable

#® Or instruct the Project Manager to initiate
premature closure of the project

B Communicate the status of the project to
corporate or programme management and
keep other interested parties informed about
project progress (in accordance with the
Communication Management Strategy).

Table 13.3 shows the responsibilities for this
activity.

13.4.4 Give ad hoc direction

Project Board members may offer informal
guidance or respond to requests for advice at any
time during a project. The need for consultation
between the Project Manager and Project Board
is likely to be particularly frequent during the
initiation stage and when approaching stage
boundaries.

Ad hoc direction may be given collectively or by
individual Project Board members. There are a
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variety of circumstances that might prompt ad hoc
direction, including:

Responding to requests {e.g. when options
need clarifying or where areas of conflict need
resolving)

Responding to reports (e.g. Highlight Report,
Exception Report, Issue Report)

Responding to external influences {e.g. changes
in corporate priorities)

Project Board members’ individual concerns
Responding to changes in Project Board
composition (which may also require corporate
or programme approval}.

It is also possible that corporate or programme
management revises the project mandate in
response to events external to the project, or
instructs the Project Board to close the project.
The Project Board has two primary options should
corporate or programme management decide to
change the project mandate:

Treat it as a request for change (see Chapter
9) - asking the Project Manager to replan the
stage andfor project

Table 13.3 Authorize a Stage or Exception Plan: responsibilities

Producer - responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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Figure 13.5 Give ad hoc direction: activity summary

B Stop, and restart the project by triggering
premature closure (see Chapter 18). This may
result in additional costs compared to the
request-for-change option.

The Project Board may appoint Project Assurance
to undertake some of the reviewing and assessing
actions (e.g. inspecting a request for change

to confirm that adequate impact assessment

has been undertaken). When making decisions,

it is important to consider the impact on all
stakeholders (as identified in the Communication
Management Strategy).

Figure 13.5 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B In response to informal requests for advice and
guidance:
® Seek advice from corporate or programme
management if necessary
® Assist the Project Manager as required (this
may include asking the Project Manager to

produce an Issue Report and/or an Exception

Report)

Project Board
advice

” Exception Plan

Premature
close

Raise

New
issue

B Inresponse to an escalated Issue Report (see
Chapter 9):
@ Seek advice from corporate or programme
management if necessary
® Make a decision within the Project Board's
delegated limits of authority. This decision
could be regarding:
@ A problem/concern Ask for an Exception
Plan or provide guidance
e A request for change Approve, defer,
reject or ask for more information.
Consider whether an Exception Plan is
required
@ An off-specification Grant a concession,
defer, reject or ask for more information.
Consider whether an Exception Report is
required

B In response to an Exception Report (see

Chapter 10):

@ Seek advice from corporate or programme
management if necessary

e Make a decision, within the Project Board's
delegated limits of authority, to:
@ Increase the tolerances that are forecast

to be breached



@ Instruct the Project Manager to produce
an Exception Plan (stating what will be
acceptable)

@ Instruct the Project Manager to close the
project prematurely

@ Defer the exception for a fixed period
of time. This is a useful response if
there is low confidence in the forecast
(that tolerances will be exceeded) or
if the exception is contingent on a risk
occurring

B In response to the receipt of a Highlight Report
(see Chapter 10):

Directing a Project | 143

# Ensure that the project management team
is kept informed of external events that may
affect it (for example, advising the Project
Manager of a change of Project Board
personnel)

# Notify the Project Manager of any changes
in the corporate or programme environment
that may impact on the project, and ensure
appropriate action is taken. This may involve:

Raising an issue to the Project Manager
Instructing the Project Manager to
produce an Exception Plan

Instructing the Project Manager to cdose
the project prematurely.

#® Review the Highlight Report to understand
the status of the project Table 13.4 shows the responsibilities for this
® Ensure that the project remains focused on activity.
the corporate or programme objectives set,
and remains justified in accordance with its 13.4.5 Authorize project closure
Business Case The controlled close of a project is as important as
® Ensure that the stage is progressing the controlled start. There must be a point when
according to plan the objectives set out in the original and current
® Keep corporate or programme management versions of the Project Initiation Documentation
and other interested parties informed and Project Plan are assessed in order to
about project progress, as defined by the understand:
go;nmstl?lcatlon ManagemFent Strate:_:Jy . B Whether the objectives have been achieved
¥ dked HOlls gerliscessaly,. Lol exallipleHs B How the project has deviated from its initial
the Project Manager to produce an Issue basis
Report and/or an Exception Report ) .
B That the project has nothing more to
B In response to advice and decisions from contribute.
corporate or programme management:
Table 13.4 Give ad hoc direction: responsibilities
Producer - responsible for product’s production
Reviewer — ideally independent of production
Approver - confirms approval
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Figure 13.6 Authorize project closure: activity summary

Without this approach, the project may never end;
a project can become business as usual and the
original focus on benefits will be lost.

Authorizing closure of the project is the last activity
undertaken by the Project Board, prior to its own
disbandment, and may require endorsement from
corporate or programme management.

The Project Board may appoint Project Assurance
to undertake some of the reviewing and assessing
actions (e.g. inspecting the End Project Report to
confirm it is accurate).

Figure 13.6 shows the inputs to, and outputs from,
this activity.

PRINCEZ recommends the following actions:

B Review the original and current versions of the
Project Initiation Documentation to understand
the project’s initial baseline, and current
strategies and controls

B Review and approve the End Project Report to:

o |

Follow-on action
) recommendations
‘ - E = _l

-y ®

Approve (Updated)
. Business Case

w

Approve (f updated)
7 Benefits Review Plan

w

Closure.
notification

recommendation for some of the follow-on
actions). Ensure that the appropriate groups
(for example, operations or maintenance)
have been made aware of their responsibility
for taking any recommended actions
forward

Review the Lessons Report and agree

who should receive it. Ensure that the
appropriate groups (for example, corporate
or programme management, or a centre

of excellence) have been made aware

of their responsibility for taking any
recommendations forward

@ Verify that the handover of the project’s

products was in accordance with the
Configuration Management Strategy and,
in particular, that user acceptance, and
operational and maintenance acceptance,
exist for each product. Ensure that, where
appropriate, the resulting changes in the
business are supported and sustainable

Understand the project's actual performance
against its initial basis, including a summary
of any deviations from the approved plans
Confirm who should receive which follow-
on action recommendation as summarized
in the End Project Report (in some instances
it may be necessary to review the detailed

Ensure that the post-project benefits review
covers the performance of the project’s
products in operational use in order to identify
whether there have been any side-effects
(beneficial or adverse)
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B Review and gain approval for the updated B Review and issue a project closure notification
Benefits Review Plan, ensuring that it addresses in accordance with the Communication
the expected benefits that cannot yet be Management Strategy. The Project Board
confirmed. As the Benefits Review Plan includes advises those who have provided the support
resources beyond the life of the project, infrastructure and resources for the project
responsibility for this plan needs to transfer to that these can now be withdrawn. This should
corporate or programme management indicate a closing date for costs being charged
B Confirm the updated Business Case by to the project.
comparing actual and forecast benefits, costs Table 13.5 shows the responsibilities for this
and risks against the original Business Case that activity.
was used to justify the project (it may not be
possible to confirm all the benefits as some will
nhot be realized until after the project is closed)
Table 13.5 Authorize project closure: responsibilities
Producer — responsible for product’s production
Reviewer - ideally independent of production
Approver — confirms approval
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14 Initiating a Project

14.1 PURPOSE

The purpose of the Initiating a Project process
is to establish solid foundations for the project,
enabling the organization to understand the work
that needs to be done to deliver the project’s
products before committing to a significant spend.

14.2 OBJECTIVE

The objective of the Initiating a Project process is to
ensure that there is a common understanding of:

B The reasons for doing the project, the benefits

expected and the associated risks

The scope of what is to be done and the
products to be delivered

How and when the project’s products will be
delivered and at what cost

Who is to be involved in the project decision
making

How the quality required will be achieved

How baselines will be established and controlled
How risks, issues and changes will be identified,
assessed and controlled

How progress will be monitored and controlled

Who needs information, in what format, and at
what time

Directing a Project

Prepare the
Risk Management
Strategy

Prepare the
Quality Management
Strategy

Prepare the
Configuration Management
Strategy

4

Prepare the
Communication
Management Strategy

Setup the
project controls

l

Create the
Project Plan

|

Refine the
Business Case

|

Initiating a Project

Assemble the

Project Initiation
Documentation

[

Figure 14.1 Overview of Initiating a Project

Managing a
Stage Boundary
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B How the corporate {(or programme’s) project
management method will be tailored to suit
the project.

14.3 CONTEXT

Initiating a Project is aimed at laying down the
foundations in order to achieve a successful
project. Specifically, all parties must be clear on
what the project is intended to achieve, why itis
needed, how the outcome is to be achieved and
what their responsibilities are, so that there can be
genuine commitment to it.

The Initiating a Project process allows the Project
Board, via Directing a Project (see Chapter 13}, to
decide whether or not the project is sufficiently
aligned with corporate or programme objectives to
authorize its continuation.

If, instead, the organization proceeds directly
from Starting up a Project (see Chapter 12) to
Controlling a Stage (see Chapter 15), then it may
be forced to commit significant financial resources
to a project without fully understanding how

its objectives will be achieved. Without a firm
definition, the Project Board will be taking a leap
of faith.

All activities within the Initiating a Project process
need further consideration if the relationship
between the customer and the supplier is a
commercial one (for example, the reasons for
undertaking the project as defined in the supplier’'s
Business Case may be different from those defined
in the customer's Business Case) — see Chapter 19
for more details.

During the Initiating a Project process the Project
Manager will be creating the suite of management
products required for the level of control specified
by the Project Board. The Project Manager should
have agreed (as part of the Initiation Stage Plan)
the means by which the Project Board will review
and approve the management products — the two
extremes are one at a time or all at once.

14.4 ACTIVITIES

The activities within the Initiating a Project process
are Project-Manager-oriented and are to:

B Prepare the Risk Management Strategy
B Prepare the Configuration Management
Strategy

Prepare the Quality Management Strategy

Prepare the Communication Management
Strategy

Set up the project controls
Create the Project Plan
Refine the Business Case

Assemble the Project Initiation
Documentation.

The activities to establish the strategies for

the project may be executed in parallel, but

it is recommended that the Communications
Management Strategy is completed last as it will
need to include any communications required of
the other strategies.

The strategies are derived from the corporate or
programme management strategies, standards or
practices that the project needs to comply with,
and the customer’s quality expectations captured in
the Project Product Description. Once the strategies
have been defined, it is possible to set up the
project controls and create the Project Plan. These
are parallel and iterative activities as:

B Each control will need time and resources to
operate, which will need to be documented in
the Project Plan

B There may be additional controls required as
products and activities are identified in the
Project Plan.

Once the controls have been established and a
Project Plan created, it is then possible to complete
the Business Case because forecast time and

costs of developing the project’s products, and
managing the project, are now fully understood.

The final activity in the Initiating a Project
process is to assemble the Project Initiation
Documentation. This is a compilation of all the
documentation developed during initiation that
will be used to gain Project Board approval to
proceed.

14.4.1 Prepare the Risk Management
Strategy

The Risk Management Strategy describes the goals
of applying risk management, the procedure that
will be adopted, the roles and responsibilities, the
risk tolerances, the timing of risk management
activities, the tools and techniques that will be
used, and the reporting requirements.
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Figure 14.2 Prepare the Risk Management Strategy: activity summary

For more details on risk management, see Chapter 8. M Define the Risk Management Strateqy,
including:

Figure 14.2 shows the inputs to, and outputs from,
® The risk management procedure (e.g.

this activity. i
Identify, Assess, Plan, Implement,
PRINCE2 recommends the following actions: Communicate)
B Review the Project Brief to understand whether ® Tools and techniques that will be used
any corporate or programme management ® Records that will be kept
strategies, standards or practices relating to risk ® How the performance of the risk
management need to be applied by the project management procedure will be reported
B Seek lessons from similar previous projects, ® Timing of risk management activities
corporate or programme management, @ The roles and responsibilities for risk
and external organizations related to risk management activities

management. Some of these may already have
been captured in the Lessons Log

B Review the Daily Log for any issues and risks
related to risk management

@ The scales to be used for estimating
probability and impact

® Guidance on how proximity for risks will be
assessed

Table 14.1 Prepare the Risk Management Strategy: responsibilities

Producer - responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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Definition of risk categories to be used
Any early-warning indicators to be used
Tolerances relating to risk

Whether a risk budget will be established
and, if so, how it will be controlled.

B Consult with Project Assurance to check that
the proposed Risk Management Strategy meets
the needs of the Project Board and/or corporate
or programme management

B Create the Risk Register in accordance with the
Risk Management Strategy, and populate it
with any risks from the Daily Log

B Seek Project Board approval for the Risk
Management Strategy (although the Project
Board may prefer to review it later as part of
the Project Initiation Documentation).

Table 14.1 shows the responsibilities for this
activity.

14.4.2 Prepare the Configuration
Management Strategy

Configuration management is essential for the
project to maintain control over its management
and specialist products.

The level of control required will vary from project
to project. The maximum level of control possible
is determined by breaking down the project’s
products until the level is reached at which a
component can be independently installed,

replaced or modified. However, the level of control
exercised will be influenced by the importance of
the project and the complexity of the relationship
between its products.

The initial set of Configuration Item Records will
be created during this activity. The Configuration
Management Strategy will define the format
and composition of the records that need to be
maintained (see Appendix A).

For more details on configuration management,
see Chapter 9.

Figure 14.3 shows the inputs to, and outputs from,
this activity.

PRINCEZ2 recommends the following actions:

B Review the Project Brief to understand whether
any corporate or programme management
strategies, standards or practices relating
to configuration management need to be
applied (in particular whether the customer
and/or supplier has an existing configuration
management system that should be applied)

B Seek lessons from similar previous projects,
corporate or programme management, and
external organizations related to configuration
management. Some of these may already have
been captured in the Lessons Log.

B Review the Risk Register and Daily Log for
risks and issues associated with configuration
management

Prepare the

Authority to |

_initiate a prlEct Strategy

p| Configuration Management

«
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.| Project Initiation
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Figure 14.3 Prepare the Configuration Management Strategy: activity summary



B Define the Configuration Management
Strategy, including:
# The configuration management procedure
{e.g. planning, identification, control, status
accounting, verification and audit)

# The issue and change control procedure (e.g.

capturing, examining, proposing, deciding,
implementing)

® Tools and techniques that will be used

® Records that will be kept

® How the performance of the procedures will
be reported

# Timing of configuration management
activities and issue and change control
activities

® The roles and responsibilities for the
procedures. Consider whether a Change
Authority and/or change budget should be
established

#® The scales for priority and severity of issues

B Consult with Project Assurance to check that
the proposed Configuration Management
Strategy meets the needs of the Project Board
and/or corporate or programme management

B Create the initial Configuration Item Records
(at this point there will only be Configuration
[tem Records for the management products
that have already been created and any pre-
existing project documentation that needs to
be controlled, e.g. feasibility study, request for
proposal etc.)
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B Create the Issue Register and consider whether
any issues already captured in the Daily Log
need to be managed formally and therefore
transferred

B If any new risks or issues are identified (or
existing ones have changed), then update the
Risk Register, Issue Register andfor Daily Log

B Seek Project Board approval for the
Configuration Management Strategy (the
Project Board may prefer to review it later as
part of the Project Initiation Documentation).

Table 14.2 shows the responsibilities for this
activity.

14.4.3 Prepare the Quality Management
Strategy

A key success factor of any project is that it delivers
what the user expects and finds acceptable. This
will only happen if these expectations are both
stated and agreed at the beginning of the project,
together with the standards to be used and the
means of assessing their achievement. The purpose
of the Quality Management Strateqgy is to ensure
such agreements are captured and maintained.

For more details on quality management, see
Chapter 6.

Figure 14.4 shows the inputs to, and outputs from,
this activity.

Table 14.2 Prepare the Configuration Management Strategy: responsibilities

Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver - confirms approval
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Figure 14.4 Prepare the Quality Management Strategy: activity summary

PRINCEZ recommends the following actions: system that should be applied to aspects of the
project)

B Seck lessons from similar previous projects,
corporate or programme management, and
external organizations related to quality
management. Some of these may already have
been captured in the Lessons Log

B Review the Risk Register and Issue Register
for issues and risks associated with quality
management

B Review the Project Product Description to
understand the customer’s quality expectations
and to check that the project's acceptance
criteria are sufficiently defined

B Review the Project Brief to understand whether
any corporate or programme management
strategies, standards or practices relating to
quality management need to be applied by the
project (in particular whether the customer and/
or supplier has an existing quality management

Table 14.3 Prepare the Quality Management Strategy: responsibilities

Producer —responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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B Define the Quality Management Strategy,
including:

# The quality management procedure {(e.g.
quality planning, quality control, quality
assurance)

# Tools and techniques that will be used

Records that will be kept

® How the performance of the quality
management procedure will be reported

® Timing of quality management activities

® The roles and responsibilities for quality
management activities (check links to any
corporate or programme quality assurance
function and ensure that all project quality
activities support, and are supported by, this
function)

B Consult with Project Assurance to check that
the proposed Quality Management Strategy
meets the needs of the Project Board and/or
corporate or programme management

B Create a Quality Register in readiness to record
details of all quality activities

Initiating a Project | 155

B If any new risks or issues are identified (or
existing ones have changed), then update the
Risk Register, Issue Register andfor Daily Log

B Seek Project Board approval for the Quality
Management Strategy (although the Project
Board may prefer to review it later as part of
the Project Initiation Documentation).

Table 14.3 shows the responsibilities for this
activity.

14.4.4 Prepare the Communication
Management Strategy

The Communication Management Strategy
addresses both internal and external
communications. It should contain details of

how the project management team will send
information to, and receive information from, the
wider organization(s) involved with, or affected by,
the project. In particular, where the project is part
of a programme, details should be given on how
information is to be fed to the programme.

Project Brief s

w
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Management Strategy

(Part of)
Project Initiation
¥ Documentation
e

Lessons Log

w

Risk Register

w

Issue Register

(Part of)
Project Initiation
Documentation
e
Risk Management
Strategy
Quality Management
Strategy
Configuration
Management

Strategy

Create Comrmunication
Y Management
Strategy

Figure 14.5 Prepare the Communication Management Strategy: activity summary
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If a formal stakeholder engagement procedure
is needed (such as that described in Chapter 5},
this should also be documented as part of the
Communication Management Strategy and
should record the types of stakeholder, desired
relationships and key messages, strategies for
communication, and methods for evaluating the
success of communications.

Figure 14.5 shows the inputs to, and outputs from,
this activity.

PRINCEZ recommends the following actions:

B Review the Project Brief to understand whether
any corporate or programme management
strategies, standards or practices relating
to communication management need to be
applied by the project

B Seek lessons from similar previous projects,
corporate or programme management,
and external organizations related to
communication management. Some may
already have been captured in the Lessons Log

B Review the Risk Register and Issue Register for
risks and issues associated with communication
management

B [dentify and/or review stakeholders, and consult
them for their information needs:

#® |dentify desired relationships

@ Clarify key communication messages

® Determine desired outcomes from successful
communications

B Establish the information needs associated with
the Quality Management Strateqgy, the Risk
Management Strategy and the Configuration
Management Strategy

B Define the Communication Management
Strategy, including:

@ The communication management procedure

@ Tools and techniques that will be used

@ Records that will be kept

@ How the performance of the communication
management procedure will be reported

@ Timing of communication activities

The roles and responsibilities for

communication activities

@ Stakeholder analysis

B Consult with Project Assurance to check that
the proposed Communication Management
Strategy meets the needs of the Project Board
andfor corporate or programme management

B If any new risks or issues are identified (or
existing ones have changed), then update the
Risk Register, Issue Register and/or Daily Log

B Seek Project Board approval for the
Communication Management Strategy (although
the Project Board may prefer to review it later as
part of the Project Initiation Documentation).

Table 14.4 shows the responsibilities for this activity.

14.4.5 Set up the project controls

The level of control required by the Project
Board after initiation needs to be agreed and

Table 14.4 Prepare the Communication Management Strategy: responsibilities

Producer - responsible for product’s production
Reviewer - ideally independent of production

Approver - confirms approval
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the mechanism for such controls needs to be
established — as does the level of control required
by the Project Manager of the work to be
undertaken by Team Managers.

Project controls enable the project to be managed
in an effective and efficient manner that is
consistent with the scale, risks, complexity and
importance of the project. Effective project
controls are a prerequisite for managing by
exception.

Project controls can include:

B The frequency and format of communication
between the project management levels (see
Chapter 5)

B The number of stages and hence end stage
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B Mechanisms to capture and analyse issues and
changes (see Chapter 9)

B Mechanisms to escalate exceptions (see
Chapter 10)

B Tolerances for delegated authority (see
Chapter 10)

B How delegated authority from one level of
management to another will be monitored (see
Chapter 10).

Many of these controls will have been defined

in the project’s strategies but not necessarily set
up. The focus of this activity is to establish such
controls and to make sure that they make sense as
a coherent set.

Figure 14.6 shows the inputs to, and outputs from,

assessments (see Chapter 7) this activity.
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Figure 14.6 Set up the project controls: activity summary
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PRINCE2 recommends the following actions:

Review the Project Brief to understand whether
any corporate or programme management
strategies, standards or practices relating to
controls need to be applied by the project.
Identify whether any of these require PRINCE2
to be tailored

Review the Quality Management Strategy,
Configuration Management Strategy, Risk
Management Strategy and Communication
Management Strategy to identify which
controls need to be established

Seek lessons from similar previous projects,
corporate or programme management, and
external organizations related to project
controls. Some of these may already have been
captured in the Lessons Log

Review the Risk Register and Issue Register for
risks and issues associated with project controls.
The aggregated set of risks will have an impact
on the scale and rigour of control activities
Confirm and document the management stage
boundaries required to provide the appropriate
level of control

Allocate the various levels of decision making
required within the project to the most
appropriate project management level.
Establish any decision-making procedures

that may be appropriate, possibly by tailoring
procedures within an existing quality

management system or other standard
procedures

Incorporate the agreed decision-making
authority and responsibility into the project
management team structure and role
descriptions where appropriate; this may
include finalizing any roles not previously
allocated, re-allocating roles previously filled
and, if necessary, re-designing the project
management team

Confirm the tolerances for the project and the
escalation procedures (from Team Managers to
Project Manager, Project Manager to Project
Board, and Project Board to corporate or
programme management)

Summarize the project controls in the Project
Initiation Documentation

Consult with Project Assurance to check that
the proposed project controls are consistent
with the nature of the project and meet the
needs of the Project Board and/or corporate or
programme management

If any new risks or issues are identified (or
existing ones have changed), then update the
Risk Register, Issue Register and/or Daily Log
Seek Project Board approval for the project
controls (the Project Board may prefer to review
them later as part of the Project Initiation
Documentation).

Table 14.5 shows the responsibilities for this

activity.
Table 14.5 Set up the project controls: responsibilities
Producer —responsible for product’s production
Reviewer — ideally independent of production o
o
Approver — confirms approval s
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14.4.6 Create the Project Plan

Before committing to major expenditure on the
project, the timescale and resource requirements
must be established. This information is held in the
Project Plan and is needed so that the Business Case
can be refined and the Project Board can control
the project.

Planning is not an activity that the Project Manager
performs in isolation but, rather, something
that should be done with close involvement of

Initiating a Project | 159

the user(s) and supplier(s). It is often useful to
hold planning workshops to help identify all
the products required, their details, and the
dependencies between them.

For more details on planning, see Chapter 7.

Figure 14.7 shows the inputs to, and outputs from,
this activity.
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Figure 14.7 Create the Project Plan: activity summary
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PRINCE2 recommends the following actions:

B Review the Project Brief to:

# Understand what the project is to deliver
and check for any predetermined milestones
as defined in the Project Brief

#® Check whether there are any corporate
or programme management strategies,
standards or practices relating to planning
that the project needs to follow

#® Check understanding of any prerequisites,
external dependencies, constraints and
assumptions documented in the Project Brief

#® Check understanding of the selected solution
as described by the project approach

B Seek lessons from similar previous projects,
corporate or programme management, and
external organizations related to planning.
Some of these may already have been captured
in the Lessons Log

B Review the Risk Register and Issue Register for
risks and issues associated with planning

B Decide on the format and presentation of
the Project Plan, given the audience for the
plan and how it will be used (for example,
is it sufficient to use a product checklist for
presenting the plan to the Project Board?). See

Table 14.6 Create the Project Plan: responsibilities

the Product Description for a Plan in Appendix
A for more information

Identify any planning and control tools to be
used by the project

Choose the method(s) of estimating for the
project’s plans

Review the Quality Management Strategy,

Risk Management Strategy, Configuration
Management Strategy and Communication
Management Strategy to understand the
resources, standards, methods and costs for the
work to be carried out

Create a product breakdown structure,
product flow diagram and Product Descriptions
for the major products in the Project Plan.
Identify the arrangements for the transition

of the project’s products into operational

use. Where the project’s products are likely

to require potentially expensive maintenance
once operational, plan for a suitable service
agreement or contract to be drawn up between
the support group and the user. In such
instances, it will be necessary to include any
agreement as a product in the Project Plan
Consider whether the Project Product
Description needs to be updated (for example,
if the understanding of the acceptance criteria

Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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Figure 14.8 Refine the Business Case: activity summary

has changed or been refined in the course of
initiating the project)

B Create or update the Configuration Item
Records for each product to be delivered by the
plan

B Identify and confirm resources required.
Confirm the selected people’s availability, their
acceptance of these roles and their commitment
to carry them out. See Chapter 5 for more
details

B Identify the activities, resources and timings for
the project controls and include them in the
plan

B |dentify risks associated with the plan

B Document the Project Plan

B Consult with Project Assurance to check that
the proposed Project Plan meets the needs
of the Project Board and/or corporate or
programme management

B If any new risks or issues are identified (or
existing ones have changed), then update the
Risk Register, Issue Register and/or Daily Log

B Seck Project Board approval for the Project
Plan (although the Project Board may prefer to
review it later as part of the Project Initiation
Documentation).

Table 14.6 shows the responsibilities for this activity.

14.4.7 Refine the Business Case

The outline Business Case produced during Starting
up a Project needs to be updated to reflect the
estimated time and costs, as determined by the

Project Plan, and the aggregated risks from the
updated Risk Register.

The detailed Business Case will be used by the
Project Board to authorize the project and provides
the basis of the ongoing check that the project
remains viable.

For more details on business justification, see
Chapter 4.

Figure 14.8 shows the inputs to, and outputs from,
this activity.

PRINCEZ recommends the following actions:

B Review the Project Brief to check whether there
are any corporate or programme management
requirements for the format and content of the
Business Case

B Seek lessons from similar previous projects,
corporate or programme management, and
external organizations related to Business Case
development. Some of these may already have
been captured in the Lessons Log

B Create the detailed Business Case with the
additional detail gained, namely:

@ The costs and timescale as calculated in the
Project Plan

@ The major risks that affect the viability and
achievability of the project (from the Risk
Register)

@ The benefits to be gained

@ The tolerances allowed for each of the
benefits
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Table 14.7 Refine the Business Case: responsibilities

Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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B Create the Benefits Review Plan:

#® Review the Business Case and check
understanding of the benefits expected of
the project

# |dentify how the achievement of each
benefit is to be measured and capture the
current baseline measures

#® |dentify the timing of benefits reviews (most
likely to align to stage boundaries)

#® If the project is part of a programme, the
Benefits Review Plan may be created,
maintained and executed at the programme
level

B If any new risks or issues are identified (or
existing ones have changed), then update the
Risk Register, Issue Register and/or Daily Log

B Consult with Project Assurance to check that
the proposed Business Case and Benefits Review
Plan meet the needs of the Project Beard and/
or corporate or programme management

B Seek Project Board approval for the Business
Case and Benefits Review Plan (although the
Project Board may prefer to review them later
as part of the Project Initiation Documentation).

Table 14.7 shows the responsibilities for this activity.

14.4.8 Assemble the Project Initiation
Documentation

There needs to be a focal point at which all
information relating to the ‘what, why, who, how,
where, when, and how much’ of the project is:

B Gathered for agreement by the key
stakeholders

B Available for guidance and information for
those involved in the project.

This information is collated into the Project
Initiation Documentation. The Project Initiation
Documentation is an aggregation of many of the
management products created during initiation
and used to gain authorization for the project to
proceed. It is not necessarily (and rarely} a single
document, but a collection of documents.

The version of the Project Initiation Documentation
created during the Initiating a Project process,

and used to gain authorization for the project

to proceed, should be preserved. It will be used
later as a means to compare the project's actual
performance against the original forecasts that
formed the basis of approval.

Figure 14.9 shows the inputs to, and outputs from,
this activity.
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Figure 14.9 Assemble the Project Initiation Documentation: activity summary
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Table 14.8 Assemble the Project Initiation Documentation: responsibilities

Producer - responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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PRINCEZ recommends the following actions: B Include or reference the project controls
B Extract and, if necessary, revise information 32:1Ni:uEn21marlze how the project has tailored

from the Project Brief (project definition and
project approach)

B Incude or reference information in the:

® Project’s management team structure and
role descriptions

B Assemble the Project Initiation Documentation

B Carry out a cross-check of the information in
the various elements to ensure that they are
compatible

B Consult with Project Assurance to check that

® Business Case . s .

» Fuality Management Srafe the assembled Project Initiation Documentation
) y _ 9 9y meets the needs of the Project Board and/or

# Configuration Management Strategy corporate or programme management

® Risk Man.age.ment Strategy B Prepare for the next stage (which triggers the

® Communication Management Strategy Managing a Stage Boundary process)

® Project Plan B Request authority from the Project Board to

deliver the project.

Table 14.8 shows the responsibilities for this
activity.






15 Controlling a Stage

15.1 PURPOSE

The purpose of the Controlling a Stage process is
to assign work to be done, monitor such work, deal
with issues, report progress to the Project Board,
and take corrective actions to ensure that the stage
remains within tolerance.

15.2 OBJECTIVE

The objective of the Controlling a Stage process is
to ensure that:

B Attention is focused on delivery of the stage’s
products. Any movement away from the
direction and products agreed at the start of
the stage is monitored to avoid uncontrolled
change ('scope creep’) and loss of focus

B Risks and issues are kept under control

Directing a Project I

“Managing a
stage Boundary

Escalate

ContrO”ing issues and risks

I Report highlights

a Stage ,I

I

Review the stage
status

b 4

FS

Capture and
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[}
1
1
1
[}
1
1
[}
1
[}
1
I
1 Take corrective _—
1 action
1
1
1
1
[}
1
I
1
[}
1
1

x: Authorize
i Work Packages

Package status

Rewview Work Receive completed
_ Work Packages

) e I

Figure 15.1 Overview of Controlling a Stage
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The Business Case is kept under review

B The agreed products for the stage are delivered
to stated quality standards, within cost, effort
and time agreed, and ultimately in support of
the achievement of the defined benefits

B The project management team is focused on

delivery within the tolerances laid down.

15.3 CONTEXT

The Controlling a Stage process describes the work
of the Project Manager in handling the day-to-
day management of the stage. This process will be
used for each delivery stage of a project. Towards
the end of each stage, except the final one, the
activities within the Managing a Stage Boundary
process (see Chapter 17) will occur.

The Controlling a Stage process is normally first
used after the Project Board authorizes the project,
but it may optionally be used during the initiation
stage for large or complex projects with a lengthy
initiation.

Work Packages are used to define and control the
work to be done, and also to set tolerances for the
Team Manager(s). In the case where the Project
Manager is fulfilling the Team Manager role, Work
Packages should still be used to define and control
the work of the individual team members being
assigned work. Where this is the case, references to
Team Manager throughout the Controlling a Stage
process should be regarded as references to the
individual team member being assigned work.

Central to the ultimate success of the project is
the day-to-day control of the work that is being
conducted. Throughout a stage, this will consist of
a cycle of:

B Authorizing work to be done

B Monitoring progress information about that
work, including signing off completed Work
Packages

B Reviewing the situation (including that for
product quality) and triggering new Work
Packages

B Reporting highlights

B Watching for, assessing and dealing with issues
and risks

B Taking any necessary corrective action.

Towards the end of the last stage, the Closing a
Project process (see Chapter 18) will be invoked.

15.4 ACTIVITIES

Controlling a Stage activities are Project-Manager-
oriented and comprise:

B Work Packages:
@ Authorize a Work Package
@ Review Work Package status
@ Receive completed Work Packages

B Monitoring and reporting:
@ Review the stage status
@ Report highlights

B [ssues;
@ Capture and examine issues and risks
® Escalate issues and risks
® Take corrective action.

15.4.1 Authorize a Work Package

It would be chaotic to have the people who are
working on the project starting activities whenever
they think fit. There must be a level of autonomy
within the project team(s), but there will be wider
issues involved of which they cannot be expected
to be aware. It is therefore important that work
only commences and continues with the consent
of the Project Manager. The vehicle for this is the
production, execution and delivery of a Work
Package.

A Work Package may include extracts from,
or simply cross-reference elements of, the
Project Plan, Stage Plan or Project Initiation
Documentation.

A Work Package should cover the work to create
one or more products. If a product requires more
than one Work Package to create it, then it should
be broken down into further products with their
supporting Product Descriptions.

The triggers for the Project Manager to authorize a
Work Package include:

B Stage authorization - the Project Board gives
authority to execute a Stage Plan
B Exception Plan approved - the Project Board
gives authority to execute an Exception Plan
B New Work Package required - an output from
reviewing the stage status (see section 15.4.4)
B Corrective action — in response to an issue
or risk.
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Figure 15.2 Authorize a Work Package: activity summary

This activity is used to authorize new Work @ The project controls required (for example,
Packages or to authorize amendments to existing progress reporting arrangements)
ones. # The quality standards required, as defined in

Figure 15.2 shows the inputs to, and outputs from, the Quality Management Strategy
this activity. @ |If any products are to be handed over,

) ) how this will be done (as defined in the
PRINCE2 recommends the following actions: Configuration Management Strategy)
B Examine the Stage Plan for the current

i B Define each Work Package to be authorized (or
management stage in order to understand the:

amended):
® Products to be produced ® Obtain the relevant Product Descriptions for
# Cost and effort that the work is expected to inclusion in the Work Package
consume #® Define the techniques, processes and
@ Tolerances available procedures to be used
B Examine the Project Initiation Documentation @ Define the development interfaces to be

in order to understand: maintained
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# Define the operational and maintenance
interfaces to be maintained

# Define the configuration management
requirements

# Define the joint agreements on effort, cost,
start and end dates, key milestones and
tolerances

# Define any constraints that may apply

® Define the reporting, problem handling and
escalation arrangements

® Define the approval method

® Provide relevant references (e.g. Stage Plan,
Product Descriptions)

Review the Work Package with the Team
Manager, ensure that they have accepted

it, and authorize them to begin work (see
Chapter 16)

Review the Team Manager's Team Plan (or the
milestone extract from it if the commercial
environment means it is inappropriate for the
Project Manager to see its contents) and update

Table 15.1 Authorize a Work Package: responsibilities

the Stage Plan to reflect the timing of the Work
Package(s) authorized

B Update the Configuration Item Records to
reflect the content of the Work Package(s)
authorized

B Update the Quality Register for planned quality
management activities. Consult with Project
Assurance that the identified and selected
quality reviewers are acceptable

B If necessary, update the Risk Register in
accordance with the Risk Management Strategy

B If necessary, update the Issue Register.

Table 15.1 shows the responsibilities for this
activity.

15.4.2 Review Work Package status

This activity provides the means for a regular
assessment of the status of the Work Package(s).
The frequency and formality of this activity will
usually be aligned with the frequency of reporting
defined in the Work Package(s) and supported by
the Stage Plan for the current stage.

Producer - responsible for product’s production
Reviewer - ideally independent of production
Approver - confirms approval
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Figure 15.3 Review Work Package status: activity summary

Table 15.2 Review Work Package status: responsibilities
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Figure 15.3 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions for
each Work Package in progress:

B Collect and review progress information from
the Checkpoint Report for the Work Package
being executed:

#® Assess the estimated time and effort to
complete any unfinished work (including
that not yet started)

#® Review the Team Plan with the Team
Manager (or the milestone extract from it
if the commercial environment means it is
inappropriate for the Project Manager to see
its contents) to ascertain whether work will
be completed on time and to budget

® Review entries in the Quality Register to
understand the current status of quality
management activities

® Confirm that the Configuration Item Record
for each product in the Work Package
matches its status

B If necessary, update the Risk Register and Issue
Register

B Update the Stage Plan for the current stage
with actuals to date, forecasts and adjustments.

Table 15.2 shows the responsibilities for this
activity.

15.4.3 Receive completed Work Packages

Where work has been allocated to individuals or
teams, there should be a matching confirmation
that the work has been completed and approved.

Once approved, any subsequent changes to the
product(s) must pass through change control (see
Chapter 9). This should be an automatic part of any
configuration management method being used.

Figure 15.4 shows the inputs to, and outputs from,
this activity.

PRINCEZ2 recommends the following actions:

B Ensure that the Team Manager has completed
the work defined by the Work Package(s)

B Check that the Quality Register entries relating
to the product(s) are complete

B Ensure that each product in the Work Package
has gained its requisite approval (as defined
in the quality responsibilities in its Product
Description)

B Confirm that the Configuration Item Record for
each approved product has been updated

B Update the Stage Plan to show the Work
Package as completed.

Table 15.3 shows the responsibilities for this
activity.

Completed
Work Package j

b

8 Receive completed
Work Packages

Stage Plan

w

Quality Register

w

Configuration
[tem Records

w

Update Configuration
Item Records
Update
Stage Plan

w

Figure 15.4 Receive completed Work Packages: activity summary
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Table 15.3 Receive completed Work Packages: responsibilities

Producer - responsible for product’s production
Reviewer — ideally independent of production

Approver — confirms approval
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15.4.4 Review the stage status

If the project is not checked on a timely basis, there
is a danger that it will get out of control. There
needs to be a halance between planning ahead
and reacting to events.

In order to make informed decisions and exercise
rational control, it is necessary to compare what
has actually happened with what was expected to
happen and what might happen next {including
any issues and risks). It is therefore essential to
have a steady flow of information that provides
an overall view of progress and simple, robust
meonitoring systems to supply that information.

The objective of this activity, therefore, is to
maintain an accurate and current picture of
progress on the work being carried out and the
status of resources.

This activity occurs at a frequency defined in the
Stage Plan, may be triggered by Project Board
advice, or forms part of the analysis of new issues
and risks.

Figure 15.5 shows the inputs to, and outputs from,
this activity.

PRINCEZ2 recommends the following actions:

B Review progress for the stage:

® Review Checkpoint Reports for the period

® Review the current Stage Plan forecast and
actuals

® Request a Product Status Account from
Project Support to identify any variation
between planned progress, reported
progress and actual progress

@ Check for any quality issues shown in the
Quality Register

® Check the Risk Register for any new or
revised risks and assess their impact on the
Business Case, Stage Plan or the Project Plan

® Check the Issue Register to see whether
anything has happened within the project or
externally that will impact on the Business
Case, Stage Plan or the Project Plan

@ Check the status of any corrective actions

® Assess the utilization of resources in the
period under review and their availability
for the remainder of the stage (or project).
Check for any variation in the expected
future resource availability

@ Check the Benefits Review Plan to see
whether any benefits reviews are due, and
execute them as necessary

Based on the above analysis, decide whether

any actions are required. For example, whether

to:

® Authorize a Work Package (section 15.4.1)

@ Report highlights (section 15.4.5) in
accordance with the Communication
Management Strategy
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Figure 15.5 Review the stage status: activity summary

Capture and examine issues and risks {section

15.4.6)

Escalate issues and risks (section 15.4.7) if
tolerances are threatened

Take corrective action (section 15.4.8)

Seek Project Board advice (and if necessary
provide them with the Issue Report)
Log any lessons that have been identified

@ Continue as planned

Revise the Risk Register and Issue Register as
necessary

B Update the Stage Plan if the aggregated
assessment changes any forecasts

B If ownership of any of the products is to be
transferred to the customer as part of a phased
handover:



Table 15.4 Review the stage status: responsibilities
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Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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® Request a Product Status Account for the
release being handed over
@ Ensure that the:
& Products have been approved by those
specified in its Product Description
@ Products meet all the quality criteria, or
are covered by approved concessions
@ Operation and maintenance organizations
are ready to take responsibility for the
products
® Hand over the products (see Chapter 18)

B Consider whether to review lessons now or wait
until a later review of stage status or when
approaching a stage end

B If the end of the current stage is approaching
(as indicated by, for example, the Stage
Plan, the contents of the Quality Register, a
milestone etc.), prepare for the next stage (see
Chapter 17)

B If the end of the final stage is approaching,
prepare to close the project (see Chapter 18).

Table 15.4 shows the responsibilities for this
activity.

15.4.5 Report highlights

The Project Manager must provide the Project
Board with summary information about the
status of the stage and project and distribute
other information to stakeholders at a frequency
documented in the Communication Management
Strategy (as defined by the Project Board). For
more details on progress controls, see Chapter 10.

Figure 15.6 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B Assemble the information from the Checkpoint
Reports, Risk Register, Issue Register, Quality
Register, Lessons Log, Product Status Account
and any significant revisions to the Stage
Plan for the current reporting period (the
information is gained from the review of the
stage status - see section 15.4.4)

B Assemble a list of corrective actions (as noted
in the Daily Log and/or recorded in the Issue
Register) undertaken during the reporting
period. This will, for example, assure the Project
Board that the Project Manager is acting
within the agreed tolerances (the information
is gained from taking corrective action - see
section 15.4.8)
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Figure 15.6 Report highlights: activity summary

Review the Highlight Report for the previous
reporting period

Produce the Highlight Report for the current
reporting period

Distribute the Highlight Report to the Project
Board and any other recipients identified in the
Communication Management Strategy.

Table 15.5 shows the responsibilities for this
activity.

15.4.6 Capture and examine issues and
risks

In the course of managing the project, various
issues will occur and risks may be identified. They
will arrive in an ad hoc manner and will need to
be captured in a consistent and reliable way. Any
member of the project, corporate or programme
management, or other stakeholders may raise an
issue or risk.
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Producer - responsible for product’s production
Reviewer - ideally independent of production
Approver - confirms approval
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Before making a decision on a course of action, ® Document the issue by creating an Issue
each issue or risk should be registered and then Report
assessed for its impact. ® Report the status of the issue in accordance

For more details on risk management, see
Chapter 8.

For more details on issue and change control
procedures, see Chapter 9.

Figure 15.7 shows the inputs to, and outputs from,

this activity.
PRINCE2 recommends the following actions:

B If an issue can be dealt with by the Project
Manager informally, then this should be done,
and a note made in the Daily Log (see Chapter
9 for more information)
B For issues that need to be managed formally
(see Chapter 9 for more information):
® Check the requirements of the issue
and change control procedure in the
Configuration Management Strategy

® Enter the issue in the Issue Register as soon
as it is captured

® Categorize the issue (is it a request for
change, an off-specification or a problem/
concern?)

#® Assess the severity of the issue

#® Assess the priority of the issue (for requests
for change and off-specifications)

#® Assess the impact of the issue on the Stage
Plan, Project Plan and Business Case

with the Configuration Management
Strategy and check the Communication
Management Strategy to see whether there
are any external parties that need to be
informed of the issue

B For risks (see Chapter 8 for more informationy:

Check the requirements of the risk
management procedure in the Risk
Management Strategy

Enter the risk in the Risk Register as soon as
itis captured

Identify the risk event and describe its cause
and effect

Assess the risk against the Stage Plan, Project
Plan and Business Case and plan the selected
risk response

Report the status of the risk in accordance
with the Risk Management Strategy and
check the Communication Management
Strategy to see whether there are any
external parties that need to be informed of
the risk

B [f it is necessary either to take corrective
action, seek advice from the Project Board, or
to escalate an issue or risk, then review the
stage status first so that a full picture can be
considered (see section 15.4.4).

Table 15.6 shows the responsibilities for this

activity.
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Figure 15.7 Capture and examine issues and risks: activity summary

Table 15.6 Capture and examine issues and risks: responsibilities

Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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15.4.7 Escalate issues and risks

A stage should not exceed the tolerances agreed
with the Project Board. The Project Manager can
only take corrective action or maintain the status
quo as long as the stage (or project) is forecast
to be completed within the tolerances set by the
Project Board. This activity applies where any
corrective action within the Project Manager's
control would not save the stage (or project) from
going beyond the tolerances agreed. This applies
to all types of issue and risk {or aggregation

of them) that cannot be resolved within the
tolerances set by the Project Board.

As it may take some time to gather the information
to create an Exception Report, it is recommended
that the Project Board be alerted as early as
possible. Therefore, the Project Manager may

wish to execute this activity in two steps: an early
notification to the Project Board of the forecast
exception situation in order to prepare them,
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followed by supporting information in the form of
an Exception Report.

The Project Manager should execute any decision
by the Project Board in response to the escalation.

Escalating issues and risks is good practice and
should not be seen as failure. The earlier that
issues are escalated, the more time is available to
implement any corrective actions.

For more details on management of risk, see
Chapter 8.

For more details on issue and change control, see
Chapter 9.

For more details on exception management, see
Chapter 10.

Figure 15.8 shows the inputs to, and outputs from,
this activity.
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Figure 15.8 Escalate issues and risks: activity summary
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PRINCE2 recommends the following actions:

B Examine the Stage Plan to define the extent
of the deviation and the unfinished products,
and to extrapolate what would happen if the

deviation were allowed to continue

B Examine the Project Plan for the project status

and overall effect of any deviation (using

the current baseline of the Project Initiation

Documentation)

B Determine the options for recovery and assess

them against the Business Case

B Assess the impact of the options for recovery

against the Stage Plan for the current

stage. Consideration should be given to the
availability of individuals or groups with the

skills or experience to assess the impact

B Put the situation, options and the
recommendation for a course of action to
the Project Board in an Exception Report.
The Project Board will then decide on an
appropriate course of action (which may

support or otherwise the Project Manager's

recommendation). This may include:

#® Requesting more information or more time

to consider their response

® Approving, deferring or rejecting a request

for change

Table 15.7 Escalate issues and risks: responsibilities

@ Granting a concession for an off-
specification, or deferring or rejecting it
@ Increasing the tolerances that are forecast to
be breached
@ Instructing the Project Manager to produce
an Exception Plan, stating what will be
acceptable (see Chapter 17)
@ Instructing the Project Manager to close the
project prematurely (see Chapter 18).
Table 15.7 shows the responsibilities for this
activity.

15.4.8 Take corrective action

Changes and adjustments to the project need to be
made in a considered and rational way, even when
they appear to be easily manageable and within
tolerances.

In taking corrective action, the objective is to select
and, within the limits of the stage and project
tolerances, implement actions that will resolve
deviations from the plan. Corrective action is
triggered during the review of the stage status
(section 15.4.4) and typically involves dealing with
advice and guidance received from the Project
Board, and with issues raised by Team Managers.

Producer —responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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For more details on planning, see Chapter 7. For [ ]
more details on issue and change control, see
Chapter 9. [

Figure 15.9 shows the inputs to, and outputs from,
this activity. u

PRINCEZ recommends the following actions:

B Collect any relevant information about the
deviation (from the Configuration Item Records, [ |
Issue Register, Risk Register, Issue Report,

Exception Report, Project Board advice, Daily [
Log)
B Identify the potential ways of dealing with
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Update the Configuration Item Records of the
affected products

Update the Issue Report (if necessary) to show
the status of the corrective action

Update the Issue Register with any changes
resulting from the corrective action (or if being
handled informally, update the Daily Log with
the details and status of the corrective action)
Update the Risk Register with any changes
resulting from the corrective action

Update the Stage Plan for the current stage.

Table 15.8 shows the responsibilities for this

- . activity.
the deviation and select the most appropriate ¥
option
B Trigger corrective action via authorizing a Work
Package (see section 15.4.1)
Daily Log Take corrective Update By g
action
Issue Register (— Update Issue Register
Update Risk Register
Risk Register
Update Issue Report
Issue Report
Update Stage Plan
Stage Plan w
Update Configuratign
> [tem Records
Configuration 4
ltem Records ———
“ Corrective )
Corrective \ - :thn_ -

action
\‘ H = = = ’

Figure 15.9 Take corrective action: activity summary
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Table 15.8 Take corrective action: responsibilities

Producer — responsible for product’s production

Reviewer — ideally independent of production

Approver — confirms approval
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16 Managing Product Delivery

16.1 PURPOSE

The purpose of the Managing Product Delivery
process is to control the link between the Project
Manager and the Team Manager(s), by placing
formal requirements on accepting, executing and
delivering project work.

The role of the Team Manager(s) is to coordinate
an area of work that will deliver one or more of
the project’s products. They can be internal or
external to the customer’s organization.

16.2 OBJECTIVE

The objective of the Managing Product Delivery
process is to ensure that:

B Work on products allocated to the team is
authorized and agreed

B Team Managers, team members and suppliers
are clear as to what is to be produced and what
is the expected effort, cost or timescales

B The planned products are delivered to
expectations and within tolerance

B Accurate progress information is provided to
the Project Manager at an agreed frequency to
ensure that expectations are managed.

16.3 CONTEXT

Managing Product Delivery views the project
from the Team Manager's perspective, while the
Controlling a Stage process views it from the
Project Manager’s perspective.

The Team Manager ensures that products are
created and delivered by the team to the project
by:

B Accepting and checking authorized Work
Packages from the Project Manager

B Ensuring that interfaces identified in the Work
Package are maintained

B Creating a Team Plan for the Work Packages
being assigned (where this may be done in
parallel with the Project Manager creating the
Stage Plan for the management stage)

B Ensuring that the products are developed in
accordance with any development method(s)
specified in the Work Package

B Demonstrating that each product meets its
quality criteria through the quality method(s)
specified in the Product Description — this
may include using the PRINCE2 quality review
technique (see Chapter 6)

B Obtaining approval for completed products
from the authorities identified in the Product
Description

Authority 1o deliver
a Work Packags

Controlling a Stage

Accept a
Work Package

Execute a
Work Package

Deliver a
Work Package

Figure 16.1 Overview of Managing Product Delivery

Managing Product Delivery



186 | Managing Product Delivery

Accept a
Work Package

Work Package

w

Project Initiation
Documentation

m

Figure 16.2 Accept a Work Package: activity summary

Table 16.1 Accept a Work Package: responsibilities

Create Team Plan
Update Quality Register
Approve | work Package

Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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Team Plan Create A ™| PR
Risk Raise (RY| P
Quality Register Update (R) | R (P)
p
Work Package Approve (P AR

B Delivering the products to the Project Manager
in accordance with any procedures specified in
the Work Package.

If the project uses external suppliers that are not
using PRINCE2, Managing Product Delivery provides
a statement of the required interface between

the Team Manager and the PRINCE2 method

being used in the project by the Project Manager.
The Work Package may be part of a contractual
agreement. Therefore, the formality of a Team Plan
could vary from simply appending a schedule to the

Work Package, to creating a fully formed plan that
is presented in a similar style to a Stage Plan.

16.4 ACTIVITIES

The activities within the Managing Product
Delivery process are Team-Manager-oriented and
are to:

B Accept a Work Package
B Execute a Work Package
B Deliver a Work Package.



16.4.1 Accept a Work Package

The fundamental principle is that before a Work
Package is allocated to a team, there should be
agreement between the Project Manager and the
Team Manager as to what is to be delivered, the
reporting requirements, what constraints apply,
any procedures to be applied, and whether the
requirements of the Work Package are reasonable
and can be achieved.

Figure 16.2 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B Review the Work Package:

® Obtain any referenced documentation

o Clarify with the Project Manager what is to
be delivered

® Negotiate with the Project Manager, on
behalf of the team, the constraints within
which the work is to be done

® Agree tolerances for the Work Package
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# Understand the reporting requirements

# Understand how, and from whom, approval
for the product(s) is to be obtained

# Understand how the approved product(s) is
to be formally handed over

# Confirm how the Project Manager is to be
informed about the completion of the Work
Package

Produce a Team Plan to show that the
product(s) can be completed within the given
constraints. Consult with Project Assurance
(supplier) that the Team Plan is viable and in
accordance with relevant supplier standards.
Seek necessary approval for the Team Plan
(although in a commercial customer/supplier
relationship, it may be inappropriate for the
Project Manager to review and approve the
Team Plan, in which case the key milestones
will be summarized in the Work Package. In a
commercial context, the Senior Supplier may
review and approve the Team Plans)

Figure 16.3 Execute a Work Package: activity summary

F |
- Execute a Create I Specialist i
Work Package 14 Work Package —l PrOdUCt(S)
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Update Quality Register
Team Plan —lw
Update Configuration
Project Initiaticn 5 Item Records
Documentation w
Update
: Team Plan
Create
> Checkpoint Report(s)
r—-—— — - = n
Obtain | Approval
record(s) 1
[ B ]
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Raise
New risk
Raise .
New issue
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B Undertake a review of the risks against the
Team Plan, and advise the Project Manager
of any additional or modified risks (and if the
Work Package allows the Team Manager to
directly log the risks, then the Team Manager
should update the Risk Register)

B Consult with Project Assurance as to
whether any extra reviewers are required and
ensure that the Quality Register is updated
accordingly (check the Work Package for the
procedure to update the Quality Register)

B Agree to deliver the Work Package.

Table 16.1 shows the responsibilities for this
activity.

16.4.2 Execute a Work Package

The work has to be executed and monitored to
the requirements defined in the authorized Work
Package.

While developing the products, the Team Manager
should not exceed the Work Package tolerances
agreed with the Project Manager. The Team
Manager can only proceed with the Work Package

is forecast to complete within the tolerances set
by the Project Manager. As soon as Work Package
tolerances are forecast to be exceeded, the Team
Manager should raise an issue to the Project
Manager who will decide upon a course of action.

Figure 16.3 shows the inputs to, and outputs from,
this activity.

PRINCEZ recommends the following actions:

B Manage the development of the required products:

@ Develop the product(s) required by the Work

Package to the quality criteria defined in the
Product Description(s)

@ Ensure that the work is conducted in
accordance with the required techniques,
processes and procedures specified in the
Work Package

@ Maintain the development and operational
and support interfaces as detailed in the
Work Package

@ Check the Work Package for the procedure
to update the Quality Register (for example,
to record completed quality management

activities
or take corrective action while the Work Package )
Table 16.2 Execute a Work Package: responsibilities
Producer - responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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Deliver a Update | york Package
Work Package Work Package .

\/—\ w

Update T o
Quality Register (== eam Plan

\/—\ w

Item Records  —

Figure 16.4 Deliver a Work Package: activity summary

b

Table 16.3 Deliver a Work Package: responsibilities

Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
o
£
£
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Work Package Update (AY| P
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# Capture and record the effort expended # Check the Work Package and follow the
#® Monitor and control any issues and risks procedure to update the Configuration
associated with the Work Package and Item Records (to change the status of the
advise the Project Manager of their status products that have been completed)
B Notify the Project Manager of any new issues, B Review and report the status of the Work
risks or lessons. The Project Manager can then Package to the Project Manager:
decide on an appropriate course of action. Take # Determine the status of each product in the
the action required by the Project Manager Work Package
B Obtain approvals for completed products: ® Update the Team Plan and, if necessary,
® Check the Work Package and follow the consult with Project Assurance (supplier)
method of obtaining and issuing approval regarding its viability

records
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# Feed the progress information back to the
Project Manager in Checkpoint Reports, in
the manner and at the frequency defined in
the Work Package

# |If the agreed tolerances for the Work
Package are forecast to be exceeded, notify
the Project Manager by raising an issue.

Table 16.2 shows the responsibilities for this activity.

16.4.3 Deliver a Work Package

Just as the Work Package was accepted from the
Project Manager, notification of its completion
must be returned to the Project Manager.

Figure 16.4 shows the inputs to, and outputs from,
this activity.

PRINCEZ2 recommends the following actions:

Review the Quality Register to verify that all
the quality activities associated with the Work
Package are complete

Review the approval records to verify that

all the products to be delivered by the Work
Package are approved

Update the Team Plan to show that the Work
Package is complete

Check the Work Package and follow the
procedure to deliver completed products. Notify
the Project Manager that the Work Package is
complete.

Table 16.3 shows the responsibilities for this
activity.






17 Managing a Stage Boundary

17.1 PURPOSE Therefore, the process should be executed at, or

close to the end of, each management stage.
The purpose of the Managing a Stage Boundary o 9

process is to enable the Project Board to be Projects do not always go to plan and in response

provided with sufficient information by the Project ~ to an Exception Report (if the stage or project

Manager so that it can review the success of the is forecast to exceed its tolerances) the Project

current stage, approve the next Stage Plan, review Board may request that the current stage (and

the updated Project Plan, and confirm continued possibly the project) is replanned. The output from

business justification and acceptability of the risks. replanning is an Exception Plan which is submitted
Directing a Project I

Report stage end

Business Case Exception Flan

I

I‘ Update the I Produce an I
I‘

Update the I
Project Plan I:
r

Plan the next stage I

Managing a Stage Boundary

Initiating a Controlling a
Project Stage

Figure 17.1 Overview of Managing a Stage Boundary
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for Project Board approval in the same way that a
Stage Plan is submitted for approval.

17.2 OBJECTIVE

The objective of the Managing a Stage Boundary
process is to:

B Assure the Project Board that all products in
the Stage Plan for the current stage have been
completed and approved

B Prepare the Stage Plan for the next stage

B Review and, if necessary, update the Project
Initiation Documentation (in particular the
Business Case, Project Plan, project approach,
strategies, project management team structure
and role descriptions)

B Provide the information needed for the Project
Board to assess the continuing viability of
the project - including the aggregated risk
exposure

B Record any information or lessons that can help
later stages of this project and/or other projects

B Request authorization to start the next stage.

For exceptions, the objectives of the Managing a
Stage Boundary process are to:

B Prepare an Exception Plan as directed by the
Project Board

B Seek approval to replace the Project Plan
or Stage Plan for the current stage with the
Exception Plan.

Managing a Stage Boundary is not used towards
the end of the final stage (unless there is a need

to create an Exception Plan) because the activities
to review the performance of the final stage are
included in the activities to review the performance
of the whole project as part of the Closing a Project
process.

17.3 CONTEXT

The Managing a Stage Boundary process is predicated
on dividing the project into management stages (see
Chapter 10).

A project, whether large or small, needs to ensure
that the products it creates will deliver the benefits
being sought, either in their own right or as part of
a larger programme. The continuing correct focus of
the project should be confirmed at the end of each
stage. If necessary, the project can be redirected or
stopped to avoid wasting time and money.

It is also important to recognize that projects can

go wrong or can be affected by external factors

that invalidate the business justification. An early
identifier of potential failure is the Project Manager's
forecast that any of the project or stage tolerances
are likely to be exceeded. In such cases it is important
to have a mechanism for corrective action in order to
bring the project back into the right direction.

A positive decision not to proceed is not failure.
However, providing insufficient information

that prevents the Project Board from making an
informed decision is itself a failure as it may lead to
a wrong dedision.

The Managing a Stage Boundary process provides
a means by which an exception process can be
implemented.

17.4 ACTIVITIES

The activities within the Managing a Stage
Boundary process are Project-Manager-oriented
and are to:

B Plan the next stage
Update the Project Plan
Update the Business Case
Report stage end

Produce an Exception Plan.

17.4.1 Plan the next stage

The Stage Plan for the next management stage

is produced near the end of the current stage.
Closure activities should be planned as part of the
Stage Plan for the final stage.

Planning is not an activity undertaken in isolation.
The Project Manager will need to consult with the
Project Board, Project Assurance, Team Managers
and possibly other stakeholders in order to create a
viable plan. The more people involved in planning,
the more robust the plan will be (so long as the
right people are involved). See Chapter 7 for more
details on planning.

Figure 17.2 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B Review the components of the Project Initiation
Documentation. It may be necessary to consult
with the Project Board regarding any required
changes. The following should be reviewed
and, if necessary, updated:
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Update : i
Plan the next stage I 5 PS?;%L”A:?&E:
\—/——\
Project Initiati Create
roje nitiation
Documentation ) (it:xgl;testF:gg)
Create
Issue Register Product Descriptions
(next stage)
\—/_\
Update
Risk Register 2 Configuration
i Item Records
\_f'-\ \_/-_‘
Update
Lessons Log & Risk Register
\_/_\ \_/—\
Update
3 Issue Register
m
Update
P Quality Register
——
Figure 17.2 Plan the next stage: activity summary
Table 17.1 Plan the next stage: responsibilities
Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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# Any change to the customer’s quality
expectations, acceptance criteria or project
approach

# The relevance and suitability of the
strategies and controls

® Any change in the project management
team or their role descriptions (in particular
the situation with regard to external
resources or suppliers as these may affect the
Stage Plan)

B Produce the Stage Plan for the next stage:

® Decide how the plan can best be presented
given its audience, and how it will be used

#® Review the Project Plan to understand the
products required for the next stage

® Examine the Quality Management Strategy
for the quality standards and procedures
required

# (reate (or update) the product breakdown
structure, Product Descriptions and product
flow diagram for the products to be
delivered by the next stage

® Review the Issue Register as it may contain
issues marked for assessment at the stage
end or information that affects the next
stage

# Review the Risk Register for any risks that
may affect the Stage Plan for the next stage,
and check the status of risk responses by
consulting with the risk owners

B Create (or update) Configuration Item Records
for products to be produced in the next stage

B Update the Issue Register and Risk Register if
any new issues or risks have been identified (or
if existing ones need to be modified)

B Update the Quality Register for planned quality
management activities. This should include
target review and approval dates for the
products.

Table 17.1 shows the responsibilities for this activity.

17.4.2 Update the Project Plan

The Project Board uses the Project Plan throughout
the project to measure progress.

The Project Plan is updated to incorporate actual
progress from the stage that is finishing, and

to include forecast duration and costs from the
Exception Plan or Stage Plan for the stage about to
begin.

Details of any revised costs or end dates are used
when updating the Business Case.

See Chapter 7 for more details on planning.

Figure 17.3 shows the inputs to, and outputs from,
this activity.

PRINCEZ recommends the following actions:

B Check that the current Stage Plan is up to date
with actual progress and update if necessary

B Revise the Project Plan to reflect:
@ Actuals from the current Stage Plan

@ Forecasts from the next Stage Plan, or the
impact of the Exception Plan

Update the

Stage Plan
9 Project Plan

(current stage)

I (Part of}
i Project Initiation
I v Documentation
e

\-f_‘

Stage Plan
{next stage)

f

Project Initiation
Documentation

—

Exception Plan

m

Figure 17.3 Update the Project Plan: activity summary

Update

- Project Plan
Update lssue Register

Update

Risk Register
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Table 17.2 Update the Project Plan: responsibilities
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Producer - responsible for product’s production
Reviewer - ideally independent of production
Approver — confirms approval
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® Any changes to the Project Product
Description

® The implications of any issues or risks

® Any new or changed PRINCE2 process-
tailoring requirements for the project

® Any changed or extra products sanctioned
by the Project Board

# Any changes within the Project Initiation
Documentation (e.g. revised project
approach, strategies, project controls,
project management team structure or role
descriptions)

B Update the Issue Register and Risk Register if
any new issues or risks have been identified (or
if existing ones need to be modified).

Table 17.2 shows the responsibilities for this
activity.

17.4.3 Update the Business Case

It is a PRINCEZ2 principle that projects have
continued business justification.

The Project Board is ordinarily only authorized to
continue while the project remains viable (that is,
the benefits will be realized within the cost, time,
quality, scope and risk parameters set out in the
currently agreed Business Case).

Projects, however, do not take place in a static
environment. The environment external to the
project changes, as do the nature and timing of
the project’s products. The Business Case needs to
reflect these changes and must be reviewed and
amended to keep it relevant to the project.

As the Executive is responsible for the Business
Case, the Project Manager should consult with
the Executive when reviewing and updating the
Business Case in preparation for Project Board
approval.

For further details on business justification, see
Chapter 4.

Figure 17.4 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B Check whether there have been any changes
to the risk appetite and risk capacity of the
organizations involved and whether risk
tolerances need to be redefined. Assess
the project’s risks using the Risk Register to
ascertain the aggregated risk exposure for the
project and identify the current key risks that
affect the Business Case. This should include an
assessment that the aggregated risk exposure
remains within risk tolerances
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Update the

Risk Register
Business Case

w

(Part of)
.| Project Initiation
i Documentation
e —

Issue Register

w

(Part of)
Project Initiation
Documentation

o S

Project Plan

Figure 17.4 Update the Business Case: activity summary

Benefits Review
Plan

B Update the Benefits Review Plan with the
results from any benefits reviews undertaken
during the stage

B Examine and review:

The Benefits Review Plan for the results of
any benefits reviews undertaken during the
stage compared with the expected results
The impact of approved changes as these
may affect the projected benefits

The project risk profile and key risks

Table 17.3 Update the Business Case: responsibilities

Update

N Benefits
v Review Plan

\—/_‘

Update

Update

Risk Register

m

Update

Issue Register

‘f

@ The Issue Register for any issues that may

affect the Business Case

@ The Project Plan to see whether the final

implementation date of the project has
changed (for better or worse), which might
affect some or all of the projected benefits

@ The Project Plan to see whether the cost

of delivering the project’s products has
changed, which may affect the cost/benefit
analysis

Producer —responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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# The corporate or programme environment The Project Manager gives a view on the
into which the project’s products will be continuing ability of the project to meet the

delivered, as it may have changed

Project Plan and Business Case, and assesses the

® Whether any benefits reviews are required overall risk situation.

in the next management stage

This activity should happen as close as possible to

B Revise the Business Case and, if necessary, the the actual end of a stage.
Benefits Review Plan, ready for Project Board

approval

B Update the Risk Register and Issue Register as

necessary.

Table 17.3 shows the responsibilities for this

activity.

17.4.4 Report stage end

The results of a stage should be reported back to for the activities to date. Whether this is
the Project Board so that progress is clearly visible required will be advised by the Project Board

to the project management team.

Project Initiation

(Part of)
Y -

Documentation

Business Case

Figure 17.5 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B For an Exception Plan;

# Depending on the point within the stage
when the exception occurred, it may be
appropriate to produce an End Stage Report

in response to the Exception Report. If an

m

Communication
Management Strategy

w

w

Benefits Review
Plan

Create End Stage Report
Report stage end 3 (current stage)
B

w

Issue Register

m

Risk Register

w

Quality Register

\f‘

Stage Plan
(current stage)

w

Product Status
Account

—

Lessons Leg

Create
S Lessons Report

"
Follow-on action 1
recommendations

‘ - - wm ..l

- omow

, (Request to approve’

.. ExceptionPlan

Figure 17.5 Report stage end: activity summary
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End Stage Report is required, then follow
the guidance for a Stage Plan below
B For a Stage Plan:
® Review the status of the updated Business
Case and, in particular, the achievement
of any benefits anticipated for the stage.
Confirm that any activities in the Benefits
Review Plan for the current stage have been
completed
® Review the Stage Plan to ensure that the
objectives of the stage have been met, and
the Project Plan to ensure that the project
objectives are still achievable
® Review the team performance for the stage
® Review the product performance for the
stage by reference to the Product Status
Account (provided by Project Support):
#® Review the quality management activities
for the stage and their results
@ Ensure that all the products identified
within the Stage Plan for the current stage
are complete and approved, or have been
carried forward into the next stage
# If a phased handover of products occurred
during the stage, confirm user acceptance
and operational and maintenance
acceptance of the products transferred
to customer ownership. Identify any
follow-on action recommendations for the
products handed over

Table 17.4 Report stage end: responsibilities

@ Review the issues and risks raised during
the stage and any risk response actions
taken. Include a summary of the current
aggregated risk exposure

@ Prepare an End Stage Report for the current
stage

B It may be appropriate to create a Lessons

Report at this time, particularly for longer
projects, where interim reviews of lessons, or
the project itself, may benefit corporate or
programme management. Check the Lessons
Log for appropriate lessons to report

B Seek approval from the Project Board of

the Exception Plan or Stage Plan (and, if
appropriate, the revised Project Plan, the
revised Benefits Review Plan and the revised
Business Case [see Chapter 13])

B Review the Communication Management
Strategy to see whether there is a requirement
to send copies of the End Stage Report (and,
if appropriate, the Lessons Report) to external
interested parties at this time.

Table 17.4 shows the responsibilities for this
activity.

17.4.5 Produce an Exception Plan

If a stage or the project is forecast to deviate
beyond its agreed tolerances, it no longer has the
approval of the Project Board.

Producer — responsible for product’s production
Reviewer — ideally independent of production
Approver — confirms approval
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Exception Report
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Figure 17.6 Produce an Exception Plan: activity summary

Exception Plans are requested by the Project Board
in response to an Exception Report. Although

an Exception Plan will be produced prior to the
planned stage boundary, its approval by the Project

Board marks a stage boundary for the revised stage.

Planning is not an activity undertaken in isolation.
The Project Manager will need to consult with
Project Board members, Project Assurance, Team
Managers and possibly other stakeholders in order
to create a viable plan. The more people involved
in planning, the more robust the plan will be. See
Chapter 7 for more details on planning.

Figure 17.6 shows the inputs to, and outputs from,
this activity.

PRINCEZ2 recommends the following actions:

B Update the Issue Register (and, if necessary,
the Issue Report) to record the Project Board's
request for an Exception Plan

B Review and, if needed, update the Project
Initiation Documentation. It may be necessary
to consult with the Project Board regarding
any required changes. The following should be
reviewed:

Vgt 2 Issue Register
Update
Project Initiation
====}|  Documentation
Create
§ Exception Plan
H i
Create
| Product Description(s)
Update
Configuration
v Item Records
Update
3 Quality Register
Update
— Risk Register

® The customer’s quality expectations — do
they remain unchanged?

® The relevance and suitability of the project
approach, the strategies and controls

# Any change in the project management
team or their role descriptions (in particular
the situation with regard to external
resources or suppliers as these may affect the
Exception Plan)

B Produce the Exception Plan:

® Examine the Stage Plan to define the
products required for the stage

® Examine the Exception Report for details
(such as recommended actions) that will
contribute to the Exception Plan

® |f the Exception Plan requires new products
to be created, then examine the Quality
Management Strategy for the quality
standards and procedures required

@ Update the product breakdown structure,
Product Descriptions and product flow
diagram for the products to be delivered by
the Exception Plan
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Table 17.5 Produce an Exception Plan: responsibilities

Producer —responsible for product’s production
Reviewer — ideally independent of production
Approver —confirms approval
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Product Action
Project Initiation Documentation Update RY A A A P R
Exception Plan Create Ay A P R
Configuration Item Records Create/update R R | P
Risk Register Update p R
Issue Register Update p R
Quality Register Update RIR)IR]|P

® Update the Quality Register for planned
quality management activities

B Create (or update) Configuration Item Records
for products to be produced by the Exception
Plan

B Update the Issue Register and Risk Register if
any new issues or risks have been identified (or
if existing ones need to be modified)

B Update the Quality Register for planned quality
management activities. This should include
target review and approval dates for the
products.

Table 17.5 shows the responsibilities for this
activity.






18 Closing a Project

18.1 PURPOSE

The purpose of the Closing a Project process is to
provide a fixed point at which acceptance for the
project product is confirmed, and to recognize that
objectives set out in the original Project Initiation
Documentation have been achieved (or approved
changes to the objectives have been achieved), or
that the project has nothing more to contribute.

18.2 OBJECTIVE
The objective of the Closing a Project process is to:

B Verify user acceptance of the project's products
B Ensure that the host site is able to support the
products when the project is disbanded

B Review the performance of the project against
its baselines

B Assess any benefits that have already been
realized, update the forecast of the remaining
benefits, and plan for a review of those
unrealized benefits

B Ensure that provision has been made to address
all open issues and risks, with follow-on action
recommendations.

18.3 CONTEXT

One of the defining features of a PRINCE2 project
is that it is finite — it has a start and an end. If the
project loses this distinctiveness, it loses some of its
advantages over purely operational management
approaches.

A clear end to a project:

Directing a Project I

Controlling a
Stage

Prepare planned Prepare premature
Cibsie closure

Project

Figure 18.1 Overview of Closing a Project

E Closing a

h 4

Hand over
products

b

Fvaluate the project I

Recominend project I

closure
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B [s always more successful than a slovr drift into
use as it is a recognition by all concerned that:
# The original objectives have been met
(subject to any approved changes)
# The current project has run its course
# Either the operational regime must now
take over the products from this project,
or the products become inputs into some
subsequent project or into some larger
programme
® The project management team can be
disbanded
® Project costs should no longer be incurred
B Provides an opportunity to ensure that all
unachieved goals and objectives are identified
so that they can be addressed in the future
B Transfers ownership of the products to the
customer and terminates the responsibility of
the project management team.

Closure activities should be planned as part of

the Stage Plan for the final management stage.
When closing a project, work is required to prepare
input to the Project Board in order to obtain its
authorization to close the project. Subsequently,
the Executive should also notify corporate or
programme management that the project has
closed (see Chapter 13).

It is also possible that the Project Board may wish
to trigger a premature closure of the project under
some circumstances (for example, if the Business
Case is no longer valid). If the project is being
brought to a premature close, this process will still
need to be executed, but may have to be tailored
to the actual project situation.

A number of actions specific to the project’s
products may be required after the project, and
these should be documented and planned for as
follow-on action recommendations. These may
have different audiences and therefore may need
to be issued individually. The needs of the recipient
will determine the format and content — some

may want a formal report, some a log entry on a
system, and others a meeting.

18.4 ACTIVITIES

The activities within the Closing a Project process
are Project-Manager-oriented and are to:

B Prepare planned closure
Prepare premature closure
Hand over products
Evaluate the project
Recommend project closure.

18.4.1 Prepare planned closure

Before closure of the project can be recommended,
the Project Manager must ensure that the expected
results have all been achieved and delivered.

Figure 18.2 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

B Update the Project Plan with actuals from the
final stage

B Request a Product Status Account from Project
Support. From the Product Status Account,
ensure that the project's products:

Project end
‘appreaching

Prepare planned
closure

Project Initiation
Documentation
o S

Product Status
Account

—

Project Initiation
Documentation

e PSRN

Project Plan

Figure 18.2 Prepare planned closure: activity summary

Update
s Project Plan
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Table 18.1 Prepare planned closure: responsibilities

Producer —responsible for product’s production
Reviewer - ideally independent of production
Approver —confirms approval
]
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Product Action =0 i ] R B R
Project Plan Update R
Product Status Account Create R R|P
® Have been approved by the authorities 18.4.2 Prepare premature closure
identified in thelr. Proolluct. Descriptions In some situations, the Project Board may have
® Meet all the quality crikerls, oFake covered instructed the Project Manager to close the project
by approved concessions prematurely. In such circumstances, the Project
B Confirm that the project has delivered what is Manager must ensure that work in progress is not
defined in the Project Product Description, and simply abandoned, but that the project salvages
that the acceptance criteria have been met anything of value created to date and checks that
B Seeck approval to give notice to corporate or any gaps left by the cancellation of the project are

programme management that resources can be raised to corporate or programme management.

(or are about to be) released. Figure 18.3 shows the inputs to, and outputs from,

Table 18.1 shows the responsibilities for this this activity.

ACEIEY, PRINCE2 recommends the following actions:

B Update the Issue Register (and, if necessary, the
Issue Report) to record the premature closure

request
Prepare premature Update _
closure Issue Register
Product Status
Account Project Initiation
‘-_/____ " Documentation
o T

Project Initiation Update
Documentation ;y\l
H h
b om e mES T e
uﬁn\ Seste .| Additional work ;
i estimates
| g = = .J

- oy o

Figure 18.3 Prepare premature closure: activity summary
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B Update the Project Plan with actuals from the
final stage

B Request a Product Status Account from Project
Support. From this, determine which of the
project’s products;
® Have been approved by the authorities

identified in their Product Descriptions

® Are currently in development (and which of

those need to be completed)

Are covered by approved concessions

Have yet to be started

Need to be made safe

May be useful to other projects

B Agree the means for recovering products
that have been completed or are in progress
(if appropriate). This will need Project Board
consultation and may include additional work
to create, make safe or complete products
that might be useful to other projects (for
example, making a part-built building safe and
weatherproof). In some cases, the additional
work may require an Exception Plan

B Seek approval to give notice to corporate or
programme management that resources can be
(or are about to be) released early.

Table 18.2 shows the responsibilities for this
activity.

Table 18.2 Prepare premature closure: responsibilities

18.4.3 Hand over products

The project’s products must be passed to an
operational and maintenance environment prior
to the project being closed. This may happen as
a single release at the end of the project, or the
project approach may include phased delivery
where products are handed over in a number of
releases.

In the case of a premature closure, there may be
some products that have been approved but not
yet handed over and, depending on the Project
Board guidance, the ownership of some or all of
those products may need to be transferred to the
customer.

When handing over products, the Benefits Review
Plan may need to be updated to include the post-
project benefits review(s) of the performance of
the project’s products in operational use. Such
benefits reviews may identify whether there have
been any side-effects (beneficial or adverse) that
could provide useful lessons for other projects.

It is not a project activity to undertake benefits
reviews post-project, only to plan for such

benefits reviews to occur. If the project is part of a
programme, then the post-project benefits reviews
need to be covered by the programme’s benefits
management activities.

Figure 18.4 shows the inputs to, and outputs from,
this activity.

Producer - responsible for product’s production
Reviewer - ideally independent of preduction
Approver — confirms approval
@
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Issue Register (Part of)
2 » Hané:l c::\t/er A End Project
——— i e dl Repert
[
Create | _ oo .
Risk Register Leare Follow-on action
| recommendations |
\-_./_‘ =
- o L - .J
Project Initiation Update
Documentation N Configuration
—r™™ " Item Records
Configuration | Update
Management Strategy .| Benefits
» Review Plan
——
Obtain ™ — — — — T '
Acceptance
. L. ) record !
Figure 18.4 Hand over products: activity summary L m ==
PRINCEZ2 recommends the following actions: B The Configuration Management Strategy

should be examined in order to confirm how

products are to be handed over to those who

will maintain them in their operational life:

@ Confirm that the correct operational and
maintenance environment is in place

® Consider the early life-support requirements
of each product being handed over because
the early life of a product is often the
period of peak demand on the support

B In consultation with the project
management team, prepare follow-on action
recommendations for the project's products
to include any uncompleted work, issues and
risks. There could be separate follow-on action
recommendations for each product or distinct
user group (for example, human resources,
finance, operations)

B Check that the Benefits Review Plan includes S
post-project activities to confirm benefits that organization
cannot be measured until after the project’s ® Where a product requires a lot of potentially
products have been in operational use for some expensive support and maintenance, the
time (for example, reliability requirements) Project Manager should ensure that a

suitable service agreement or contract has

Table 18.3 Hand over products: responsibilities

Preducer —respensible for preduct’s production
Reviewer - ideally independent of production
Approver — confirms approval
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been drawn up between the operations
and maintenance organizations and the
end-users. In such instances, the service
agreement should be included as a product
to be delivered as part of the plan

# Confirm acceptance from the operations and
maintenance organizations

® Request and obtain acceptance records

® Transfer the responsibility for the products
from the project to the operations and
maintenance organizations and update the
products’ Configuration Item Records.

Table 18.3 shows the responsibilities for this
activity.

18.4.4 Evaluate the project

Successful organizations learn from their
experiences with projects. When evaluating the
project, the objective is to assess how successful
or unsuccessful the project has been. It may also
be possible to improve the estimation for future
projects by analysing the estimates and actual
progress metrics for this project.

Figure 18.5 shows the inputs to, and outputs from,
this activity.

PRINCEZ2 recommends the following actions:

B Review the project’s original intent as agreed in
the initiation stage and defined by the Project
Initiation Documentation baselined at that time
B Review the approved changes as defined by
the current version of the components of the
Project Initiation Documentation
B In consultation with the project management
team, prepare an End Project Report to include:
@ The Project Manager's summary of how the
project performed

@ An assessment of the results of the project
against the expected benefits in the Business
Case

@ Areview of how the project performed
against its planned targets and tolerances

@ Areview of team performance

@ A review of the project's products (which
should include a summary of any follow-on
action recommendations)

@ If necessary, the documented reasons why a
project was brought to a premature close

B In consultation with the project management

team, prepare a Lessons Report for lessons that
could be applied to future projects and seek the

Project Initiation
Documentation

w

Evaluate the project

¥

{Part of}
End Project

S e | ]
| Follow-on action
recommendations

| ---.J

Issue Register

——

Risk Register

——

Quality Register

w

Lessons Log

w

Figure 18.5 Evaluate the project: activity summary

End Project
v Report
S
Create
» Lessons Report
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Producer —responsible for product’s production
Reviewer - ideally independent of production
Approver — confirms approval
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Project Board's approval to send it to corporate
or programme management. The report should

include:

® A review of what went well, what went
badly and any recommendations for
corporate or programme management

consideration — and in particular, the project
management method, any specialist methods
used, project strategies and controls, and

abnormal events causing deviations

how much effort was required to create
the products; how effective was the

A review of useful measurements such as:

Quality Management Strategy in designing,
developing and delivering fit-for-purpose

products (for example, how many errors

were found after products had passed

quality inspections); and statistics on issues

and risks

Any useful knowledge gained regarding

the tailoring of PRINCE2 for the particular

project environment.

Table 18.4 shows the responsibilities for this
activity.

18.4.5 Recommend project closure

Once the Project Manager has confirmed that the
project can be closed, a closure recommendation
should be raised to the Project Board.

Figure 18.6 shows the inputs to, and outputs from,
this activity.

PRINCE2 recommends the following actions:

Use the Communication Management Strategy
to identify any organization or interested party
who needs to know that the project is closing.
Consider also communication activities for
public relations and marketing opportunities at
this point

Close the project’s Issue Register, Risk Register,
Quality Register, Daily Log and Lessons Log

All project information should be secured and
archived (in accordance with the Configuration
Management Strategy) in order to permit any
future audit of the project management team’s
decisions, actions and performance

Prepare and send a draft project closure
notification for review by the Project Board,
stating that the project has closed.

Table 18.5 shows the responsibilities for this activity.
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Project Initiation

Documentation

Communication
Management Strategy

Recommend project

closure

Figure 18.6 Recommend praoject closure: activity summary

Table 18.5 Recommend project closure: responsibilities

Close
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19 Tailoring PRINCE2 to the project

environment

19.1 WHAT IS TAILORING?

PRINCEZ2 can be used whatever the project scale,
complexity, geography or culture, or whether it
is part of a programme or is being managed as a
‘stand-alone’ project. Indeed, it is a principle that
a PRINCE2 project tailors the method to suit such
contexts.

Tailoring refers to the appropriate use of PRINCE2
on any given project, ensuring that there is the
correct amount of planning, control, governance
and use of the processes and themes, whereas
the adoption of PRINCE2 across an organization
is known as embedding. Table 19.1 sets cut the
difference between embedding and tailoring.

19.2 GENERAL APPROACH TO TAILORING

Some projects may claim that they do not need “full
PRINCE2" and therefore have only implemented
portions of the method. This can reveal a flawed
understanding of PRINCE2 because the method

is designed to be tailored. So tailoring PRINCEZ2
appropriately is "full PRINCE2'.

Tailoring does not consist of omitting elements

of PRINCE2. The method is not a series of isolated
silos whereby any element can be omitted with

no effect on the others. PRINCE2 is a web of
interlinking elements: themes are used in processes;

Table 19.1 Embedding and tailoring

techniques are undertaken to bring themes to

life; and individuals fulfilling project roles create
management products. If the practitioner omits
an element, project management for the project is
weakened.

Therefore tailoring is about adapting the methed
to external factors (such as any corporate standards
that need to be applied) and the project factors

to consider (such as the scale of the project). The
goal is to apply a level of project management that
does not overburden the project but provides an
appropriate level of control given the external and
project factors.

The danger of not tailoring PRINCEZ is that it can
lead to ‘robotic’ project management if every
process activity is followed and every management
product is produced without question. This

is a commeon trap in template-driven project
management.

Tailoring, therefore, is about thinking how to apply
the method and then using it with a lightness of
touch. Figure 19.1 shows how the environmental
and project factors are evaluated in order to tailor
the method.

19.2.1 Applying the principles
As PRINCE2's principles are universal, they will
always apply and are not tailored. By locking at

Embedding

Tailoring

Done by the organization to adopt PRINCEZ.

Done by the project management team to adapt the method to

the context of a specific project.

Focus on: Focus on:

B Process responsibilities B Adapting the themes (through the strategies and controls)

B Scaling rules/guidance {e.qg. score card) B Incorporating specific terms/language

B Standards (templates, definitions) B Revising the Product Descriptions for the management products
B Training and development B Revising the role descriptions for the PRINCE2 project roles

B Integration with business processes B Adjusting the processes to match the above.

B Tools

B Process assurance.

Guidance in PRINCE2 Maturity Madel.

Guidance in this manual.
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¢ Multi-organization

= External customer/supplier

¢ Corporate standards

« Within a programme

¢ Organization maturity
{e.g. centre of excellence)

¢ Terms and language

¢ Geography

« Organization culture

¢ Project priority

* etfc.

¢ Scale

¢ Solution complexity

¢ Team maturity

¢ Project type and lifecycle model
* etfc.

Environmental

factors

PRINCE2
principles

Project
factors

Tailor

¢ Adapt the themes (through the strategies and controls)

¢ Revise terms and language

+ Revise Product Descriptions for the management products
¢ Revise role descriptions

« Adjust processes to match the above

¢ Record in the Project Initiation Documentation

Figure 19.1 Influences on the tailoring requirement

the principles, the practitioner can understand
how to adapt the theme to the environmental and
project factors without losing its value.

19.2.2 Adapting the themes

Adapting a theme does not necessarily mean
modifying the method. In most cases, the
environmental and project factors are incorporated
into the project’s strategies and controls. Relevant
corporate or programme policies and standards
are captured and documented in the project’s
Risk Management Strategy, Quality Management
Strateqgy, Configuration Management Strateqgy
and Communication Management Strateqy.

These management products will describe the
procedures to be used on the project that fulfil
the requirements of the corporate or programme
organization. The level of control required

will influence the formality and frequency of
monitoring, reviewing and reporting.

19.2.3 Applying the organization’s terms
and language

The method may need to be adapted to
incorporate the terms and language of the
corporate or programme organization. For
example, if the corporate or programme
organization uses the term ‘investment case’
rather than ‘Business Case’, it may be appropriate
to substitute the term within all of the project’s
documentation if that improves understanding.

19.2.4 Adapting the management
products

PRINCE2 provides Product Description outlines

for those management products that require
particular purpose or composition for their use by
the themes and processes. In tailoring PRINCEZ2, the
management products may be adapted, in which



case it may be necessary to modify their Product
Descriptions or to provide a template for them. For
everyone involved in the project, it should remain
clear as to what the purpose of the management
product is, what it should comprise and what the
quality criteria are. For example, in a commercial
environment, the Work Package may need to
include purchase order details and accompanying
terms and conditions.

19.2.5 Adapting the roles

PRINCE2's organization structure needs to be
carefully considered for all projects. Standard role
description outlines are provided in Appendix

C, but it is expected that these will need to be
adapted to match individuals’ actual capability and
authority in the context of the project role they
will be assigned. For example, for a projectin a
programme environment, the responsibility for the
Benefits Review Plan may lie with the programme.
Therefore, this responsibility should be removed
from the Executive's role description.

19.2.6 Adapting the processes

All the PRINCE2 process activities need to be done;
it is just that the responsibilities for performing
the activities may change (if any roles have been
adapted) and any references to the management
products may need to change (if any management
products have been adapted).

19.3 EXAMPLES OF TAILORING PRINCE2

Sections 19.4-19.10 provide some examples of how
PRINCEZ2 can be tailored.

The examples cover some of the environmental and
project factors that are faced by many projects:

Projects in a programme environment
Project scale

Commercial customer/supplier environment
Multi-organization projects

Project type

Sector differences

Project management Bodies of Knowledge.

The environmental and project factors shown
are not exhaustive as the application of PRINCE2
is limitless. Only general guidance is provided to
illustrate considerations to take into account and
some tactics that can be applied. The guidance
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should not be interpreted as the definitive
approach to tailoring as it is not specificto a
particular project. The practitioner should consider
the pros and cons of the tailoring choices as they
relate to the specific project context.

For an organization that has embedded PRINCEZ,
the embedded version of the method still requires
tailoring.

19.4 PROJECTS IN A PROGRAMME
ENVIRONMENT

A programme is a temporary flexible
organization structure created to coordinate,
direct and oversee the implementation of a
set of related projects and activities in order
to deliver outcomes and benefits relating

to an organization’s strategic objectives. A
programme may have a life that spans several
years.

The distinction between projects and programmes
is that projects typically produce or change
something and are then disbanded. The benefits
of the undertaking are likely to be accrued after
the project is completed. Programmes are typically
used to help transform organizations. Therefore,
the temporary programme organization tends to
have a lifespan that covers the realization of the
benefits — which could be several years. This is
illustrated in Figure 19.2.

Projects operating in a programme environment
benefit from a number of advantages, and there
are a number of ways in which PRINCE2 can be
tailored for use within a programme.

The following sections explain how PRINCE2
can be tailored when working in a programme
environment (using OGC's Managing Successful
Programmes framework) by locking at how to
adapt the themes, processes and management
products.

19.4.1 Themes

19.4.1.1 Business Case

The programme will define the standards that
the project will need to use when developing the
Business Case.

The project Business Case will be aggregated into
the overall programme Business Case and is likely
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4 ™
Projects

\ J

Programmes

S

Figure 19.2 Comparison between projects and programmes

to be reduced in content. It may comprise just the
details of the budget, a list of benefits (and the
benefits tolerance), and a statement as to how the
project is contributing to the programme blueprint,
with the justification aspects of the project Business
Case sitting in the programme Business Case.

In some cases, the Business Case might be produced
and maintained by the programme and even exist
in detail prior to initiating the project.

Benefits will be defined, tracked and managed
by the programme management team, and the
project’s Benefits Review Plan will be part of the
programme’s benefits realization plan.

19.4.1.2 Organization

0GC's Managing Successful Programmes (MSP)
framework defines a programme board that
comprises a programme Senior Responsible
Owner (SRO), a programme manager, one or
more business change managers, representatives
of corporate functions as necessary (e.g. human
resources, finance), the lead supplier, and the
project Executives of the projects within the
programme.

The programme SRO is the single individual
with overall responsibility for ensuring that a
programme will meet its objectives and deliver the

projected benefits. It is likely that the programme
SRO will confirm the appointment of the project
Executive.

The programme manager is responsible for the set-
up and day-to-day management and delivery of
the programme on behalf of the programme SRO.

The business change manager is responsible for
benefits definition and management throughout
the programme. This role provides the bridge
between the programme and business operations
to ensure that the capabilities delivered by the
projects are adopted by the organization in
order to achieve the desired outcome and their
subsequent benefits.

The programme and project management team
structures need to be integrated such that:

B There are clear lines of responsibility from
top to bottom (i.e. everyone is accountable to
someone)

B Duplication is avoided

B Reports and reviews are efficient {e.g. four
projects within a programme have common
Project Board members and by aligning stage
boundaries they meet collectively to conduct
end stage assessments for all four projects as
part of a programme review).
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Senior Responsible
Owner

Business Change
Manager(s)

Programme
Manager

Project Executives
(Projects B, C, D etc.)

Design Authority

=== Nominated by ===

Senior User

Programrlne Board

Senior Supplier

L}
Project Board for Project A
Change Project ! Project
Authority Manager 1 Assurance !
Combined Project
role Support
I 1
Teamn Team Team
Manager Manager Manager

Figure 19.3 Organization structure with the Executive being a member of the programme board and the
Senior User being nominated by the relevant business change manager

The integration of roles may include:

B The programme manager being the Executive
for one or more of the projects

A business change manager from the
programme fulfilling the project role of Senior
User (or having input in the appointment of the
Senior User) for one or more of the projects, or
being the project Executive for one or more of
the projects

Project Support being provided by the
programme

The programme’s design authority (if used)
fulfilling the project role of Change Authority
or Project Assurance for one or more of the
projects as the purpose of a design authority
at a programme level is to ensure that there

is appropriate alignment and control when
changes are being planned and implemented.

The choice of structure and appointments will
depend on the scale and complexity of the
programme. The pros and cons of the choice of
organization structure and appointments need to
be evaluated along with their consequences. For
example, in Figure 19.4, where the programme
manager is also the Executive of one of the projects
within the programme, consideration should

be given as to how exceptions will be escalated
between the project and the programme, and
whether any additional assurance mechanisms
need to be established.

See Figures 19.3 and 19.4 for two examples.

The project’s Communication Management
Strategy will be derived from the programme’s
stakeholder engagement strategy, with
communications being controlled and scheduled
as part of the programme communications plan.
Stakeholder analysis for the project may be
performed by the programme, or the programme
may require the project to take a lead with
certain stakeholder groups with which it has good
engagement.

19.4.1.3 Quality

The project’s Quality Management Strategy
is derived from the programme’s Quality
Management Strategy.

Quality assurance and quality control activities
may be carried out by members of the programme
management team.

The programme’s design authority may provide
advice and guidance to the Project Manager on
any quality methods to be used.
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Figure 19.4 Organization structure with the programme manager as the project Executive and the Senior
User role on the project being undertaken by the relevant business change manager

19.4.1.4 Plans

Any specific standards that the project planners
should work to will be described in the programme
monitoring and control strategy. The project
planning activity to design the plan will ensure
that such standards and tools are adopted by the
project.

The programme may have dedicated planners
that can help the Project Manager prepare and
maintain the Project Plan and Stage Plans.

The programme dependency network will detail
how each project’s deliverables are being used
by other projects within the programme. Any
dependencies to or from the project should be
incorporated into the project’s plans.

19.4.1.5 Risk

The project’s Risk Management Strategy will be
derived from the programme’s Risk Management
Strategy. This will indude defining a common set
of risk categories, risk scales (for probability, impact
and proximity), any risk evaluation techniques
(such as expected monetary value), the project-
level risk tolerance, and the mechanisms to escalate
risks to the programme level.

19.4.1.6 Change

The project’s Configuration Management Strategy
will be derived from the programme’s information
management strategy. The information
management strategy defines how interfaces
between projects should be maintained {(e.g. so
that any changes within this project that may
affect one or more other projects are captured and
escalated).

The project’s change control procedure will be
derived from the programme’s issue resolution
strategy. This will define how scope or delivery
changes that take the project out of tolerance, or
affect the programme benefits or programme plan,
are escalated to the programme level.

The project’s Change Authority may include the
programme’s design authority.

19.4.1.7 Progress

The programme’s monitoring and control strategy
may influence the formality, frequency and
content of the project’s reviews and reports, and
any project management standards that are to be
complied with.



Project-level time and cost tolerances will be
defined by the programme.

The number and length of management stages
will be influenced by the programme plan.

It may be desirable or necessary to align end
stage assessments to programme milestones (for
example, the end of a tranche). The programme
may even define a set of standard management
stages that all projects within the programme
comply with.

19.4.2 Processes

Within OGC's MSP framework, the Delivering the
Capability process within Managing the Tranches
is entirely focused on starting, monitoring and

closing projects within the programme. This process

does not need to be tailored when working with
PRINCE?2.

The PRINCEZ2 process most affected by working in a
programme will be Starting up a Project.

This process could be undertaken almost entirely
by the programme. The programme will: appoint
the Executive and Project Manager, review
previous lessons, design and appoint the project
management team, and probably prepare the
Project Brief. The Project Manager will, however,
be responsible for preparing the Initiation Stage
Plan. In this context, it is not so much that the
Starting up a Project process is not done, just that
it is now done mainly by the programme.

19.4.3 Management products

Confusingly, there are numerous management
products that exist for both the project and
programme, for example a Quality Management
Strategy. When in a programme environment,

it may be desirable to prefix the management
product with ‘project’ and ‘programme’ to
distinguish the difference. Another consideration
is to make the project and programme document
templates look very different in style so that it is
immediately obvious where they apply.

Consideration should be given to whether the
project’s logs and registers will be maintained
locally to the project, or centrally by the
programme. For example, a choice needs to

be made as to whether there is a single Risk
Register, administered by the programme for the
programme-level risks and all the risks for each
project within the programme, or whether each
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project should maintain its own Risk Register. If
the latter is chosen the project’s Risk Management
Strategy should define how programme-level risks
that are identified and captured by the project

are promoted to the programme Risk Register.
Likewise, the programme’s Risk Management
Strategy should define mechanisms for project risks
that are identified and captured by the programme
level to be demoted to the project Risk Register.

19.5 PROJECT SCALE

PRINCE2 can be used regardless of the scale of the
project. A project's scale is relative to the size and
experience of the organization hosting the project
—e.g. a £10 million project could be a simple
project to one organization or a daunting project
to another. Scale is related not just to the size

of the project (often measured in terms of time,
money and people) but also to the context of the
project’s complexity, risk and importance.

Organizations should consider calibrating the scale
of their projects. Table 19.2 illustrates a simple
approach to categorizing projects and provides
some suggestions about how PRINCE2 could be
tailored.

Section 19.5.1 provides guidance on tailoring
PRINCEZ2 for a simple project.

19.5.1 Simple project

As has been stated above, the scale of a project
is relative to the organization and context.
Nevertheless, there are some pointers that

are useful to consider for a project that an
organization considers is simple.

A question often asked is: which elements of
PRINCEZ can be relaxed on simple projects? There
is no easy answer to this. Even simple projects vary
enormously in type and style.

First of all, it is important to remember that even
simple projects should adhere to the seven PRINCE2
principles if the project is to be managed using
PRINCEZ. It is in the way the themes, processes and
management products are used that PRINCE2 is
"tailored'.

Overall, the purpose of PRINCE2 can be regarded as
reducing the risk of project failure. Thus, whenever
any element of PRINCE2 is relaxed, this should be
regarded as taking a risk.
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Table 19.2 Examples of projects of different scales

Project scale

Characteristic

Applying PRINCE2

High

A

Low

Programme Business transformation A programme management framework
such as OGC's Managing Successful
Programmes should be used. PRINCE2
may be used to manage projects within
the programme.

Daunting High risk, cost, importance, visibility | Multiple delivery stages

project

Multiple organizations

Multi-disciplinary (e.g. construction,
IT and business change)

International

Extended Project Board (e.g.
user/supplier groups)

Team Managers as a separate role
likely

Project Support as a separate role
likely

Individual management products

Normal project

Medium risk, cost, importance,
visibility

Commercial customer/supplier
relationship

Multiple sites

One or more delivery stages

Standard Project Board

Team Managers as a separate role
optional

Project Support as a separate role
optional

Some management products combined

Simple project

Low risk, cost, importance, visibility
Single organization

Single site

Single delivery stage
Simple Project Board

The Project Manager fulfils the Team
Manager role

The Project Manager fulfils the Project
Support role

Combined management products

Task

If there is a single-person Project
Board (and typically the Executive is
the Project Manager's line manager)
then it could normally be treated as
a task.

The Project Manager may also be
the person doing the work.

The costs may be within the
‘business as usual’ budget.

Straightforward business
justification - e.g. responding to an
instruction.

Treat as a Work Package that delivers
ohe or more products. Use Work
Packages, Product Descriptions,
Logs/Registers and Checkpoint Reports.




19.5.1.1 Themes

The theme most affected by simple projects is the
Organization theme:

B Scaling the project management team is

primarily about role and function consolidation.

Roles can be combined but should not be
eliminated

B As the Executive and Senior User roles are both
from the customer environment, these can
often be combined

B As the Project Manager is likely to be much
closer to the Project Board than on larger more
complex projects, members of the Project Board
are often in a better position to carry out their
own Project Assurance rather than appointing
another individual to fulfil this role

B For small teams it may not be necessary
to appoint Team Managers. The Project
Manager of a small project can carry out those
responsibilities

B The Project Manager may undertake the role
of Project Support and be a team member. In
this case, the Project Manager must balance
the effort of managing the project against the
effort of doing any project work.

Of the other themes, the minimum requirements
are:

B Business Case Some form of business
justification, no matter how this is documented

B Plans Product Descriptions for the key
deliverables and a simple plan, in the form of
a schedule of who is involved in producing,
reviewing and approving products, together
with key milestones. This is often referred to as
a product checklist (see the Product Description
outline for a Plan in Appendix A for an
example)

B Quality An understanding of the levels of
quality required in the project, and of the
project products

B Risk An analysis of the risks facing the project,
actions that will be taken to implement risk
responses, and communicating risk status via
Checkpoint and Highlight Reports

B Change A simple method of controlling
changes to the project and managing the
configuration of the products being delivered
— for example, simple product identification
and version control standards with secure
arrangements for the storage of work products
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B Progress Some form of agreed controls and
reporting requirements {whether written or
oral).

19.5.1.2 Processes

All processes remain relevant even in simple
projects. However, the Starting up a Project process
can usually be handled in a less formal manner. The
Executive and Project Manager should, however,
avoid the temptation to bypass it altogether. In
some cases it may be appropriate to combine

the Starting up a Project and Initiating a Project
processes (i.e. creating the Project Initiation
Documentation straight from the mandate and
skipping the production of a Project Brief).

19.5.1.3 Management products

The choice of format of the management product
can help reduce the project management effort for
a small project, for example:

B The Project Board may decide to receive some,
or all, reports orally or have a verbal exchange
of information and decisions instead of formal
meetings. In such cases, the Project Manager
should, as a minimum, document the exchange
in the Daily Log since people’s recollection of
a verbal agreement can differ weeks, or even
days, later

B Reports could be in the form of an email

B The Project Initiation Documentation could be a
set of presentation slides.

Consideration should be given to creating
documents that physically include more than one
management product. It is possible to manage

a small PRINCEZ2 project with just four sets of
documentation:

B The Project Initiation Documentation, which
includes:

® Project Brief

Business Case

Risk Management Strategy

Quality Management Strategy
Configuration Management Strategy
Communication Management Strategy
Project Plan, which includes:;

® Project Product Description

® Product Descriptions

Benefits Review Plan

@ Highlight Reports, which include:



224 | Tailoring PRINCE2 to the project environment

® Product Status Account

B The Daily Log, which includes:
® |Issues
#® Risks
® Lessons
# Planned and actual quality management
activities
# Configuration Item Records
B End Project Report, which includes:
® Lessons Report.

The following management products may not be
needed:

B Stage Plan If there is only one delivery stage,
then the Stage Plan details can be included in
the Project Plan

B Checkpoint Reports If there are no Team
Managers, there may be no need for
Checkpoint Reports {(although the Project
Manager may request individual team members
to provide them)

B Work Packages May only be appropriate
when the project has Team Managers. When
there is only the Project Manager, then the
Stage Plan may suffice. However, even in such
cases, the Project Manager may choose to use
Work Packages as a control for individual team
members

B End Stage Report If there is only one delivery
stage, then the end of that stage is also the end
of the project and only an End Project Report is
required

B Issue Report If the details of the issue are
adequately captured in the Issue Register {(or
Daily Log), there may be no need for an Issue
Report.

19.6 COMMERCIAL CUSTOMER/SUPPLIER
ENVIRONMENT

PRINCEZ is based on a customer/supplier
environment. It assumes that there will be a
customer who will specify the desired result and
probably pay for the project, and a supplier who
will provide the resources and skills to deliver that
result. If the relationship between the customer and
the supplier(s) is a commercial one, then additional
considerations apply. The main consideration is to
recognize that there are at least two sets of:

Management products example

Having decided to combine the Starting up a
Project and Initiating a Project processes for a
small project, no Project Brief was produced;
instead, the project management team used
the project mandate to produce simple Project
Initiation Documentation. The Project Initiation
Documentation included a basic Project Plan,
with several Product Descriptions and the details
of all the strategies and controls to be applied.
The Project Manager elected to use the Daily
Log to record risks, issues, lessons and quality
results.

Following the initiation stage there was just
one more stage, during which a small number
of Work Packages were authorized. As these
were being managed, the Project Manager
held regular checkpoints, which allowed the
production of the reqular Highlight Reports to
the Project Board.

At the end of that stage (and hence the project)
an End Project Report was produced that also
included the information for the Lessons Report,
follow-on action recommendations and Benefits
Review Plan.

B Reasons for undertaking the project

B Management systems (including project
management methods)

B Governance structures (possibly requiring
disclosure of different sorts of project data at
different points in the project’s life)

B Corporate cultures {(e.g. formality, risk taking
etc.).

19.6.1 Themes

19.6.1.1 Business Case

In a commercial context, there are at least two
Business Cases — the customer’s Business Case

and the supplier's Business Case. For a successful
project, both must demonstrate continued business
justification. If the project is no longer viable,
desirable or achievable for one party, then the
project will struggle and most likely fail regardless
of how attractive the Business Case is for the other

party.

The customer’s Business Case covers the benefits
to that customer in contrast to its whole-life costs



and risks. The costs should include the internal
costs (of customer project resources, and ongoing
operations and maintenance resources) and
external costs (of suppliers’ goods and services).
The risks should include the project risks and the
ongoing operational risks.

The supplier’s Business Case covers the supplier part
of the customer project. It should include more
than simply making a target margin. Consideration
should be given to how the project will contribute
to the supplier’s:

B Sales objective

B Account plan objectives

B Sales territory objectives
B Market sector objectives.

Example of other considerations in a supplier’s
Business Case

A sales team request the supplier’s senior
management to grant discount levels beyond
that which they are authorized. The reason for
requesting the additional discount is to win
the pilot (this project) in order to increase the
likelihood of winning a wider roll-out. In this
case, the supplier’s Business Case should go
beyond fulfilling the contractual requirements
and cover costs for activities to ensure that the
supplier maximizes its sales opportunity for the
roll-out.

Each party’s Business Case may be private or partly
private from the other. Often, the closest a supplier
may get to seeing the customer’s Business Case is a
list of ‘reasons’ in a request for change. However,
depending on the cultural compatibility of the
customer and supplier organizations, making the
key reasons for undertaking the project (i.e. the
benefits) visible to each other will usually lead to a
greater yield for both parties.

19.6.1.2 Organization

One of the key decisions to make in a commercial
customer/supplier relationship is who should take
the role of Senior Supplier. Considerations include:

B Is it appropriate to have a Senior Supplier
from an external organization if the Project
Board needs to discuss funding of changes or
of future work? Or what if the debate is about
whether to terminate the contract with the
supplier? One option could be to simply exclude
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the Senior Supplier from the part of the reviews
that involve the sensitive discussions. Another
option would be to appoint the person who is
responsible for the performance of the supplier
contract (e.g. a contracts manager)

B What if there are multiple suppliers? If there
are only a few (say three or four), then it is
recommended that all of them are on the
Project Board as it provides a forum for them
to integrate. If there are more than three or
four suppliers, then the contracts manager
responsible for the performance of all the
supplier contracts could sit on the Project Board
on their behalf, or it may be appropriate to
appoint a prime contractor

B If the project includes a procurement stage,
who should fulfil the role of Senior Supplier
if the supplier has not been appointed? The
project may need a temporary appointment
for the Senior Supplier role — perhaps from the
customer’s procurement department.

Another key decision is who provides the Project
Manager. In PRINCEZ, the Project Manager will
normally come from the customer organization,
with the suppliers’ Project Manager(s) fulfilling

the role of Team Managers for the project. Even
though the Team Managers may be called Project
Managers in the supplier's organization, the

role titles and job titles should not be confused.
Remember, there can only be one Project Manager.

There may be projects where the Project Manager
comes from the supplier's organization. Customers
may choose to stay ‘at arm’s length’ from the
working level and expect the supplier to provide
the management of the project. The customer is
likely to increase the rigour in Project Assurance
{and indeed may choose to appoint one of its
internal Project Managers to fulfil the role of Project
Assurance). In this case it heeds to be clear that
although the person undertaking Project Assurance
may have a job title of Project Manager, that person
is not the Project Manager for this project — there
can be only one Project Manager. Consideration
should be given to the Project Board dynamics if the
Project Manager has a project reporting line to the
Executive, and a line management (or commercial)
reporting line to the Senior Supplier.

The supplier's governance rules may mean that
they have to treat their Work Package(s) within
the customer’s project as a project within the
supplier’s organization. This may mean establishing
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a separate supplier Project Board. Consideration
should be given to:

B Who fulfils the Senior User role if not someone
from the customer’s organization (the account
manager is a useful proxy as the customer
advocate)

B How the customer and supplier Project Board
roles relate, i.e. which of the supplier's Project
Board members takes the Senior Supplier role
on the customer's Project Board. Whoever it is,
they need to have authority to make decisions
on behalf of the supplier when undertaking the
Senior Supplier role on the customer’s Project
Board.

There are numerous ways to structure the project
management team roles in a commercial customer/
supplier context. The key objective is to ensure that
both organizations establish and maintain sound
business justification and that their respective
governance rules are adhered to.

19.6.1.3 Quality

The Quality Management Strategy will define
whether the project will conform to either the
customer's or supplier’'s quality management
systems, or a combination of them.

19.6.1.4 Plans

Can the contract be awarded for the entire project
if the Project Board only approves the funding on
a stage-by-stage basis? One approach is for the
contract to cover the whole project, with purchase
orders and milestone payments aligned to each
management stage. Such an approach encourages
the organizations to consider what will happen in
the circumstance where the project is no longer
viable for either party and is closed prematurely. It
is prudent procurement and sales management to
ensure there are break-points in contracts for both
sides.

The customer has a choice as to how to manage
the procurement activities — either manage them as
part of the initiation stage {and consider using the
Controlling a Stage and Managing Product Delivery
processes to manage them), or add a procurement
stage after initiation. Managing the procurement
within the initiation stage will reduce the
uncertainty in the plans. However, there may not
be adequate controls in place if the procurement
activities are expensive and time-consuming.

PRINCEZ2 assumes that Work Packages are agreed
between the Project Manager and the Team
Manager and that any Team Plan is optional. The
Team Plan may be private to the supplier as it may
contain other information such as dependencies
to or from other dient projects, subcontractor
costs etc. The Team Manager's Checkpoint Report,
containing progress against the milestones agreed
in the Work Package, should be sufficient for the
Project Manager to maintain the Stage Plan.

19.6.1.5 Risk

In a commercial context there may be a need for
more than one Risk Register as some project risks
could be unique to only one party, with good
reasons for them not to be visible to the other party.
Where a joint Risk Register is used, care should be
taken as to whose risk it really is, and the risk owner
appointed accordingly. For example, on a fixed-price
contract any cost overruns will impact the supplier's
Business Case, but timescale overruns will typically
impact mostly the customer’s Business Case.

19.6.1.6 Change

The change control procedure in the Configuration
Management Strategy and any provisions for
changes in the contract must be aligned. If a
change budget is used, it will need to be aligned
to the customer’s purchasing procedures and

the supplier’s business approval procedures. (For
example, will the customer authorize the change
by raising new purchase orders, or variation
orders against the original purchase order, or
would the original purchase order cover both the
project budget and the change budget? Would
the supplier’s business approval procedure require
separate management approval for each request
for change, or is it covered by the management
approval for the project?)

719.6.1.7 Progress

The frequency, format and formality of reviewing
and reporting need to be aligned to the needs of
both organizations’ governance requirements. For
example, Team Managers may need to produce
two Checkpoint Reports, one for the customer’s
Project Manager and one for the supplier’s
management. The contents of these reports may
vary (for example, the Checkpoint Report to the
supplier's management may include details of new
sales opportunities).



19.6.2 Processes

As PRINCE2 is based on a customer/supplier context
from the customer perspective, it is unlikely

that the processes need to be tailored from the
customer perspective.

From a supplier's perspective, the key change to
the processes will be to the Starting up a Project
and Initiating a Project processes. The Starting up

a Project process will take place pre-contract and is
typically in response to the customer's request for

a proposal. Some of the Initiating a Project process
will be pre-contract as the supplier will need to
formulate the strategies, plans and controls in order
to assess the viability and desirability of the sale,
and the associated costs and prices of the solution
being proposed. The Initiating a Project process is
not completed, however, until contract negotiation
has concluded and the customer's Project Board
authorizes the project. Contract negotiation should
be managed under change control.

An additional requirement is to align the supplier's
business approval processes with the Starting up

a Project process {(qualifying the opportunity) and
the Initiating the Project process (approving the
proposal). A tactical approach is to prepare any
project documentation to ‘final draft’ status during
pre-contract activities, for it then to be approved as
part of the contract award.

19.6.3 Management products

How do the Project Initiation Documentation and
Work Packages relate to the contract? One aspect
of a contract is to describe who is liable if either
party fails to fulfil its contractual obligations. The
content of the Project Initiation Documentation
should focus on how to make sure that each
party's obligations are fulfilled. Therefore they
fulfil different purposes. The Project Initiation
Documentation could be part of the contract
documentation, but care should be taken as it may
stifle the project’s ability to adapt if the Project
Initiation Documentation has to go through legal
review for each change.

For an external supplier, the Work Package may
take the form of a legally binding contract and
may need to be modified to include any required
terms and conditions.
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19.7 MULTI-ORGANIZATION PROJECTS

Increasingly, the organizational context of projects
is becoming more complex. Rather than a simple
customer/supplier relationship involving two
organizations, projects are being instigated that
involve multiple organizations.

Examples are:

B Joint ventures

B Collaborative research

B Inter-departmental projects

B Inter-governmental projects (e.g. the European
Union)

B Inter-agency projects (e.g. United Nations
Development Programme)

B Alliance contracting

B Bidding consortium

B Partnerships.

There may be one main commissioning authority
{or one main customer), but there may be several
customers. Likewise there may be several supplier
organizations. This may result in a situation where
the project is ‘multi-owned’, in that more than
one organization shares ultimate control over the
decision-making process. Failure to agree the basis
for this ‘'multi-ownership’ puts the project at risk
and increases the chance of project failure.

The guidance to using PRINCEZ2 in a multi-owned
project is similar to the commercial customer/
supplier context with respect to tailoring

the themes with any reference to ‘contract’

being substituted for ‘agreement’. However,
arrangements catering for multi-organization
projects can become extremely complex. Project
Boards, for example, can have more members than
can practically make effective decisions. If no single
party holds sway over the others, a consensus has
to be built on each decision. Large consensual
Project Boards work very slowly and the pace

of their projects is likely to suffer. Alternatively,
Project Managers begin to take decisions that are
beyond their remit. Consideration should then be
given to adopting the organizational structures of
programme management to assist with benefits
management and stakeholder engagement.
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19.8 PROJECT TYPE

19.8.1 Lifecycle models

Many industries or professions have developed
lifecycle models for particular types of projects,
such as waterfall or agile methods. PRINCE2 works
well with such models as they primarily focus on
the activities to create and verify the project’s
specialist products — the aspect of projects that
PRINCE2 deliberately does not address.

Tailoring PRINCEZ2 to work with specialist lifecycle
models principally involves:

B Aligning the management stages to the
development lifecycle — e.g. design, build, test,
transition

B Using tolerances to match the development
focus — e.g. agile projects that use an iterative
and incremental approach tend to fix timescale
and quality (narrow tolerance) and vary scope
(wide tolerance)

B Integrating any specialist roles into the project
management team structure. For example, if
the lifecycle model includes a technical design
authority, should this role be a peer of the
Project Manager, a Team Manager who reports
to the Project Manager, or a form of Project
Assurance? As roles are simply a collection of
responsibilities, it is not that important what
the role is called, but it is important that
the responsibilities defined by the roles are
assigned to someone within the organization -
and that the assignment is clearly understood
by all those people involved

B Using PRINCE2 for the project management
products (e.g. Project Brief) and using the
specialist method to define the purpose,
format, composition and quality criteria for
the specialist management products (e.g. the
solution architecture definition in DSDM Atern).
Specialist methods may also provide some
project management products, so it is important
to identify which of its management products
are to help the creation of the specialist
products (e.g. a technical design document),
and which are to help manage the project. For
each of its project management products, a
decision should be made as to whether to use
the PRINCEZ equivalent or not. The goal is to
avoid duplication or gaps

B Providing hooks from the Managing Product
Delivery process to the specialist product
development processes.

19.8.2 The evolving project

Research funded by the Engineering and
Physical Sciences Research Council under the title
Rethinking Project Management (Winter and
Smith, 2006) identified that today’s projects tend
not to start with a predefined specification, but
have specifications that evolve as the project
progresses. Furthermore the specifications are
often contestable and open to negotiation
throughout the project’s life. The implication is
that because the specification is driven by the
Business Case, a project may not start with a
predefined Business Case.

PRINCEZ2 handles the evolving paradigm as the
Business Case represents a ‘best and agreed
forecast’ at a particular point in a project’s lifecycle,
which will evolve as the project moves from
discovery to implementation.

The outline Business Case developed pre-project
(during the Starting up a Project process) is likely
to have a wide-range forecast of desired outcomes
(e.q. a 30% to 50% reduction in costs), whereas
the detailed Business Case updated mid-project

is likely to have a much narrower forecast (e.g. a
35% to 40% reduction in costs). Furthermore, as
the project progresses, the set of products required
to provide the desired outcomes are also likely to
evolve.

The value of the evolving Business Case is that it
enables the organization to make an investment
commitment that is commensurate with the
expected benefits and risks forecast at that time
in the project’s evolution. The Business Case also
provides the basis for the control and impact
assessment of requested changes as a result of the
‘contestable and open to negotiation throughout
the project’s life' aspects of modern projects.

Projects involving research and development, the
development of a new policy or the undertaking of
a feasibility study are typical of the evolving project
paradigm. They require specific consideration

as they may not yield any direct benefits (only
options) and are likely to generate a negative
return on investment. It is possible to value
options, which means it is possible to compare the
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Figure 19.5 An example of a feasibility lifecycle

value of one research and development project
with another, if prioritization is required.

19.8.3 The feasibility project

In some situations, a feasibility study might be
required to investigate the situation and determine
options for the way ahead. Using PRINCEZ2, one
approach would be to handle the study as a
separate and distinct project.

Figure 19.5 shows the (relatively) simple lifecycle
for a feasibility study project. It has one Project
Plan, one Business Case, one set of risks and

one project product — the recommendation. The
possible options may each vary enormously in their
costs and timescales. Each option would have a
different Project Plan, Business Case and set of
risks, but at the end of the feasibility study project
there is one recommendation.

If feasibility is treated as a project in its own right,
then it is important to recognize that the output
is only an option, i.e. the option as to whether

to proceed or not. Success should not be judged
on whether the idea is feasible but on the ability
to make a reliable decision based on the analysis
undertaken.

Policy projects are similar to feasibility projects

in that the output has no direct value. It is the
subsequent implementation of the policy that
generates value. As policy projects create products,
PRINCEZ is an ideal method to apply. However,

a key consideration is the nature of the Business
Case. The justification for a policy project may be
valid, but it is still important to ensure that the
investment in the project provides value for money.

19.9 SECTOR DIFFERENCES

The characteristics of a project apply whether

the organization is in the public sector or private
sector. The main difference will be the content
and nature of the Business Case. However, nho
tailoring is required as PRINCE2 does not stipulate
what makes a Business Case viable, desirable or
achievable. These considerations will change from
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Submission of
recommendations

Development
of options

public sector to private sector but the need for a
Business Case, and how it is used by the project,
will not.

However, within the UK public sector there are
two considerations that may require PRINCE2 to be
tailored:

B Whether the project requires an SRO (see
section 19.9.1)

B Whether the project is subject to OGC Gateway
Review (see section 19.9.2).

19.9.1 Senior Responsible Owner

The Senior Responsible Owner is the single
individual with overall responsibility for
ensuring that a project or programme meets its
objectives and delivers the projected benefits.

The Senior Responsible Owner (SRO) role has been
introduced widely in the UK government sector
for large projects and programmes and is now
used increasingly in other sectors and countries. It
should be stressed that the SRO is not a PRINCE2
role. However:

B In the programme context, the Executive would
report to the SRO appointed to the programme.
It might also be appropriate for the SRO to act
as the Executive for major projects within the
programme

B Where an SRO is appointed in the context of a
single large project, the person undertaking the
SRO role would also undertake the Executive
role or appoint the person who will undertake
the Executive role.

19.9.2 OGC Gateway Review

The OGC Gateway Review examines projects

at key decision points in their lifecycle. It looks
ahead to provide assurance that they can progress
successfully to the next stage; the process is best
practice in UK central civil government, the health
sector, local government and defence, and has
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been adopted by numerous other countries for
procurement-based projects using public money.

OGC Gateway Review delivers a ‘peer review' in
which independent practitioners from outside

the project use their experience and expertise to
examine the progress and likelihood of successful
delivery of the project. It is used to provide a
valuable additional perspective on the issues facing
the internal team, and an external challenge to the
robustness of plans and processes.

Gateway review takes place at different points in a
project’s lifecycle and the review team will need to
consider the relative importance of the individual
aspects of delivery confidence given the stage the
project has reached. When a project is being set
up and has yet to complete its Business Case, the
clarity of any scope, the viability of the governance
structure and senior management buy-in may
dominate the assessment. While those factors

are likely to be some of the key determinants of
success for any project, later in its lifecycle the
appropriateness of processes being used, and the
skills and capabilities available to the project, will
acquire more weight.

Gateway review can align with PRINCE2 as follows:

B Review 1: Business justification This review
focuses on the business justification of the
project prior to the key decision to approve
project initiation. It aligns with the Directing a
Project activity of authorizing initiation

B Reviews 2 and 3: Delivery strategy and
investment decision These reviews align with
the Directing a Project activity of authorizing
a Stage or Exception Plan, and they focus
on ensuring that the project is still required,
offers value for money and has a clear delivery
strateqy

B Review 4: Readiness for service This focuses on
the readiness of the organization to implement
the project and aligns with the Directing
a Project activity of authorizing a Stage or
Exception Plan.

Another way of considering the alignment would
be to organize the project’s stages to align to

the reviews: initiation (Review 1), procurement
stage (Review 2), outline design stage (Review 3},
detailed design stage (Review 4), implementation
stage, and handover stage.

A gateway review is not the same as a ‘gate’ or
decision point (such as the end stage assessment),
but a means of providing added assurance as input
to the actual end stage assessment on whether
the project is able to meet its objectives. The cost
and time of conducting gateway reviews should be
included in the Project Plan and Stage Plans.

19.10 PROJECT MANAGEMENT BODIES OF
KNOWLEDGE

PRINCEZ should not be confused with a Body of
Knowledge (BoK):

B PRINCE2 is an integrated project management
method providing a set of processes and themes
that can be applied to manage a project from
start to finish

B A Body of Knowledge covers the broad
spectrum of project management competencies
and technigues that Project Managers may need
to apply, such as leadership and negotiation.

The comparison between PRINCE2 and a Body
of Knowledge (BoK), such as the Association for
Project Management's Body of Knowledge, the
Project Management Institute’s PMBoK or the

Table 19.3 Comparison between PRINCE2 and a Body of Knowledge

PRINCE2

Body of Knowledge

A project management method

A broad collection of ‘good practices’ for project managerent

Prescriptive

Non-prescriptive

An integrated set of processes and themes (they are
not isolated silos that can be selectively applied)

Fach topic area can be referred to in isolation from others

Cavers all project management roles

Targeted at Project Managers

Does not cover interpersonal skills

Cavers interpersonal skills

References techniques

Describes techniques




International Project Management Association’s
Competency Baselines, can be seen in Table 19.3.

The differences between PRINCE2 (a method) and a
BoK make them highly complementary.

PRINCE2 provides a framework of what needs to
be done, by whom and by when. The BoK provides
a range of techniques of how those things can

be done. For example, in PRINCEZ2 a critical step
in creating a plan is estimating. PRINCE2 does

not say how estimating should be done as there
are a number of techniques that can be applied
depending on the project context, whereas a BoK
provides an explanation and analysis of the range
of estimating techniques available so that the
planner can judge which one is most suitable to
use.

Tailoring PRINCEZ if the organization is aligned to
any particular BoK should include:

B Agreeing a single set of terms to apply.
For example, in the Association for Project
Management's Body of Knowledge, the steering
group is equivalent to PRINCE2’s Project Board

B Aligning PRINCE2's management products with
any management products recommended by
the BoK. For example, in PMBoK the project
charter is equivalent to PRINCE2's Project Brief.
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Appendix A: Product Description outlines

This appendix contains Product Description
outlines for PRINCE2’'s defined management
products. These are not full Product Descriptions
as defined by Product Description in section
A.17, as some elements, such as quality method,
will vary depending on the project’s needs.
Format examples are provided, but these are not
exhaustive. The contents of a Product Description
for a management product should be tailored to
the requirements and environment of each project.
There are three types of management product;
baselines, records and reports.

Baseline management products are those that
define aspects of the project and, once approved,
are subject to change control. These are;

A.1 Benefits Review Plan

A.2 Business Case

A4 Communication Management Strategy
A.6 Configuration Management Strategy
A.16 Plan (covers Project, Stage and, optionally,
Team Plans)

A.17 Product Description

A.19 Project Brief

A.20 Project Initiation Documentation
A.21 Project Product Description

A.22 Quality Management Strategy

A.24 Risk Management Strategy

A.26 Work Package.

Records are dynamic management products that
maintain information regarding project progress.
These are:

B A5 Configuration Item Records
A.7 Daily Log

A.12 Issue Register

A.14 Lessons Log

A.23 Quality Register

A.25 Risk Register.

Reports are management products providing a
snapshot of the status of certain aspects of the
project. These are;

B A.3 Checkpoint Report
B A.8 End Project Report

A.9 End Stage Report

A.10 Exception Report

A.11 Highlight Report

A.13 Issue Report

A.15 Lessons Report

A.18 Product Status Account.

Although records and reports are not subject
to change control, they are still subject to other
aspects of configuration management, such as
version control, safe storage, access rights etc.

Management products are not necessarily
documents, they are information sets that are used
by the PRINCE2 processes so that certain roles can
take action and/or make decisions.

Most of the baseline products evolve during pre-
project and initiation stage activities as shown

in Figure A.1. The baseline products are then
reviewed and (possibly) updated at the end of
each stage. Management products nested within
higher-level management products are illustrated
in the composition of each management product
by reference to their appendix heading (e.g. if a
Lessons Report is nested in another report, there
will be a cross-reference to section A.15).

A.1 BENEFITS REVIEW PLAN

A.1.1 Purpose

A Benefits Review Plan is used to define how and
when a measurement of the achievement of the
project’s benefits, expected by the Senior User, can
be made. The plan is presented to the Executive
during the Initiating a Project process, updated

at each stage boundary, and used during the
Closing a Project process to define any post-project
benefits reviews that are required.

The plan has to cover the activities to find out
whether the expected benefits of the products
have been realized and how the products have
performed when in operational use. Each expected
benefit has to be assessed for the level of its
achievement and whether any additional time is
needed to assess the residual benefits. Use of the
project’s products may have brought unexpected
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Figure A.1 Evolution of baseline management products

side-effects, either beneficial or adverse. Time and Benefits Review Plan is maintained and executed
effort have to be allowed to identify and analyse by corporate or programme management.
why these side-effects were not foreseen.

If the project is part of a programme, the A.1.2 Composition

Benefits Review Plan may be contained within B The scope of the Benefits Review Plan covering
the programme’s benefits realization plan and what benefits are to be measured

executed at the programme level. Post-project, the B Who is accountable for the expected benefits



B How to measure achievement of expected
benefits, and when they can be measured

B What resources are needed to carry out the
review work

B Baseline measures from which the
improvements will be calculated

B How the performance of the project’s product
will be reviewed.

A.1.3 Derivation

B Business Case

B Project Product Description (and the acceptance
criteria in particular)

B The programme’s benefits realization plan (if
part of a programme)

B Corporate performance monitoring function
(such as a centre of excellence), if one exists.

A.1.4 Format and presentation

A Benefits Review Plan can take a number of
formats, including:

B Document, spreadsheet or presentation slides
B Entry in a project management tool.

A.1.5 Quality criteria

B Covers all benefits mentioned in the Business
Case

B The benefits are measurable and baseline
measures have been recorded

B Describes suitable timing for measurement of
the benefits, together with reasons for the
timing

B Identifies the skills or individuals who will be
needed to carry out the measurements

B The effort and cost to undertake the benefits
reviews is realistic when compared with the
value of the anticipated benefits

B Consideration is given to whether dis-benefits
should be measured and reviewed.

A.2 BUSINESS CASE

A.2.1 Purpose

A Business Case is used to document the
justification for the undertaking of a project,
based on the estimated costs (of development,
implementation and incremental ongoing
operations and maintenance costs) against the
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anticipated benefits to be gained and offset by any
associated risks.

The outline Business Case is developed in the
Starting up a Project process and refined by the
Initiating a Project process. The Directing a Project
process covers the approval and re-affirmation of
the Business Case.

The Business Case is used by the Controlling a
Stage process when assessing impacts of issues
and risks. It is reviewed and updated at the end of
each management stage by the Managing a Stage
Boundary process, and at the end of the project by
the Closing a Project process.

A.2.2 Composition

B Executive summary Highlights the key
points in the Business Case, which should
include important benefits and the return on
investment (ROI)

B Reasons Defines the reasons for undertaking
the project and explains how the project will
enable the achievement of corporate strategies
and objectives

B Business options Analysis and reasoned
recommendation for the base business options
of: do nothing, do the minimal or do something

B Expected benefits The benefits that the project
will deliver expressed in measurable terms
against the situation as it exists prior to the
project. Benefits should be both qualitative
and quantitative. They should be aligned to
corporate or programme benefits. Tolerances
should be set for each benefit and for the
aggregated benefit. Any benefits realization
requirements should be stated

B Expected dis-benefits Outcomes perceived
as negative by one or more stakeholders.
Dis-benefits are actual consequences of an
activity whereas, by definition, a risk has some
uncertainty about whether it will materialize.
For example, a decision to merge two elements
of an organization onto a new site may have
benefits (e.g. better joint working), costs
(e.g. expanding one of the two sites) and dis-
benefits (e.g. drop in productivity during the
merger). Dis-benefits need to be valued and
incorporated into the investment appraisal

B Timescale Over which the project will run
(summary of the Project Plan) and the period
over which the benefits will be realized. This
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information is subsequently used to help timing
decisions when planning (Project Plan, Stage
Plan and Benefits Review Plan)

B Costs A summary of the project costs (taken
from the Project Plan), the ongoing operations
and maintenance costs and their funding
arrangements

B Investment appraisal Compares the aggregated

benefits and dis-benefits to the project costs
(extracted from the Project Plan) and ongoing
incremental operations and maintenance
costs. The analysis may use techniques such as
cash flow statement, ROI, net present value,
internal rate of return and payback period.
The objective is to be able to define the value
of a project as an investment. The investment
appraisal should address how the project will
be funded

B Major risks Gives a summary of the key risks
associated with the project together with the
likely impact and plans should they occur.

A.2.3 Derivation

Project mandate and Project Brief — reasons
Project Plan — costs and timescales

The Senior User(s) — expected benefits

The Executive — value for money

Risk Register

Issue Register.

A.2.4 Format and presentation

A Business Case can take a number of formats,
including:

B Document, spreadsheet or presentation slides
B Entry in a project management tool.

A.2.5 Quality criteria

B The reasons for the project must be consistent
with the corporate or programme strategy

B The Project Plan and Business Case must be
aligned

B The benefits should be clearly identified and
justified

B It should be clear how the benefits will be
realized

B It should be clear what will define a successful
outcome

B [t should be clear what the preferred business
option is, and why

B Where external procurement is required, it
should be clear what the preferred sourcing
option is, and why

B It should be clear how any necessary funding
will be obtained

B The Business Case includes non-financial, as well
as financial, criteria

B The Business Case includes operations and
maintenance costs and risks, as well as project
costs and risks

B The Business Case conforms to organizational
accounting standards (e.g. break-even analysis
and cash flow conventions)

B The major risks faced by the project are
explicitly stated, together with any proposed
responses.

A.3 CHECKPOINT REPORT

A.3.1 Purpose

A Checkpoint Report is used to report, at a
frequency defined in the Work Package, the status
of the Work Package.

A.3.2 Composition
B Date The date of the checkpoint
B Period The reporting period covered by the
Checkpoint Report
B Follow-ups From previous reports, for example
action items completed or issues outstanding
B This reporting period:
@ The products being developed by the team
during the reporting period
® The products completed by the team during
the reporting period
@ Quality management activities carried out
during the period
@ Lessons identified

B Next reporting period:
@ The products being developed by the team
in the next reporting period
@ The products planned to be completed by
the team in the next reporting period
@ Quality management activities planned for
the next reporting period

B Work Package tolerance status How execution
of the Work Package is performing against its
tolerances (e.g. cost/timefscope actuals and
forecast)



B Issues and risks Update on issues and risks
associated with the Work Package.

A.3.3 Derivation

B Work Package
B Team Plan and actuals
B Previous Checkpoint Report.

A.3.4 Format and presentation

A Checkpoint Report can take a number of
formats, including:

B Oral report to the Project Manager {(could be in
person or over the phone)

B Presentation at a progress review (physical
meeting or conference call)

B Document or email issued to the Project
Manager

B Entry in a project management tool.

A.3.5 Quality criteria

B Prepared at the frequency required by the
Project Manager

B The level and frequency of progress assessment
is right for the stage and/or Work Package

B The information is timely, useful, objective and
accurate

B Every product in the Work Package, for that
period, is covered by the report

B Includes an update on any unresolved issues
from the previous report.

A4 COMMUNICATION MANAGEMENT
STRATEGY

A.4.1 Purpose

A Communication Management Strategy contains
a description of the means and frequency of
communication to parties both internal and
external to the project. It facilitates engagement
with stakeholders through the establishment of a
controlled and bi-directional flow of information.

A.4.2 Composition

B Introduction States the purpose, objectives and
scope, and identifies who is responsible for the
strateqy

B Communication procedure A description of
{or reference to) any communication methods
to be used. Any variance from corporate or
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programme management standards should be

highlighted, together with a justification for

the variance

B Tools and techniques Refers to any
communication tools to be used, and any
preference for techniques that may be used, for
each step in the communication process

B Records Definition of what communication
records will be required and where they will
be stored (for example, logging of external
correspondence)

B Reporting Describes any reports on the
communication process that are to be
produced, including their purpose, timing and
recipients (for example, performance indicators)

B Timing of communication activities States
when formal communication activities are to
be undertaken (for example, at the end of a
stage) including performance audits of the
communication methods

B Roles and responsibilities Describes who
will be responsible for what aspects of the
communication process, including any corporate
or programme management roles involved with
communication

B Stakeholder analysis:

@ Identification of the interested party (which
may include accounts staff, user forum,
internal audit, corporate or programme
quality assurance, competitors etc.)

Current relationship

Desired relationship

Interfaces

@& Key messages

B Information needs for each interested party:
@ Information required to be provided from

the project

Information required to be provided to the

project

Information provider and recipient

Frequency of communication

Means of communication

Format of the communication.

A.4.3 Derivation
B Corporate communications policies {(e.g. rules
for disclosure for publicly listed companies)

B The programme’s information management
strategy
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B Other components of the Project Initiation
Documentation (in particular the project
management team structure, the Risk
Management Strategy, Quality Management
Strategy and Configuration Management
Strategy)

B Facilitated workshopsfinformal discussions with
stakeholders

B Stakeholder analysis.

A.4.4 Format and presentation

A Communication Management Strategy can take
a number of formats, including:

B Stand-alone product or a section of the Project
Initiation Documentation

B Document, spreadsheet or mindmap

B Entry in a project management tool.

A.4.5 Quality criteria

B All stakeholders have been identified
and consulted for their communication
requirements

B There is agreement from all stakeholders
about the content, frequency and method of
communication

B A common standard for communication has
been considered

B The time, effort and resources required to carry
out the identified communications have been
allowed for in Stage Plans

B The formality and frequency of communication
is reasonable for the project’s importance and
complexity

B For projects that are part of a programme,
the lines of communication, and the reporting
structure between the project and programme,
have been made clear in the Communication
Management Strategy

B The Communication Management Strategy
incorporates corporate communications
facilities where appropriate (e.g. using the
marketing communications department for
distributing project bulletins).

A.5 CONFIGURATION ITEM RECORD

A.5.1 Purpose

To provide a record of such information as
the history, status, version and variant of each

configuration item, and any details of important
relationships between them.

The set of Configuration ltem Records for a project
is often referred to as a configuration library.

A.5.2 Composition

The composition of a Configuration Item Record
will be defined in the project’s Configuration
Management Strategy.

There follows a suggested list of components for
each Configuration Item Record (note that the first
three uniquely identify the configuration item):

B Project identifier A unique reference. It will
typically be a numeric or alpha-numeric value

B Item identifier A unique reference. It will
typically be a numeric or alpha-numeric value

B Current version Typically an alpha-numeric
value

B Item title The description of the item (for a
product this should be as it appears in the
product breakdown structure)

B Date of last status change

B Owner The person or group who will take
ownership of the product when it is handed
over

B Location \Where the item is stored

B Copy holders (if relevant) Who currently has
the product?

B [tem type Component, product, release (see
section 9.2.2)

B Item attributes As defined by the
Configuration Management Strategy. These
are used to specify a subset of products when
producing a Product Status Account, such as
the management stage in which the product
is created, the type of product (e.g. hardware/
software), product destination etc.

B Stage When the product will be developed

B Users The person or group who will use the
item

B Status As defined by the Configuration
Management Strategy, e.g. pending
development, in development, in review,
approved or handed over

B Product state (if used) As defined by the
Product Description, e.g. dismantled machinery,
moved machinery, reassembled machinery (see
section 7.3.3.2)

B Variant (if used) for example, language variants



B Producer The person or team responsible for
creating or obtaining the item

B Date allocated To the producer

B Source For example, in house, or purchased
from a third-party company

B Relationship with other items Those items that:

® Would be affected if this item changed
# If changed, would affect this item
B Cross-references:

#® Issues and risks

® Documentation that defines requirements,
design, build, production and verification
for the item (specifically this will include the
Product Description).

A.5.3 Derivation

B Configuration Management Strategy
B Product breakdown structure

B Stage Plan and Work Package
|

Quality Register, Issue Register and Risk
Register.

A.5.4 Format and presentation

Configuration Item Records can take a number of
formats, including:

B Document, spreadsheet or database
B Entry in a project management tool

Configuration Item Records may be part of a
Configuration Management Database for those
organizations that have a corporate or programme
configuration management system.

A.5.5 Quality criteria
B The records reflect the status of the products
accurately

B The records are kept together in a secure
location

B Version numbers match the actual products

B Configuration Item Records show products’
version histories

B A process exists by which the Configuration
ltem Records are defined and updated.
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A.6 CONFIGURATION MANAGEMENT

STRATEGY

A.6.1 Purpose

A Configuration Management Strategy is used to
identify how, and by whom, the project’s products
will be controlled and protected.

It answers the questions:

How and where the project's products will be
stored

What storage and retrieval security will be put
in place

How the products and the various versions and
variants of these will be identified

How changes to products will be controlled
Where respoensibility for configuration
management will lie.

A.6.2 Composition

Introduction States the purpose, objectives and
scope, and identifies who is responsible for the
strategy

Configuration management procedure

A description of (or reference to) the
configuration management procedure to

be used. Any variance from corporate or
programme management standards should

be highlighted, together with a justification
for the variance. The procedure should cover
activities such as planning, identification,
control (including storage/retrieval, product
security, handover procedures etc.), status
accounting, and verification and audit.

Issue and change control procedure A
description (or reference to) the issue and
change control procedures to be used. Any
variance from corporate or programme
management standards should be highlighted,
together with a justification for the variance.
The procedure should cover activities such as
capturing, examining, proposing, deciding and
implementing.

Tools and techniques Refers to any
configuration management systems or tools to
be used and any preference for techniques that
may be used for each step in the configuration
management procedure

Records Definition of the composition and
format of the Issue Register and Configuration
Item Records
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B Reporting Describes the composition and
format of the reports that are to be produced
(Issue Report, Product Status Account), their
purpose, timing and chosen recipients. This
should incude reviewing the performance of
the procedures

B Timing of configuration management and issue
and change control activities States when
formal activities are to be undertaken, for
example configuration audits

B Roles and responsibilities Describes who
will be responsible for what aspects of the
procedures, including any corporate or
programme management roles involved
with the configuration management of the
project’s products. Describes whether a Change
Authority and/or change budget will be
established.

B Scales for priority and severity For prioritizing
requests for change and off-specifications and
for determining the level of management that
can make decisions on severity of issue.

A.6.3 Derivation

B The customer’s quality expectations

B Corporate configuration management system
(e.g. any configuration management software
in use or mandated by the user)

B Programme Quality Management Strategy
and information management strategy (if
applicable)

B The user's quality management system
B The supplier's quality management system

B Specific needs of the project’s product(s) and
environment

B Project management team structure (to
identify those with configuration management
responsibilities)

B Facilitated workshops and informal discussions.

A.6.4 Format and presentation
A Configuration Management Strategy can take a
number of formats, including:

B Stand-alone document or a section of the
Project Initiation Documentation
B Entry in a project management tool.

A.6.5 Quality criteria

B Responsibilities are clear and understood by
both user and supplier

B The key identifier for the project’s product(s) is
defined

B The method and circumstances of version
control are clear

B The strategy provides the Project Manager with
all the product information required

B The corporate or programme strategy
for configuration management has been
considered

B The retrieval system will produce all required
information in an accurate, timely and usable
manner

B The project files provide the information
necessary for any audit requirements

B The project files provide the historical records
required to support any lessons

B The chosen Configuration Management
Strateqy is appropriate for the size and nature
of the project

B Resources are in place to administer the chosen
method of configuration management

B The requirements of the operational group (or
similar group to whom the project’s product
will be transitioned) should be considered.

A.7 DAILY LOG

A.7.1 Purpose

A Daily Log is used to record informal issues,
required actions or significant events not caught
by other PRINCE2Z registers or logs. It acts as the
project diary for the Project Manager.

It can also be used as a repository for issues and
risks during the Starting up a Project process if the
other registers have not been set up.

There may be more than one Daily Log as Team
Managers may elect to have one for their Work
Packages, separate from the Project Manager's
Daily Log.

A.7.2 Composition
A Daily Log is in free form but likely to include:

B Date of entry

Problem, action, event or comment
Person responsible

Target date

|
|
|
B Results.



A.7.3 Derivation

Entries are made when the Project Manager or
Team Manager feels it is appropriate to log some
event. Often entries are based on thoughts,
conversations and observations.

A.7.4 Format and presentation

A Daily Log can take a number of formats,
including:

B Document or spreadsheet

B Desk diary or log book

B Electronic diary/calendar/task lists

B Entry in a project management tool.

A.7.5 Quality criteria

B Entries are sufficiently documented to be
understandable later (a short note might make
sense at the time, but will it in several months’
time?)

B Date, person responsible and target date are
always filled in

B Consideration has been given to access rights
for the Daily Log (e.g. should the Daily Log be
visible to everyone working on the project?).

A.8 END PROJECT REPORT

A.8.1 Purpose

An End Project Report is used during project
closure to review how the project performed
against the version of the Project Initiation
Documentation used to authorize it. It also allows
the:

B Passing on of any lessons that can be usefully
applied to other projects

B Passing on of details of unfinished
work, ongoing risks or potential product
modifications to the group charged with
future support of the project’s products in their
operational life.

A.8.2 Composition

B Project Manager's report Summarizing the
project’s performance

B Review of the Business Case Summarizing the
validity of the project’s Business Case:
® Benefits achieved to date
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# Residual benefits expected (post-project)
® Expected net benefits
# Deviations from the approved Business Case

Review of project objectives Review of

how the project performed against its

planned targets and tolerances for time, cost,

quality, scope, benefits and risk. Review the

effectiveness of the project’s strategies and

controls

Review of team performance In particular,

providing recognition for good performance

Review of products:

# Quality records Listing the quality activities
planned and completed

@ Approval records Listing the products and
their requisite approvals

o Off-specifications Listing any missing
products or products that do not meet the
original requirements, and confirmation of
any concessions granted

#® Project product handover Confirmation
(in the form of acceptance records) by the
customer that operations and maintenance
functions are ready to receive the project’s
product

® Summary of follow-on action
recommendations Request for Project
Board advice about who should receive each
recommended action. The recommended
actions are related to unfinished work,
ongoing issues and risks, and any other
activities needed to take the products to the
next phase of their life

Lessons Report (see section A.15) A review

of what went well, what went badly, and any

recommendations for corporate or programme

management consideration (and if the project

was prematurely closed, then the reasons

should be explained).

A.8.3 Derivation

Project Initiation Documentation

Business Case

Project Plan

Benefits Review Plan

Issue Register, Quality Register and Risk Register
Lessons Report

End Stage Reports (and Exceptions Reports, if
applicable).
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A.8.4 Format and presentation

An End Project Report can take a number of
formats, including:

B Presentation to the Project Board (physical
meeting or conference call)

B Document or email issued to the Project Board

B Entry in a project management tool.

A.8.5 Quality criteria

H Any abnormal situations are described, together
with their impact

B At the end of the project, all issues should
either be closed or become the subject of a
follow-on action recommendation

B Any available useful documentation or evidence
should accompany the follow-on action
recommendation(s)

B Any appointed Project Assurance roles should
agree with the report.

A.9 END STAGE REPORT

A.9.1 Purpose

An End Stage Report is used to give a summary of
progress to date, the overall project situation, and
sufficient information to ask for a Project Board
decision on what to do next with the project.

The Project Board uses the information in the End
Stage Report in tandem with the next Stage Plan
to decide what action to take with the project;
for example, authorize the next stage, amend the
project scope, or stop the project.

A.9.2 Composition

B Project Manager's report Summarizing the
stage performance

B Review of the Business Case Summarizing the
validity of the project’s Business Case:
® Benefits achieved to date
® Residual benefits expected (remaining stages

and post-project)

® Expected net benefits
@ Deviations from approved Business Case
® Aggregated risk exposure

B Review of project objectives Review of how
the project has performed to date against its
planned targets and tolerances for time, cost,
quality, scope, benefits and risk. Review the

effectiveness of the project’s strategies and
controls
B Review of stage objectives Review of how the
specific stage performed against its planned
targets and tolerances for time, cost, quality,
scope, benefits and risk
B Review of team performance In particular,
providing recognition for good performance
B Review of products:
@ Quality records Listing the quality activities
planned and completed in the stage
@ Approval records Listing the products
planned for completion in the stage and
their requisite approvals
@ Off-specifications Listing any missing
products or products that do not meet the
original requirements, and confirmation of
any concessions granted
@ Phased handover (if applicable)
Confirmation by the customer that
operations and maintenance functions are
ready to receive the release
@ Summary of follow-on action
recommendations (if applicable) Request
for Project Board advice for who should
receive each recommended action. The
recommended actions are related to
unfinished work, ongoing issues and risks,
and any other activities needed to take the
products handed over to the next phase of
their life
B Lessons Report (if appropriate) (see section
A.15) A review of what went well, what went
badly, and any recommendations for corporate
or programme management consideration
B Issues and risks Summary of the current set of
issues and risks affecting the project
B Forecast The Project Manager's forecast for the
project and next stage against planned targets
and tolerances for time, cost, quality, scope,
benefits and risk.

Where the End Stage Report is being produced at
the end of the initiation stage, not all of the above
content may be appropriate or necessary.

A.9.3 Derivation

B Current Stage Plan and actuals

B Project Plan

B Benefits Review Plan

B Risk Register, Quality Register and Issue Register



B Exception Report (if applicable)

B Lessons Report

B Completedfslipped Work Packages
B Updated Business Case.

A.9.4 Format and presentation

An End Stage Report can take a number of
formats, including:

B Presentation to the Project Board (physical
meeting or conference call)

B Document or email issued to the Project Board

B Entry in a project management tool.

A.9.5 Quality criteria

B The report clearly shows stage performance
against the plan

B Any abnormal situations are described, together
with their impact

B Any appointed Project Assurance roles agree
with the report.

A.10 EXCEPTION REPORT

A.10.1 Purpose

An Exception Report is produced when a Stage
Plan or Project Plan is forecast to exceed tolerance
levels set. It is prepared by the Project Manager in
order to inform the Project Board of the situation,
and to offer options and recommendations for the
way to proceed.

A.10.2 Composition

B Exception title An overview of the exception
being reported

B Cause of the exception A description of the
cause of a deviation from the current plan

B Consequences of the deviation What the
implications are if the deviation is not
addressed for:
#® The project
@ Corporate or programme management

B Options What are the options that are
available to address the deviation and what
would the effect of each option be on the
Business Case, risks and tolerances

B Recommendation Of the available options,
what is the recommendation, and why?

B Lessons \What can be learned from the
exception, on this project or future projects.
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A.10.3 Derivation

B Current plan and actuals

B Issue Register, Risk Register and Quality Register

B Highlight Reports (for stagefproject-level
deviations) or Checkpoint Reports (for team-
level deviations)

B Project Board advice of an external event that
affects the project.

A.10.4 Format and presentation

An Exception Report can take a number of formats,
incduding:

B [ssue raised at a minuted progress review
(physical meeting or conference call)

B Document or email issued to the next-higher
level of management

B Entry in a project management tool.

For urgent exceptions, it is recommended that the
Exception Report is oral in the first instance, and
then followed-up in the agreed format.

A.10.5 Quality criteria

B The current plan must accurately show the
status of time and cost performance

B The reason(s) for the deviation must be stated,
the exception clearly analysed, and any impacts
assessed and fully described

B Implications for the Business Case have been
considered and the impact on the overall
Project Plan has been calculated

B Options are analysed (including any risks
associated with them) and recommendations
are made for the most appropriate way to
proceed

B The Exception Report is given in a timely and
appropriate manner.

A.11 HIGHLIGHT REPORT

A.11.1 Purpose

A Highlight Report is used to provide the Project
Board (and possibly other stakeholders) with a
summary of the stage status at intervals defined
by them. The Project Board uses the report to
monitor stage and project progress. The Project
Manager also uses it to advise the Project Board of
any potential problems or areas where the Project
Board could help.
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A.11.2 Composition
B Date The date of the report
B Period The reporting period covered by the
Highlight Report
B Status summary An overview of the status of
the stage at this time
B This reporting period:
® Work Packages — pending authorization, in
execution, and completed in the period (if
the Work Packages are being performed
by external suppliers, this information may
be accompanied by purchase order and
invoicing data)
® Products completed in the period
® Products planned but not started or
completed in the period (providing an early
warning indicator or potential breach of
time tolerance)
# Corrective actions taken during the period
B Next reporting period:
® Work Packages — to be authorized, in
execution, and to be completed during
the next period (if the Work Packages are
being performed by external suppliers,
this information may be accompanied by
purchase order and invoicing data)
® Products to be completed in the next period
@ Corrective actions to be completed during
the next period
B Project and stage tolerance status How
execution of the project and stage are
performing against their tolerances (e.g. cost/
time actuals and forecast)
B Requests for change Raised, approved/rejected
and pending
B Key issues and risks Summary of actual or
potential problems and risks
B Lessons Report (if appropriate) (see section
A.15) A review of what went well, what went
badly, and any recommendations for corporate
or programme management consideration.

A.11.3 Derivation

B Project Initiation Documentation

Checkpoint Reports

Issue Register, Quality Register and Risk Register
Stage Plan and actuals

|
|
|
B Communication Management Strategy.

A.11.4 Format and presentation

A Highlight Report can take a number of formats,

including:

B Presentation to the Project Board (physical
meeting or conference call)

B Document or email issued to the Project Board

Entry in a project management tool.

A.11.5 Quality criteria
|

The level and frequency of progress reporting

required by the Project Board is right for the

stage and/or project

The Project Manager provides the Highlight

Report at the frequency, and with the content,

required by the Project Board

B The information is timely, useful, accurate and
objective

B The report highlights any potential problem
areas.

A.12 ISSUE REGISTER

A.12.1 Purpose

The purpose of the Issue Register is to capture and
maintain information on all of the issues that are
being formally managed. The Issue Register should
be monitored by the Project Manager on a regular
basis.

A.12.2 Composition

For each entry in the Issue Register, the following
should be recorded:

B Issue identifier Provides a unique reference
for every issue entered into the Issue Register.
It will typically be a numeric or alpha-numeric
value

B Issue type Defines the type of issue being
recorded, namely:
@ Request for change
@ Off-specification
® Problem/concern

B Date raised The date on which the issue was
originally raised

B Raised by The name of the individual or team
who raised the issue

B Issue Report author The name of the individual
or team who created the Issue Report



B Issue description A statement describing the
issue, its cause and impact

B Priority This should be given in terms of the
project’s chosen categories. Priority should be
re-evaluated after impact analysis

B Severity This should be given in terms of the
project’s chosen scale. Severity will indicate
what level of management is required to make
a decision on the issue

B Status The current status of the issue and the
date of the last update

B Closure date The date the issue was dosed.

A.12.3 Derivation

B The format and composition of the Issue
Register will be defined in the Configuration
Management Strategy

B Entries are initially made on the Issue Register
once a new issue has been raised

B The Issue Register is updated as the issue is
progressed. Once the issue has been resolved,
the entry in the Issue Register is closed.

A.12.4 Format and presentation

An Issue Register can take a number of formats,
including:

B Document, spreadsheet or database

B Stand-alone register or a carry forward in
progress review minutes

B Entry in a project management tool

B Part of an integrated project register for all
risks, actions, decisions, assumptions, issues,
lessons etc.

A.12.5 Quality criteria

B The status indicates whether action has been
taken

B The issues are uniquely identified, including
information about which product they refer to

B A process is defined by which the Issue Register
is to be updated

B Entries on the Issue Register that, upon
examination, are in fact risks, are transferred
to the Risk Register and the entries annotated
accordingly

B Access to the Issue Register is controlled and
the register is kept in a safe place.
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A.13 ISSUE REPORT

A.13.1 Purpose

An Issue Report is a report containing

the description, impact assessment and
recommendations for a request for change, off-
specification or a problem/concern. It is only
created for those issues that need to be handled
formally.

The report is initially created when capturing the
issue, and updated both after the issue has been
examined and when proposals are identified

for issue resolution. The Issue Report is later
amended further in order to record what option
was decided upon, and finally updated when the
implementation has been verified and the issue is
closed.

A.13.2 Composition

B Issue identifier As shown in the Issue Register
(provides a unique reference for every Issue
Report)

B Issue type Defines the type of issue being
recorded, namely:

# Request for change
® Off-specification
#® Problem/concern

B Date raised The date on which the issue was
originally raised

B Raised by The name of the individual or team
who raised the issue

B Issue Report author The name of the individual
or team who created the Issue Report

B Issue description A statement describing the
issue in terms of its cause and impact

B Impact analysis A detailed analysis of the
likely impact of the issue. This may include, for
example, a list of products impacted

B Recommendation A description of what the
Project Manager believes should be done to
resolve the issue (and why)

B Priority This should be given in terms of the
project’s chosen scale. It should be re-evaluated
after impact analysis

B Severity This should be given in terms of the
project’s chosen scale. Severity will indicate
what level of management is required to make
a decision on the issue

B Decision The decision made {accept, reject,
defer or grant concession)
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B Approved by A record of who made the
decision

Decision date The date of the decision

B Closure date The date that the issue was
closed.

A.13.3 Derivation

B The format and composition of the Issue
Report will be defined in the Configuration
Management Strategy

B Highlight Report(s), Checkpoint Report(s) and
End Stage Report(s)

B Stage Plan, together with actual values and

events

Users and supplier teams working on the

project

The application of quality controls

Observation and experience of the processes

Quality Register, Risk Register and Lessons Log

Completed Work Packages.

A.13.4 Format and presentation

An Issue Report can take a humber of formats,
incduding:

B Document, spreadsheet or database

B Entry in a project management tool

Not all entries in the Issue Register will need a
separately documented Issue Report.

A.13.5 Quality criteria

B The issue stated is clear and unambiguous

B A detailed impact analysis has occurred

B All implications have been considered

B The issue has been examined for its effect on

the tolerances

The issue has been correctly registered on the

Issue Reqister

B Dedcisions are accurately and unambiguously
described.

A.14 LESSONS LOG

A.14.1 Purpose

The Lessons Log is a project repository for lessons
that apply to this project or future projects. Some
lessons may originate from other projects and
should be captured on the Lessons Log for input
to the project’s strategies and plans. Some lessons

may originate from within the project — where new
experience (both good and bad) can be passed on
to others via a Lessons Report.

A.14.2 Composition

For each entry in the Lessons Log, the following
should be recorded:

B Lesson type Defines the type of lesson being
recorded:

@ Project - to be applied to this project

@ Corporate or programme - to be passed
on to the corporate or programme
management

@ Both project and corporate or programme
management
B Lesson detail The detail may include:
e Event
@ Effect (e.g. positive/negative financial
impact)
@ Causesftrigger
® Whether there were any early warning
indicators
® Recommendations
@ Whether it was previously identified as a risk
{threat or opportunity)
B Date logged The date on which the lesson was
originally logged
B Logged by The name of the person or team
who raised the lesson

B Priority In terms of the project’s chosen
categories.

A.14.3 Derivation

B Lessons Reports from other projects

B Project mandate or Project Brief

B Daily Log, Issue Register, Quality Register and
Risk Register

Checkpoint Reports and Highlight Reports
Completed Work Packages

Stage Plans with actuals

Observation and experience of the project’s
processes.

A.14.4 Format and presentation

A Lessons Log can take a number of formats,
including:

B Document, spreadsheet or database

B Stand-alone log or a carry forward in progress
review minutes



B Entry in a project management tool

B Part of an integrated project register for all
risks, actions, decisions, assumptions, issues,
lessons etc.

A.14.5 Quality criteria

B The status indicates whether action has been
taken

B Lessons are uniquely identified, including to
which product they refer

B A process is defined by which the Lessons Log is
to be updated

B Access to the Lessons Log is controlled

B The Lessons Log is kept in a safe place.

A.15 LESSONS REPORT

A.15.1 Purpose

The Lessons Report is used to pass on any lessons
that can be usefully applied to other projects.

The purpose of the report is to provoke action

5o that the positive lessons become embedded in
the organization’s way of working, and that the
organization is able to avoid any negative lessons
on future projects.

A Lessons Report can be created at any time in

a project and should not necessarily wait to the
end. Typically it should be included as part of the
End Stage Report and End Project Report. It may
be appropriate (and necessary) for there to be
several Lessons Reports specific to the particular
organization (e.g. user, supplier, corporate or
programme).

The data in the report should be used by the
corporate group that is responsible for the quality
management system, in order to refine, change
and improve the standards. Statistics on how much
effort was needed for products can help improve
future estimating.

A.15.2 Composition

B Executive summary

B Scope of the report (e.g. stage or project)

B A review of what went well, what went badly
and any recommendations for corporate or
programme management consideration. In
particular:

#® Project management method (including the
tailoring of PRINCE2)
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# Any specialist methods used

# Project strategies (risk management, quality
management, communications management
and configuration management)

# Project controls (and the effectiveness of any
tailoring)

# Abnormal events causing deviations

A review of useful measurements such as:

#® How much effort was required to create the
products

® How effective was the Quality Management
Strategy in designing, developing and
delivering fit-for-purpose products (for
example, how many errors were found after
products had passed quality inspections?)

® Statistics on issues and risks

For significant lessons it may be useful to

provide additional details on:

@ Event

® Effect (e.g. positive/negative financial
impact)

@ Causesftrigger

® Whether there were any early-warning
indicators

® Recommendations

® Whether the triggered event was previously
identified as a risk (threat or opportunity).

A.15.3 Derivation

Project Initiation Documentation (for the
baseline position)

Lessons Log (for identification of lessons)
Quality Register, Issue Register and Risk Register
(for statistical analysis)

Quality records (for statistical analysis)
Communication Management Strategy (for the
distribution list).

A.15.4 Format and presentation

A Lessons Report can take a number of formats,
including:

Oral report to the Project Board (could be in
person or over the phone)

Presentation at a progress review (physical
meeting or conference call)

Document or email issued to the Project Board
Entry in a project management tool.
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A.15.5 Quality criteria

B Every management control has been examined

B Statistics of estimates versus actuals are
provided

B Statistics of the success of quality controls used
are included

B Any appointed Project Assurance roles agree
with the report

B Unexpected risks are reviewed to determine
whether they could have been anticipated

B Recommended actions are provided for each
lesson (note that lessons are not ‘learned’ until
action is taken).

A.16 PLAN

A.16.1 Purpose

A plan provides a statement of how and when
objectives are to be achieved, by showing the
major products, activities and resources required
for the scope of the plan. In PRINCEZ2, there are
three levels of plan: project, stage and team. Team
Plans are optional and may not need to follow the
same composition as a Project Plan or Stage Plan.

An Exception Plan is created at the same level as
the plan that it is replacing.

A Project Plan provides the Business Case with
planned costs, and it identifies the management
stages and other major control points. It is used by
the Project Board as a baseline against which to
monitor project progress.

Stage Plans cover the products, resources, activities
and controls specific to the stage and are used as a
baseline against which to monitor stage progress.

Team Plans (if used) could comprise just a schedule
appended to the Work Package(s) assigned to the
Team Manager.

A plan should cover not just the activities to create
products but also the activities to manage product
creation — including activities for assurance, quality
management, risk management, configuration
management, communication and any other
project controls required.

A.16.2 Composition

B Plan description Covering a brief description of
what the plan encompasses (i.e. project, stage,
team, exception) and the planning approach

B Plan prerequisites Containing any fundamental
aspects that must be in place, and remain in
place, for the plan to succeed
B External dependencies That may influence the
plan
B Planning assumptions Upon which the planis
based
B Lessons incorporated Details of relevant
lessons from previous similar projects, which
have been reviewed and accommodated within
this plan
B Monitoring and control Details of how the
plan will be monitored and controlled
B Budgets Covering time and cost, including
provisions for risks and changes
B Tolerances Time, cost and scope tolerances for
the level of plan {(which may also include more
specific stage- or team-level risk tolerances)
B Product Descriptions (see section A.17)
Covering the products within the scope of the
plan (for the Project Plan this will include the
project’s product; for the Stage Plan this wiill
be the stage products; and for a Team Plan this
should be a reference to the Work Package
assigned). Quality tolerances will be defined in
each Product Description
B Schedule Which may include graphical
representations of;
® Gantt or bar chart
@ Product breakdown structure (see Appendix
D for an example)

® Product flow diagram (see Appendix D for
an example)

@ Activity network

@ Table of resource requirements — by resource
type (e.g. four engineers, one test manager,
one business analyst)

@ Table of requested/assigned specific
resources — by name (e.g. Nikki, Jay,
Francesca).

A.16.3 Derivation

B Project Brief

B Quality Management Strategy (for quality
management activities to be included in the
plan)

B Risk Management Strategy (for risk
management activities to be included in the
plan)



B Communication Management Strategy (for
communication management activities to be
included in the plan)

B Configuration Management Strategy (for
configuration management activities to be
included in the plan)

B Resource availability
B Registers and logs.

A.16.4 Format and presentation
A plan can take a number of formats, including:

B A stand-alone document or a section of the
Project Initiation Documentation

B Document, spreadsheet, presentation slides or
mindmap

B Entry in a project management tool.

The schedule may be in the form of a product
checklist (which is a list of the products to be
delivered within the scope of the plan, together
with key status dates such as draft ready, quality
inspected, approved etc.) or the output from a
project planning tool.

A.16.5 Quality criteria
B The plan is achievable
B Estimates are based on consultation with the

resources, who will undertake the work, and/or
historical data

B Team Managers agree that their part of the
plan is achievable

B It is planned to an appropriate level of detail
(not too much, not too little)

Table A.1 Example of a product checklist
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B The plan conforms to required corporate or
programme standards

B The plan incorporates lessons from previous
projects

B The plan incorporates any legal requirements

B The plan covers management and control
activities (such as quality) as well as the
activities to create the products in scope

B The plan supports the Quality Management
Strategy, Configuration Management Strategy,
Risk Management Strategy, Communication
Management Strategy and project approach

B The plan supports the management controls
defined in the Project Initiation Documentation.

A.17 PRODUCT DESCRIPTION

A.17.1 Purpose
A Product Description is used to:

B Understand the detailed nature, purpose,
function and appearance of the product

B Define who will use the product

B Identify the sources of information or supply
for the product

B Identify the level of quality required of the
product

B Enable identification of activities to produce,
review and approve the product

B Define the people or skills required to produce,
review and approve the product.

:.E_J Product Final quality Harrderd over
= Product Description Draft ready check Approved A :

= it (if applicable)
9 title approved completed

£

i

=

o

2

o Plan Actual | Plan Actual | Plan Actual | Plan Actual | Plan Actual
121 | Test Plan 02/01 02/01 07/02 07/02 14/02 21/02 21/02 28/02 NA NA
124 | Water Pump | 02/01 02/01 13/03 13/03 14/06 30/06 14/07
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A.17.2 Composition

Identifier Unique key, probably allocated by
the configuration management method and
likely to include the project name, item name
and version number
Title Name by which the product is known
Purpose This defines the purpose that the
product will fulfil and who will use it. Is it a
means to an end or an end in itself? It is helpful
in understanding the product’s functions, size,
quality, complexity, robustness etc.
Composition This is a list of the parts of the
product. For example, if the product were a
report, this would be a list of the expected
chapters or sections
Derivation What are the source products from
which this product is derived? Examples are:
® A design is derived from a specification
® A product is bought in from a supplier
® A statement of the expected benefits are
obtained from the user
@ A product is obtained from another
department or team
Format and presentation The characteristics of
the product — for example, if the product were
a report, this would specify whether the report
should be a document, presentation slides or an
email
Development skills required An indication of
the skills required to develop the product or
a pointer to which area(s) should supply the
development resources. Identification of the
actual people may be left until planning the
stage in which the product is to be created
Quality criteria To what quality specification
must the product be produced, and what
quality measurements will be applied by those
inspecting the finished product? This might be
a simple reference to one or more common
standards that are documented elsewhere,
or it might be a full explanation of some
yardstick to be applied. If the product is to be
developed and approved in different states
(e.g. dismantled machinery, moved machinery
and reassembled machinery), then the quality
criteria should be grouped into those that apply
for each state
Quality tolerance Details of any range in the
quality criteria within which the product would
be acceptable

Quality method The kinds of quality method

— for example, design verification, pilot, test,
inspection or review — that are to be used to
check the quality or functionality of the product
Quality skills required An indication of the
skills required to undertake the quality method
or a pointer to which area(s) should supply the
checking resources. Identification of the actual
people may be left until planning the stage in
which the quality inspection is to be done
Quality responsibilities Defining the producer,
reviewer(s) and approver(s) for the product.

A.17.3 Derivation

Product breakdown structure

The end-users of the product

Quality Management Strategy
Configuration Management Strategy.

A.17.4 Format and presentation

A Product Description can take a number of
formats, including:

Document, presentation slides or mindmap
Entry in a project management tool.

A.17.5 Quality criteria

The purpose of the product is clear and is
consistent with other products

The product is described to a level of detail
sufficient to plan and manage its development
The Product Description is concise yet sufficient
to enable the product to be produced, reviewed
and approved

Responsibility for the development of the
product is clearly identified

Responsibility for the development of the
product is consistent with the roles and
responsibilities described in the project
management team organization and the
Quality Management Strategy

The quality criteria are consistent with the
project quality standards, standard checklists
and acceptance criteria

The quality criteria can be used to determine
when the product is fit for purpose

The types of quality inspection required are
able to verify whether the product meets its
stated quality criteria



B The Senior User(s) confirms that their
requirements of the product, as defined in the
Product Description, are accurately defined

B The Senior Supplier(s) confirms that the
requirements of the product, as defined in the
Product Description, can be achieved.

A.18 PRODUCT STATUS ACCOUNT

A.18.1 Purpose

The Product Status Account provides information
about the state of products within defined limits.
The limits can vary. For example, the report could
cover the entire project, a particular stage, a
particular area of the project, or the history of

a specific product. It is particularly useful if the
Project Manager wishes to confirm the version
number of products.

A.18.2 Composition

B Report scope Describing the scope of the
report (e.g. for the entire project, by stage, by
product type, by supplier etc. The product’s
attribute can be used to select the subset of
products for the report)

B Date produced The date the report was
generated

B Product status For each product within the
scope of the report, the report may include:

® Product identifier and title

@ Version

@ Status and date of status change

® Product state

® Owner

® Copy-holders

® Location

® User(s)

#® Producer and date allocated to producer

#® Planned and actual date Product Description
was baselined

# Planned and actual date product was
baselined

# Planned date for the next baseline

@ List of related items

@ List of related issues (including changes
pending and approved) and risks.

A.18.3 Derivation
B Configuration Item Records
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B Stage Plan.

A.18.4 Format and presentation
A Product Status Account can take a number of
formats, including:

B Document, spreadsheet or report from a
database

B OQutput from a project management tool.

A.18.5 Quality criteria
B The details and dates match those in the Stage

Plan

B The product name is consistent with the

product breakdown structure and the name in

the Configuration Item Record.

A.19 PROJECT BRIEF

A.19.1 Purpose

A Project Brief is used to provide a full and firm
foundation for the initiation of the project and is
created in the Starting up a Project process.

In the Initiating a Project process, the contents of
the Project Brief are extended and refined in the
Project Initiation Documentation, after which the
Project Brief is no longer maintained.

A.19.2 Composition
B Project definition Explaining what the project

needs to achieve. It should include:

® Background
® Project objectives (covering time, cost,

quality, scope, risk and benefit performance
goals)

Desired outcomes

Project scope and exclusions

Constraints and assumptions

Project tolerances

The user(s) and any other known interested
parties

#® Interfaces

QOutline Business Case (see section A.2) Reasons
why the project is needed and the business
option selected. This will later be developed

into a detailed Business Case during the
Initiating a Project process

Project Product Description (see section A.21)
Including the customer’s quality expectations,
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user acceptance criteria, and operations and
maintenance acceptance criteria

B Project approach To define the choice of
solution that will be used within the project
to deliver the business option selected from
the Business Case, taking into consideration
the operational environment into which the
solution must fit

B Project management team structure A chart
showing who will be involved with the project

B Role descriptions For the project management
team and any other key resources identified at
this time

B References To any associated documents or
products.

A.19.3 Derivation

B A project mandate supplied at the start of the
project

B Programme management — if the project is part
of a programme, the Project Brief is likely to
be supplied by the programme, and therefore
it will not have to be derived from a project
mandate

B Discussions with corporate management
regarding corporate strategy and any policies
and standards that apply

B Discussions with the Project Board and users
if the project mandate is incomplete or if no
project mandate is provided

B Discussions with the operations and
maintenance organization (if applicable)

B Discussion with the (potential) suppliers
regarding specialist development lifecycles that
could be used

B lLessons Log.

A.19.4 Format and presentation

A Project Brief can take a number of formats,
incduding:

B Document or presentation slides

B Entry in a project management tool.

A.19.5 Quality criteria

B [tis brief because its purpose at this point is
to provide a firm basis on which to initiate a
project. It will later be refined and expanded as
part of the Project Initiation Documentation

B The Project Brief accurately reflects the project
mandate and the requirements of the business
and the users

B The project approach considers a range of
solutions, such as: bespoke or off-the-shelf;
contracted out or developed in-house; designed
from new or a modified existing product

B The project approach has been selected which
maximizes the chance of achieving overall
success for the project

B The project objectives, project approach and
strategies are consistent with the organization’s
corporate social responsibility directive

B The project objectives are Specific, Measurable,
Achievable, Realistic and Time-bound (SMART).

A.20 PROJECT INITIATION
DOCUMENTATION

A.20.1 Purpose

The purpose of the Project Initiation
Documentation is to define the project, in order
to form the basis for its management and an
assessment of its overall success. The Project
Initiation Documentation gives the direction and
scope of the project and (along with the Stage
Plan) forms the ‘contract’ between the Project
Manager and the Project Board.

The three primary uses of the Project Initiation
Documentation are to:

B Ensure that the project has a sound basis before
asking the Project Board to make any major
commitment to the project

B Act as a base document against which the
Project Board and Project Manager can assess
progress, issues and ongoing viability questions

B Provide a single source of reference about the
project so that people joining the ‘temporary
organization’ can quickly and easily find out
what the project is about, and how it is being
managed.

The Project Initiation Documentation is a living
product in that it should always reflect the current
status, plans and controls of the project. Its
component products will need to be updated and
re-baselined, as necessary, at the end of each stage,
to reflect the current status of its constituent parts.

The version of the Project Initiation Documentation
that was used to gain authorization for the project



is preserved as the basis against which performance
will later be assessed when closing the project.

A.20.2 Composition

There follows a contents list for the Project
Initiation Document. Note that the first two
(project definition and project approach) are
extracted from the Project Brief.

B Project definition Explaining what the project
needs to achieve. It should include:
® Background

Project objectives and desired outcomes

Project scope and exclusions

Constraints and assumptions

The user(s) and any other known interested

parties
#® Interfaces

B Project approach To define the choice of
solution that will be used in the project to
deliver the business option selected from
the Business Case, taking into consideration
the operational environment into which the
solution must fit

B Business Case (see section A.2) Describing the
justification for the project based on estimated
costs, risks and benefits

B Project management team structure A chart
showing who will be involved with the project

B Role descriptions For the project management
team and any other key resources

B Quality Management Strategy (see section
A.22) Describing the quality techniques and
standards to be applied, and the responsibilities
for achieving the required quality levels

B Configuration Management Strategy (see
section A.6) Describing how and by whom
the project’s products will be controlled and
protected

B Risk Management Strategy (see section A.24)
Describing the specific risk management
techniques and standards to be applied, and
the responsibilities for achieving an effective
risk management procedure

B Communication Management Strategy (see
section A4} To define the parties interested
in the project and the means and frequency of
communication between them and the project

B Project Plan (see section A.16) Describing
how and when the project’s objectives are to
be achieved, by showing the major products,
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activities and resources required on the project.
It provides a baseline against which to monitor
the project’s progress stage by stage

Project controls Summarizing the project-

level controls such as stage boundaries, agreed
tolerances, monitoring and reporting

Tailoring of PRINCE2 A summary of how
PRINCEZ2 will be tailored for the project.

A.20.3 Derivation

Project Brief

Discussions with user, business and supplier
stakeholders for input on methods, standards
and controls.

A.20.4 Format and presentation
The Project Initiation Documentation could be:

A single document

An index for a collection of documents

A document with cross-references to a number
of other documents

A collection of information in a project
management tool.

A.20.5 Quality criteria

The Project Initiation Documentation correctly
represents the project

It shows a viable, achievable project that

is in line with corporate strateqgy or overall
programme needs

The project management team structure is
complete, with names and titles. All the roles
have been considered and are backed up by
agreed role descriptions. The relationships and
lines of authority are clear. If necessary, the
project management team structure says to
whom the Project Board reports

It clearly shows a control, reporting and
direction regime that can be implemented,
appropriate to the scale, risk and importance
of the project to corporate or programme
management

The controls cover the needs of the Project
Board, Project Manager and Team Managers
and satisfy any delegated assurance
requirements

It is clear who will administer each control
The project objectives, approach and strategies
are consistent with the organization’s corporate
social responsibility directive, and the project
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controls are adequate to ensure that the project

remains compliant with such a directive
B Consideration has been given to the format
of the Project Initiation Documentation. For

small projects a single document is appropriate.

For large projects it is more appropriate for
the Project Initiation Documentation to be

a collection of stand-alone documents. The
volatility of each element of the Project
Initiation Documentation should be used to
assess whether it should be stand-alone, e.qg.
elements that are likely to change frequently
are best separated out.

A.21 PROJECT PRODUCT DESCRIPTION

A.21.1 Purpose

The Project Product Description is a special form of

Product Description that defines what the project
must deliver in order to gain acceptance. It is used
to:

B Gain agreement from the user on the project’s
scope and requirements

B Define the customer’s quality expectations

B Define the acceptance criteria, method and
responsibilities for the project.

The Product Description for the project product is
created in the Starting up a Project process as part
of the initial scoping activity, and is refined during
the Initiating a Project process when creating the

Project Plan. It is subject to formal change control

and should be checked at stage boundaries (during
Managing a Stage Boundary} to see if any changes

are required. It is used by the Closing a Project
process as part of the verification that the project

has delivered what was expected of it, and that the

acceptance criteria have been met.

A.21.2 Composition

B Title Name by which the project is known

B Purpose This defines the purpose that the
project’s product will fulfil and who will use
it. It is helpful in understanding the product’s
functions, size, quality, complexity, robustness
etc.

B Composition A description of the major
products to be delivered by the project

B Derivation What are the source products from
which this product is derived? Examples are:

Existing products to be modified

Design specifications

A feasibility report

Project mandate

Development skills required An indication of
the skills required to develop the product, or
a pointer to which area(s) should supply the
development resources

Customer’s quality expectations A description
of the quality expected of the project’s product
and the standards and processes that will

need to be applied to achieve that quality.
They will impact on every part of the product
development, and thus on time and cost. The
quality expectations are captured in discussions
with the customer. Where possible, expectations
should be prioritized

Acceptance criteria A prioritized list of criteria
that the project’s product must meet before
the customer will accept it — i.e. measurable
definitions of the attributes that must apply
to the set of products to be acceptable to

key stakeholders {and, in particular, the

users and the operational and maintenance
organizations). Examples are: ease of use, ease
of support, ease of maintenance, appearance,
major functions, development costs, running
costs, capacity, availability, reliability, security,
accuracy or performance

Project-level quality tolerances Specifying any
tolerances that may apply for the acceptance
criteria

Acceptance method Stating the means by
which acceptance will be confirmed. This

may simply be a case of confirming that all
the project’s products have been approved

or may involve describing complex handover
arrangements for the project’s product,
incdluding any phased handover of the project's
products

Acceptance responsibilities Defining who will
be responsible for confirming acceptance.

A.21.3 Derivation

Project mandate

Discussions with the Senior User and Executive —
possibly via scoping workshops

Request for proposal (if in a commercial
customer/supplier environment).



A.21.4 Format and presentation

A Product Description for the project product can
take a number of formats, including:

B Document, presentation slides or mindmap
B Entry in a project management tool.

A.21.5 Quality criteria

B The purpose is clear

B The composition defines the complete scope of
the project

B The acceptance criteria form the complete list
against which the project will be assessed

B The acceptance criteria address the
requirements of all the key stakeholders (e.g.
operations and maintenance)

B The Project Product Description defines how
the users and the operational and maintenance
organizations will assess the acceptability of the
finished product(s):
® All criteria are measurable
#® Each criterion is individually realistic

@ The criteria are realistic and consistent as a
set. For example, high quality, early delivery
and low cost may not go together

@ All criteria can be proven within the project
life (e.g. the maximum throughput of a
water pump), or by proxy measures that
provide reasonable indicators as to whether
acceptance criteria will be achieved post-
project {e.g. a water pump that complies
with design and manufacturing standards of
reliability)

B The quality expectations have considered:

#® The characteristics of the key quality
requirements (e.g. fast/slow, large/small,
national/global)

# The elements of the customer’s quality
management system that should be used

#® Any other standards that should be used

#® The level of customer/staff satisfaction that
should be achieved if surveyed.

A.22 QUALITY MANAGEMENT STRATEGY

A.22.1 Purpose

A Quality Management Strategy is used to define
the quality techniques and standards to be applied,
and the various responsibilities for achieving the
required quality levels, during the project.
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A.22.2 Composition

Introduction States the purpose, objectives and
scope, and identifies who is responsible for the
strategy
Quality management procedure A description
of (or reference to) the quality management
procedure to be used. Any variance from
corporate or programme management quality
standards should be highlighted, together with
a justification for the variance. The procedure
should cover:
@ Quality planning
® Quality control: the project’s approach to
quality control activities. This may include:
® Quality standards
® Templates and forms to be employed (e.g.
Product Description(s), Quality Register)
#® Definitions of types of quality methods
{(e.g. inspection, pilot)
® Metrics to be employed in support of
quality control
#® Quality assurance: the project’s approach to
quality assurance activities. This may include:
® Responsibilities of the Project Board
® Compliance audits
@ Corporate or programme management
reviews
Tools and techniques Refers to any quality
management systems or tools to be used, and
any preference for techniques which may be
used for each step in the quality management
procedure
Records Definition of what quality records
will be required and where they will be stored,
including the composition and format of the
Quality Register
Reporting Describes any quality management
reports that are to produced, their purpose,
timing and recipients
Timing of quality management activities States
when formal quality management activities are
to be undertaken, for example audits (this may
be a reference to the Quality Register)
Roles and responsibilities Defines the roles
and responsibilities for quality management
activities, including those with quality
responsibilities from corporate or programme
management.
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A.22.3 Derivation

B Project Board

B Project Brief:

#® Project management team structure (for
roles and responsibilities)

#® Project Product Description (for the
customer’s quality expectations and
acceptance criteria)

Organizational standards

Supplier and customer quality management
systems

Configuration management requirements
Change control requirements

Corporate or programme strategies

Facilitated workshops and informal discussions.

A.22.4 Format and presentation

A Quality Management Strategy can take a number

of formats, including:

B Stand-alone document or a section of the
Project Initiation Documentation
B Entry in a project management tool.

A.22.5 Quality criteria

B The strategy clearly defines ways in which the
customer’s quality expectations will be met

B The defined ways are sufficient to achieve the
required quality

B Responsibilities for quality are defined up to
a level that is independent of the project and
Project Manager

B The strategy conforms to the supplier's and
customer’s quality management systems

B The strategy conforms to the corporate or
programme quality policy

B The approaches to assuring quality for the
project are appropriate in the light of the
standards selected.

A.23 QUALITY REGISTER

A.23.1 Purpose

A Quality Register is used to summarize all the
quality management activities that are planned
or have taken place, and provides information for
the End Stage Reports and End Project Report. Its
purpose is to:

Issue a unique reference for each quality
activity

Act as a pointer to the quality records for a
product

Act as a summary of the number and type of
quality activities undertaken.

A.23.2 Composition

For each entry in the Quality Register, the
following should be recorded:

Quality identifier Provides a unique reference
for every quality activity entered into the
Quality Register. It will typically be a numeric or
alpha-numeric value

Product identifier(s) Unique identifier(s) for the
product(s) that the quality activity relates to
Product title(s} The name(s) by which the
product(s) is known

Method The method employed for the quality
activity (e.g. pilot, quality review, audit etc.)
Roles and responsibilities The person or

team responsible for the quality management
activities (e.qg. auditor or, for quality reviews,
presenter, reviewer(s), chair, administrator)
Dates Planned, forecast and actual dates for:
@ The quality activity

@ Sign-off that the quality activity is complete
Result The result of the quality activity. If

a product fails a quality review, then any
re-assessment should be listed as a separate
entry in the register, as the original quality
activity has been completed (in deciding that
the result is a *fail”)

Quality records References to the quality
inspection documentation, such as a test plan
or the details of any actions required to correct
errors and omissions of the products being
inspected.

A.23.3 Derivation

The format and composition of the Quality
Register will be defined in the Quality
Management Strategy

Entries are made when a quality activity

is entered on a Stage Plan for the current
management stage. It may be updated when a
Team Plan is created

The remaining information comes from the
actual performance of the quality activity



B The sign-off date is when all corrective action
items have been signed off.

A.23.4 Format and presentation

A Quality Register can take a number of formats,

including:

B Document, spreadsheet or database

B Stand-alone register or a carry forward in
progress review minutes

B Entry in a project management tool

B Part of an integrated project reqister for all
risks, actions, decisions, assumptions, issues,
lessons etc.

A.23.5 Quality criteria

B A procedure is in place that will ensure that
every quality activity is entered on the Quality
Register

B Responsibility for the Quality Register has been
allocated

B Actions are clearly described and assigned

B Entries are uniquely identified, including to
which product they refer

B Access to the Quality Register is controlled

B The Quality Register is kept in a safe place

B All quality activities are at an appropriate level
of control.

A.24 RISK MANAGEMENT STRATEGY

A.24.1 Purpose

A Risk Management Strategy describes the specific
risk management techniques and standards to be
applied and the responsibilities for achieving an
effective risk management procedure.

A.24.2 Composition

B Introduction States the purpose, objectives and
scope, and identifies who is responsible for the
strategy

B Risk management procedure A description
of (or reference to) the risk management
procedure to be used. Any variance from
corporate or programme management
standards should be highlighted, together with
a justification for the variance. The procedure
should cover activities such as:
® Identify
® Assess
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# Plan

# Implement

@ Communicate

Tools and techniques Refers to any risk
management systems or tools to be used, and
any preference for techniques which may be
used for each step in the risk management
procedure

Records Definition of the composition and
format of the Risk Register and any other risk
records to be used by the project

Reporting Describes any risk management
reports that are to be produced, including their
purpose, timing and recipients

Timing of risk management activities States
when formal risk management activities are

to be undertaken - for example, at end stage
assessments

Roles and responsibilities Defines the roles and
responsibilities for risk management activities
Scales Defines the scales for estimating
probability and impact for the project to ensure
that the scales for cost and time (for instance)
are relevant to the cost and timeframe of the
project. These may be shown in the form of
probability impact grids giving the criteria for
each level within the scale, e.g. for ‘very high’,
'high’, ‘'medium’, ‘low" and ‘very low'

Proximity Guidance on how proximity for risk
events is to be assessed. Proximity reflects the
fact that risks will occur at particular times and
the severity of their impact will vary according
to when they occur. Typical proximity categories
will be: imminent, within the stage, within the
project, beyond the project

Risk categories Definition of the risk categories
to be used (if at all). These may be derived from
a risk breakdown structure or prompt list. If no
risks have been recorded against a category,
this may suggest that the risk identification has
not been as thorough as it should have been
Risk response categories Definition of the

risk response categories to be used, which
themselves depend on whether a risk is a
perceived threat or an opportunity
Early-warning indicators Definition of any
indicators to be used to track critical aspects of
the project so that if certain predefined levels
are reached, corrective action will be triggered.
They will be selected for their relevance to the
project objectives
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Risk tolerance Defining the threshold levels of
risk exposure, which, when exceeded, require
the risk to be escalated to the next level of
management. (For example, a project-level risk
tolerance could be set as any risk that, should

it occur, would result in loss of trading. Such
risks would need to be escalated to corporate
or programme management.) The risk tolerance
should define the risk expectations of corporate
or programme management and the Project
Board

Risk budget Describing whether a risk budget
is to be established and, if so, how it will be
used.

A.24.3 Derivation

Project Brief
Business Case

The corporate or programme management's
risk management guide, strategy or policy.

A.24.4 Format and presentation

A Risk Management Strategy can take a number of
formats, including:

Stand-alone document or a section of the
Project Initiation Documentation
Entry in a project management tool.

A.24.5 Quality criteria

Responsibilities are clear and understood by
both customer and supplier

The risk management procedure is clearly
documented and can be understood by all
parties

Scales, expected value and proximity definitions
are cdear and unambiguous

The chosen scales are appropriate for the level
of control required

Risk reporting requirements are fully defined.

A.25 RISK REGISTER

A.25.1 Purpose

A Risk Register provides a record of identified
risks relating to the project, including their status
and history. It is used to capture and maintain
information on all of the identified threats and
opportunities relating to the project.

A.25.2 Composition

For each entry in the Risk Register, the following
should be recorded:

B Risk identifier Provides a unique reference for
every risk entered into the Risk Register. It will
typically be a numeric or alpha-numeric value

B Risk author The person who raised the risk

B Date registered The date the risk was
identified

B Risk category The type of risk in terms of
the project’s chosen categories {e.g. schedule,
quality, legal etc.)

B Risk description In terms of the cause, event
{threat or opportunity) and effect (description
in words of the impact)

B Probability, impact and expected value It is
helpful to estimate the inherent values (pre-
response action) and residual values (post-
response action). These should be recorded in
accordance with the project's chosen scales

B Proximity This would typically state how close
to the present time the risk event is anticipated
to happen (e.g. imminent, within stage, within
project, beyond project). Proximity should
be recorded in accordance with the project’s
chosen scales

B Risk response categories How the project will
treat the risk in terms of the project's chosen
categories. For example:

@ For threats: avoid, reduce, fallback, transfer,
accept, share

@ For opportunities: enhance, exploit, reject,
share

B Risk response Actions to resolve the risk, and
these actions should be aligned to the chosen
response categories. Note that more than one
risk response may apply to a risk

B Risk status Typically described in terms of
whether the risk is active or closed

B Risk owner The person responsible for
managing the risk (there can be only one risk
owner per risk)

B Risk actionee The person(s) who will
implement the action(s) described in the risk
response. This may or may not be the same
person as the risk owner.



A.25.3 Derivation

B The composition, format and presentation of
the Risk Register will be derived from the Risk
Management Strategy

B Entries are made on the Risk Register once a
new risk has been identified

B There may be one or more risks inherent in the
project mandate

B New risks may be discovered when creating
the Project Brief, designing and appointing
the project management team, establishing
the project’s controls and developing its plans,
when issuing Work Packages, when reviewing
Work Package status, or when reviewing stage
status

B Daily Log/Issue Register — often issues raised to
the Project Manager and captured in the Daily
Log or Issue Register are actually risks and only
identified as such after further examination.

A.25.4 Format and presentation

A Risk Register can take a number of formats,
including:

B Document, spreadsheet or database

B Stand-alone register or a carry forward in
progress review minutes

B Entry in a project management tool

B Part of an integrated project register for all
risks, actions, decisions, assumptions, issues,
lessons etc.

A.25.5 Quality criteria

B The status indicates whether action has been
taken

B Risks are uniquely identified, including
information about which product they refer to

B Access to the Risk Register is controlled and it is
kept in a safe place.

A.26  WORK PACKAGE

A.26.1 Purpose

A Work Package is a set of information about one
or more required products collated by the Project
Manager to pass responsibility for work or delivery
formally to a Team Manager or team member.
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A.26.2 Composition

Although the content may vary greatly according
to the relationship between the Project Manager
and the recipient of the Work Package, it should
cover:

B Date The date of the agreement between the
Project Manager and the Team Manager/person
authorized

B Team Manager or person authorized The name
of the Team Manager or individual with whom
the agreement has been made

B Work Package description A description of the
work to be done

B Techniques, processes and procedures Any
techniques, tools, standards, processes or
procedures to be used in the creation of the
specialist products

B Development interfaces Interfaces that must
be maintained while developing the products.
These may be people providing information or
those who need to receive information

B Operations and maintenance interfaces
Identification of any specialist products with
which the product(s) in the Work Package will
have to interface during their operational life.
These may be other products to be produced
by the project, existing products, or those to be
produced by other projects (for example, if the
project is part of a programme)

B Configuration management requirements A
statement of any arrangements that must be
made by the producer for: version control of
the products in the Work Package; obtaining
copies of other products or their Product
Descriptions; submission of the product to
configuration management; any storage or
security requirements; and who, if anyone,
needs to be advised of changes in the status of
the Work Package

B Joint agreements Details of the agreements
on effort, cost, start and end dates, and key
milestones for the Work Package

B Tolerances Details of the tolerances for the
Work Package (the tolerances will be for time
and cost but may also include scope and risk)

B Constraints Any constraints (apart from the
tolerances) on the work, people to be involved,
timings, charges, rules to be followed (for
example, security and safety) etc.
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B Reporting arrangements The expected The Work Package will vary in content and in
frequency and content of Checkpoint Reports degree of formality, depending on circumstances.
B Problem handling and escalation This refers to

Where the work is being conducted by a team
the procedure for raising issues and risks

working directly under the Project Manager,

B Extracts or references Any extracts or the Work Package may be an oral instruction —
references to related documents, specifically: although there are good reasons for putting it in
® Stage Plan extract This will be the relevant writing, such as avoidance of misunderstanding

section of the Stage Plan for the current and providing a link to performance assessment.

management stage or will be a pointerto it~ Where the work is being carried out by a supplier
® Product Description{s) This would under a contract and the Project Manager is part

normally be an attachment of the Product of the customer organization, there is a need for

Description(s) for the products identified in a formal written instruction in line with standards

the Work Package (nhote that the Product laid down in that contract.

Description contains the quality methods to

be used) A.26.5 Quality criteria

B Approval method The person, role or group B The required Work Package is clearly defined
who will approve the completed products and understood by the assigned resource
within the Work Package, and how the Project B There is a Product Description for each required
Manager is to be advised of completion of the product, with clearly identified and acceptable
products and Work Package. quality criteria

There should be space on the Work Package B The Product Description(s) matches up with the

to record both its initial authorization and its other Work Package documentation

acceptance and return as a completed Work B Standards for the work are agreed

Package. This can be enhanced to include B The defined standards are in line with those

an assessment of the work and go towards applied to similar products

performance appraisal. B All necessary interfaces have been defined

Projects with common controls across all \Work B The reporting arrangements include the

Packages may simply cross-reference the controls provision for raising issues and risks

defined in the Project Plan or Stage Plan. B There is agreement between the Project

Manager and the recipient on exactly what is to

A.26.3 Derivation be done

B Existing commercial agreements between the B There is agreement on the constraints,
customer and supplier (if any) including effort, cost and targets

B Quality Management Strategy B The dates and effort are in line with those

B Configuration Management Strategy shown in the Stage Plan for the current

B Stage Plan. management stage

B Reporting arrangements are defined

A.26.4 Format and presentation B Any requirement for independent attendance

A Work Package can take a number of formats, :t,ffanddparticipation in, quality activities is

efined.

including:

B Document

B Oral conversation between the Project Manager
and a Team Manager

B Entry in a project management tool.






Appendix B: Governance

The governance of project management concerns

those areas of corporate governance that are
specifically related to project activities. Effective

governance of project management ensures that

an organization’s project portfolio is aligned
to the organization's objectives, is delivered

efficiently, and is sustainable. Governance of
project management also supports the means by
which the corporate board and other major project
stakeholders are provided with timely, relevant and
reliable information.

Table B.1 The Association for Project Management’s governance of project management principles

Governance of project management principles

Addressed by PRINCE2?

The board has averall responsibility for governance of project

management.

This governance principle relates to the main board
of the corporate organization and is outside the
scope of PRINCE2.

The roles, responsibilities and performance criteria for the

governance of project management are clearly defined.

Partially. The project has clearly defined roles,
responsibilities and performance criteria for
governance, but PRINCE2 does not extend into the
governance responsibilities of the corporate roles.

Disciplined governance arrangements, supported by appropriate Fully.

methods and controls, are applied throughout the project

lifecycle.

A coherent and supportive relationship is demonstrated between  Partially. Each PRINCE2 project should demonstrate

the overall business strategy and the project portfolio.

alignment to corporate strategy through its Business
Case. PRINCE2 does not pravide quidance on
portfolio management.

All projects have an approved plan containing authorization points  Fully.
at which the Business Case is reviewed and approved. Decisions

made at authorization points are recorded and communicated.

Members of delegated authorization bodies have sufficient
representation, competence, authority and resources to enable

them to make appropriate decisions.

Partially. PRINCE? provides the framework for
effective delegation. The competence of project
personnel is outside the scope aof PRINCEZ,

The project Business Case is supported by relevant and realistic

Fully.

information that provides a reliable basis for making authorization

decisions.

The board, or its delegated agents, decide when independent

Partially. PRINCE2 recommends independent scrutiny

scrutiny of projects and project management systerns is required, by corporate or programme management as part of

and implement such scrutiny accordingly.

the Project Assurance responsibilities.

There are clearly defined criteria for reporting project status, and  Fully.
for the escalation of risks and issues to the levels required by the

organization.

The organization fosters a culture of improvement and of frank

internal disclosure of project information.

Partially. PRINCEZ encourages open reporting
through its management-by-exception and assurance
structures.

Project stakeholders are engaged at a level that is commensurate  Fully.
with their importance to the organization, and in a manner that

fosters trust.

From Directing Change: A Guide to Governance of Project Management (reprinted with minor revisions
2005), APM Governance SIG. © Association for Project Management, 2004. Reproduced with permission.
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PRINCE2 provides (if applied within the spirit of its
principles) a framework for effective governance.
Table B.1 shows how PRINCE2 addresses the
governance principles published by the Association
for Project Management.






Appendix C: Roles and responsibilities

C.1 PROJECT BOARD

The Project Board is accountable to corporate or
programme management for the success of the
project, and has the authority to direct the project
within the remit set by corporate or programme
management as documented in the project
mandate.

The Project Board is also responsible for the
communications between the project management
team and stakeholders external to that team (e.g.
corporate and programme management).

According to the scale, complexity, importance and
risk of the project, Project Board members may
delegate some Project Assurance tasks to separate
individuals. The Project Board may also delegate
decisions regarding changes to a Change Authority.

C.1.1 General responsibilities

During start-up and initiation:

B Confirm project tolerances with corporate or
programme management

Approve the Project Brief

Approve the Stage Plan for the initiation stage
Authorize project initiation

Decide whether to use a Change Authority

and, if so, agree the level of authority to be
delegated

Set the scale for severity ratings for issues

B Set the scale for priority ratings for requests for
change and off-specifications

B Approve the supplier contract (if the
relationship between the customer and supplier
is a commercial one)

B Approve the Project Initiation Documentation
(and its components)

B Authorize the start of the project.

During the project:

B Set tolerances for each stage and approve Stage
Plans

B Authorize each management stage and approve
the Product Descriptions for each stage

B Approve Exception Plans when stage-level
tolerances are forecast to be exceeded

B Communicate with stakeholders as defined
in the Communication Management Strategy
(including briefing corporate or programme
management about project progress)

B Provide overall guidance and direction to the
project, ensuring it remains viable and within
any specified constraints

B Respond to requests for advice from the Project
Manager

B Ensure that risks are being tracked and
managed as effectively as possible

B Approve changes (unless delegated to a Change
Authority)

B Make decisions on escalated issues

B Approve completed products.

At the end of the project:

B Provide assurance that all products have been
delivered satisfactorily

B Provide assurance that all acceptance criteria
have been met

B Confirm acceptance of the project product

B Approve the End Project Report and ensure that
any issues, lessons and risks are documented
and passed on to the appropriate body

B Authorize follow-on action recommendations
and Lessons Reports to be distributed to
corporate or programme management

B Transfer responsibility for the updated Benefits
Review Plan to corporate or programme
management

B Authorize project closure and send project
closure notification to corporate or programme
management.

C.1.2 Competencies
To be successful, the Project Board should:

B Have sufficient authority to make decisions,
approve plans and authorize any necessary
deviation from Stage Plans

B Have sufficient authority to allocate resources
to the project

B Be capable of adequately representing the
business, user and supplier interests
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B Ideally be able to stay with the project
throughout its life.

Key competencies include:

B Decision making

B Delegation

B Leadership

B Negotiation and conflict resolution.

C.2 EXECUTIVE

The Executive is ultimately responsible for the
project, supported by the Senior User and Senior
Supplier. The Executive’s role is to ensure that the
project is focused throughout its life on achieving its
objectives and delivering a product that will achieve
the forecast benefits. The Executive has to ensure
that the project gives value for money, ensuring a
cost-conscious approach to the project, balancing
the demands of the business, user and supplier.

Throughout the project, the Executive is
responsible for the Business Case.

The Project Board is not a democracy controlled by
votes. The Executive is the ultimate decision maker
and is supported in the decision making by the
Senior User and Senior Supplier.

C.2.1 Responsibilities

In addition to the Project Board's collective
responsibilities, the Executive will:

B Design and appoint the project management
team (in particular the Project Manager)

B Oversee the development of the Project Brief
and the outline Business Case, ensuring that
the project is aligned with corporate strategies
(and presenting the outline Business Case to
corporate or programme management for
approval where required)

B Oversee the development of the detailed
Business Case

B Secure the funding for the project

B Approve any additional supplier contracts (if
the relationship between the user and supplier
is a commercial one)

B Hold the Senior Supplier to account for the
quality and integrity of the specialist approach
and specialist products created for the project

B Hold the Senior User to account for realizing
the benefits defined in the Business Case,
ensuring that benefits reviews take place to

monitor the extent to which the Business Case
benefits are achieved

B Transfer responsibility for post-project
benefits reviews to corporate or programme
management

B Monitor and control the progress of the project
at a strategic level, in particular reviewing the
Business Case reqularly

B Escalate issues and risks to corporate or
programme management if project tolerance is
forecast to be exceeded

B Ensure that risks associated with the Business
Case are identified, assessed and controlled

B Make decisions on escalated issues, with
particular focus on continued business
justification

B Organize and chair Project Board reviews

B Ensure overall business assurance of the project
— that it remains on target to deliver products
that will achieve the expected business benefits,
and that the project will be completed within
its agreed tolerances. Where appropriate,
delegate some business Project Assurance
activities (see section C.7).

C.3 SENIOR USER

The Senior User(s) is responsible for specifying the
needs of those who will use the project’s products,
for user liaison with the project management team,
and for monitoring that the solution will meet
those needs within the constraints of the Business
Case in terms of quality, functionality and ease of
use.

The role represents the interests of all those who
will use the project’s products (including operations
and maintenance), those for whom the products
will achieve an objective or those who will use the
products to deliver benefits. The Senior User role
commits user resources and monitors products
against requirements. This role may require more
than one person to cover all the user interests. For
the sake of effectiveness, the role should not be
split between too many people.

The Senior User(s) specifies the benefits and is
held to account by demonstrating to corporate
or programme management that the forecast
benefits which were the basis of project approval
have in fact been realized. This is likely to involve
a commitment beyond the end of the life of the
project.



C.3.1 Responsibilities

In addition to the Project Board's collective
responsibilities, the Senior User(s) will:

B Provide the customer’s quality expectations and
define acceptance criteria for the project

B Ensure that the desired outcome of the project
is specified

B Ensure that the project produces products that
will deliver the desired outcomes, and meet
user requirements

B Ensure that the expected benefits (derived from
the project’s outcomes) are realized

B Provide a statement of actual versus forecast
benefits at the benefits reviews

B Resolve user requirements and priority conflicts

B Ensure that any user resources required for
the project {e.g. to undertake user quality
inspections and product approval) are made
available

B Make decisions on escalated issues, with
particular focus on safeguarding the expected
benefits

B Brief and advise user management on all
matters concerning the project

B Maintain business performance stability during
transition from the project to business as usual

B Provide the user view on follow-on action
recommendations

B Undertake Project Assurance from the user
perspective (user assurance) and, where
appropriate, delegate user Project Assurance
activities (see section C.7).

C.4 SENIOR SUPPLIER

The Senior Supplier represents the interests of
those designing, developing, facilitating, procuring
and implementing the project’s products. This role
is accountable for the quality of products delivered
by the supplier(s) and is responsible for the
technical integrity of the project. If necessary, more
than one person may be required to represent the
suppliers.

Depending on the particular customer/supplier
environment, the customer may also wish to
appoint an independent person or group to carry
out assurance on the supplier's products (for
example, if the relationship between the customer
and supplier is a commercial one).
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C.4.1 Responsibilities

In addition to the Project Board's collective
responsibilities, the Senior Supplier will:

B Assess and confirm the viability of the project
approach

B Ensure that proposals for designing and
developing the products are realistic

B Advise on the selection of design, development
and acceptance methods

B Ensure that the supplier resources required for
the project are made available

B Make decisions on escalated issues, with
particular focus on safeguarding the integrity
of the complete solution

B Resolve supplier requirements and priority
conflicts

B Brief non-technical management on supplier
aspects of the project

B Ensure quality procedures are used correctly, so
that products adhere to requirements

B Undertake Project Assurance from the
supplier perspective (supplier assurance) and,
where appropriate, delegate supplier Project
Assurance activities (see section C.7).

C.5 PROJECT MANAGER

The Project Manager has the authority to run the
project on a day-to-day basis on behalf of the
Project Board within the constraints laid down by
them.

The Project Manager's prime responsibility is to
ensure that the project produces the required
products within the specified tolerances of time,
cost, quality, scope, risk and benefits. The Project
Manager is also responsible for the project
producing a result capable of achieving the
benefits defined in the Business Case.

C.5.1 Responsibilities

The Project Manager's responsibilities include the
following:

B Prepare the following baseline management
products, in conjunction with any Project
Assurance roles, and agree them with the
Project Board.:

@ Project Brief, including the Project Product
Description
® Benefits Review Plan
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#® Project Initiation Documentation (and its
components)

#® Stagef/Exception Plans and their Product
Descriptions

® Work Packages

Prepare the following reports:

Highlight Reports

Issue Reports

End Stage Reports

Lessons Reports

Exception Reports

End Project Report

Maintain the following records

#® Issue Register

® Risk Register

® Daily Log

® Lessons Log

Liaise with corporate or programme
management to ensure that work is neither
overlooked nor duplicated by related projects
Liaise with any external suppliers or account
managers

Lead and motivate the project management
team

Ensure that behavioural expectations of team
members are established

Manage the information flows between the
directing and delivering levels of the project
Manage the production of the required
products, taking responsibility for overall
progress and use of resources and initiating
corrective action where necessary

Establish and manage the project's procedures
- risk management, issue and change
control, configuration management, and
communication

Establish and manage the project controls -
monitoring and reporting

Authorize Work Packages

Advise the Project Board of any deviations from
the plan

Unless appointed to another person(s), perform
the Team Manager role (see section C.6)
Unless appointed to another person (or
corporate/programme function), perform the
Project Support role (see section C.9)
Implement the Configuration Management
Strategy

B Ensure project personnel comply with the
Configuration Management Strategy

B Schedule configuration audits to check that
the physical products are consistent with the
Configuration Item Records and initiate any
necessary corrective action.

C.5.2 Competencies

Different types of project will require different
types of project management skills. To be
successful, the Project Manager must be able
to balance the different aspects of the Project
Manager role for a particular project.

Key competencies include:

Planning

Time management
People management
Problem solving
Attention to detail
Communication
Negotiation

Conflict management.

C6 TEAM MANAGER

The Team Manager’s prime responsibility is to
ensure production of those products defined by
the Project Manager to an appropriate quality, in a
set timescale and at a cost acceptable to the Project
Board. The Team Manager role reports to, and
takes direction from, the Project Manager.

C.6.1 Responsibilities

B Prepare the Team Plan and agree it with the
Project Manager

B Produce Checkpoint Reports as agreed with the
Project Manager

B Plan, monitor and manage the team’s work

B Take responsibility for the progress of the
team’s work and use of team resources, and
initiate corrective action, where necessary,
within the constraints laid down by the Project
Manager

B Identify and advise the Project Manager of any
issues and risks associated with a Work Package

B Advise the Project Manager of any deviations
from the plan, recommend corrective action,
and help to prepare any appropriate Exception
Plans



B Pass back to the Project Manager products that
have been completed and approved in line with
the agreed Work Package requirements

B Liaise with any Project Assurance and Project
Support roles

B Ensure that quality activities relating to the
team’s work are planned and performed
correctly, and are within tolerance

B Ensure that the appropriate entries are made in
the Quality Register

B Manage specific issues and risks as directed by
the Project Manager

B Assist the Project Manager in examining issues
and risks

B Ensure that all assigned issues are properly
reported to the person maintaining the Issue
Register.

C.6.2 Competencies

Different types of project will require different
types of skills from the Team Manager.

Key competencies are similar to that of a Project
Manager.

C.7 PROJECT ASSURANCE

Project Assurance covers the primary stakeholder
interests (business, user and supplier).

Project Assurance has to be independent of the
Project Manager; therefore the Project Board
cannot delegate any of its assurance activities to
the Project Manager.

C.7.1 Responsibilities

The implementation of the assurance
responsibilities needs to answer the question: what
is to be assured? A list of possibilities applicable

to the business, user and supplier stakeholder
interests would include ensuring that:

B Liaison is maintained between the business,
user and supplier throughout the project

B Risks are controlled

B The right people are involved in writing Product
Descriptions

B The right people are planned to be involved in
quality inspection at the correct points in the
products’ development

B Staff are properly trained in the quality
methods
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The quality methods are being correctly
followed

Quality control follow-up actions are dealt with
correctly

An acceptable solution is being developed

The scope of the project is not changing
unnoticed

Internal and external communications are
working
Applicable standards are being used

The needs of specialist interests (for example,
security) are being observed.

Business assurance responsibilities

Assist the Project Manager to develop the
Business Case and Benefits Review Plan (if it is
being prepared by the Project Manager)
Advise on the selection of project management
team members

Advise on the Risk Management Strategy
Review the Business Case for compliance with
corporate or programme standards

Verify the Business Case against external events
and against project progress

Check that the Business Case is being adhered
to throughout the project

Check that the project remains aligned to the
corporate or programme strategy

Review project finance on behalf of the
customer

Verify that the solution continues to provide
value for money

Periodically check that the project remains
viable

Assess that the aggregated risk exposure
remains within project tolerance

Check that any supplier and contractor
payments are authorized

Review issues and risks by assessing their impact
on the Business Case

Constrain user and supplier excesses

Inform the project management team of any
changes caused by a programme of which

the project is part (this responsibility may

be transferred if there is other programme
representation on the project management
team)

Monitor stage and project progress against the
agreed tolerances.
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User assurance responsibilities

Advise on stakeholder engagement

Advise on the Communication Management
Strategy

Ensure that the specification of the user's needs
is accurate, complete and unambiguous

Assess whether the solution will meet the user’s
needs and is progressing towards that target
Advise on the impact of potential changes from
the user’s point of view

Monitor risks to the user

Ensure that the quality activities relating to
products at all stages has appropriate user
representation

Ensure that quality control procedures are used
correctly to ensure that products meet user
requirements

Ensure that user liaison is functioning
effectively.

Supplier assurance responsibilities

Review the Product Descriptions

Advise on the Quality Management Strategy
and Configuration Management Strateqgy
Advise on the selection of the development
strateqy, design and methods

Ensure that any supplier and operating
standards defined for the project are met and
used to good effect

Advise on potential changes and their impact
on the correctness, completeness and integrity
of products against their Product Description
from a supplier perspective

Monitor any risks in the production aspects of
the project

Assess whether quality control procedures

are used correctly, so that products adhere to
requirements.

C.7.2 Competencies
To be successful, Project Assurance should:

Be capable of adequately representing the
business, user or supplier stakeholder interests
Have sufficient credibility to ensure that advice
and guidance are followed

Have sufficient specialist knowledge of the
business, user or supplier stakeholder areas
Ideally be able to stay with the project
throughout its lifecycle.

Key competencies include:

B Diplomacy

B Thoroughness

B Attention to detail
B Communication.

C.8 CHANGE AUTHORITY

The Project Board may delegate authority for
approving responses to requests for change or off-
specifications to a separate individual or group,
called a Change Authority. The Project Manager
could be assigned as the Change Authority

for some aspects of the project (e.g. changing
baselined Work Packages if it does not affect stage
tolerances).

C.8.1 Responsibilities

B Review and approve or reject all requests
for change and off-specifications within the
delegated limits of authority and change
budget set by the Project Board

B Refer to the Project Board if any delegated
limits of authority or allocated change budget
are forecast to be exceeded.

C.8.2 Competencies
The Change Authority should:

B Be capable of adequately representing the
business, user and supplier stakeholder interests

B Have sufficient credibility to ensure that advice
and guidance are followed

B Have sufficient specialist knowledge of the
business, user or supplier stakeholder areas.

Key competencies include:

B Decision making
B Planning

B Attention to detail
B Problem solving.

C.9 PROIJECT SUPPORT

The provision of any Project Support on a formal
basis is optional. If it is not delegated to a separate
person or function it will need to be undertaken by
the Project Manager.

One support function that must be considered is
that of configuration management. Depending
on the project size and environment, there may



be a need to formalize this and it may become a
task with which the Project Manager cannot cope
without support.

Project Support functions may be provided

by a project office or by specific resources for

the project. Refer to OGC's guidance Portfolio,
Programme and Project Support Offices (2008) for
further information on the use of a project office.

C.9.1 Responsibilities
The following is a suggested list of tasks:

Set up and maintain project files

Establish document control procedures
Collect actuals data and forecasts

Update plans

Administer or assist the quality review process
Administer or assist Project Board meetings
Assist with the compilation of reports

Contribute expertise in specialist tools and

techniques (for example, planning and control

tools, risk analysis)

Maintain the following records

® Quality Register

# Configuration Item Records

® Any other registersflogs delegated by the
Project Manager

Administer the configuration management

procedure (these responsibilities may be

undertaken by a configuration librarian from

corporate or programme management):

® Administer the receipt, identification,
versions, storage and issue of all project
products

® Provide information on the status of all
products (by preparing and issuing Product
Status Accounts)

#® Archive superseded product copies

# Ensure the security and preservation of the
master copies of all project products

# Maintain a record of all copies issued

# Notify holders of any changes to their copies

® Number, record, store and distribute Issue
Reports

# Conduct configuration audits.
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C.9.2 Competencies

Typical competencies for Project Support roles will
depend on the type of project and organization.

Key competencies include:

B Administration and organization
B Knowledge of specialist tools and techniques

B Knowledge of corporate or programme
management standards applicable to the
project.









Appendix D:Product-based planning

example

D.1 SCENARIO

A project is required to organize and run a
conference for between 80 and 100 delegates. The
date and subject matter are set, and the focus of
the conference is to bring members of a particular
profession up to date on recent developments in
professional procedures and standards. The project
team will need to identify a venue, and check its
availability, facilities and price before booking it.
They will also need to identify suitable speakers and
book them, before producing a detailed agenda
and programme. A mailing list of delegates is
available, and once the venue has been booked, the
project team will need to issue a press release based
on the agreed programme. Part of the project will
involve producing 100 delegate handouts, with a

cover reflecting the selected subject matter. These
handouts must contain a printed agenda covering
the agreed programme, copies of slides and notes
used by the speakers, and a feedback form to
capture attendee reviews. Booking arrangements
for attending the conference, including details of
the programme and venue, must be sent out in the
mail-shot. The team will need to regularly update
the attendance list based on responses to the mail-
shot, and make arrangements to recruit staff to help
on the day, based on the final attendance list.

D.2 EXAMPLE OF A PROJECT PRODUCT
DESCRIPTION

Table D.1 gives an example of a Project Product
Description for an annual conference.

Conference

Key:

External Product

group

Product

product

7 Previous
S Delegate & Conference conference
1 Venue 2 Attendees 3 Speakers 4 Publicity s aistics [Eesamaand
materials
1.1 Venue - Sheg el 4.1 Mail-shot )| ’ LEE|Z§ed
requirements options [ 5.1 Covers !
matter
5.2 Printed
] -
1.2 Candidate 2.2 3 2 Speaker 42 SHEnee 6.2
wenes Responses invitations — Pressrelease Agreed date
53 Slides and
1.3 Wenue 2.3 Booking 3.3 Booked S 63 Agreed
Fssessmients — arrangements speakers === programme
5.4 satisfaction 5.4
1.4 Selected and 2.4 Final — to,
“the-
booked venue w—\ attendee list subveyfanm On;:?fday

Figure D.1 Product breakdown structure in the form of a hierarchy chart
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Table D.1 Example of a Project Product Description for an annual conference

Title Annual conference

Purpose The conference is the annual showicase of the profession and provides its members with an
opportunity to learn about the latest developments in professional procedures and standards,
and to network with fellow members

Conference venue
Attendees
Speakers

Publicity

Delegate handouts

Composition

H E N

Canference logistics.

ol

Derivation Selected subject matter

Mailing list
Previous conference lessons and materials
Agreed date.

9]

Development skills
required

Conference management
Marketing

Public relations.

Custorner's quality Priority 1: The conference must be

expectations B Professional in style, funded by attendees and address the needs of the range of members
{from beginners to experienced professionals)

B The event will provide a forum for networking
B Repeat attendance at future conferences is generated from satisfied members

Priority 2:

B The speakers will be chosen on the basis of their knowledge, experience and expertise.
They are not delivering a ‘sales pitch’ to the members

B The conference will be interactive in style

B The conference will be held at a central location, therefore minimizing travel.

Acceptance criteria and  In priority order:
project-level quality
tolerances

The cost of the conference must be covered by the attendance fees

Minimum of 80 and maxirnum of 100 people attend the conference

9]

More than 50% of the presentations are interactive (tutorials rather than lectures)

The speakers and programme are approved by the editorial board representing the
interests of the members

The attendees’ satisfaction survey indicates that »75% will attend next year’s conference
and/or recommend it to colleagues.

The hotel venue is within three miles of a main line train station

Acceptance method As the conference cannat be rerun should it prove to be unacceptable, the Project Board will
grant:

B Preliminary acceptance — based on approval of the agreed programme by the editorial
board and independent assurance that the attendee numbers and conference costs are
forecast to be acceptable

B Final acceptance — based on the End Project Report providing evidence that the acceptance
criteria were met.

Acceptance B The Senior User and Executive are responsible for confirming acceptance
responsibilities
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6.1 Selected subject matter

7 Previous conference materials

|Externa| I
6.2 Agreed date

6 Conference logistics

6.3 Agreed programme

6.4 On-the-day staff

1.1 Venue requirements
1.2 Candidate venues

1 Venue
1.3 Venue assessments

1.4 Selected and booked venue

2.1 Mailing list

Conference

5.1 Covers

5 Delegate handouts

2.2 Responses

2 Attendees

5.2 Printed agenda o
5.3 Slides and notes
5.4 Satisfaction survey form
4.1 Mail-shot aid
el 4 Publicity

4.2 Press release

2.3 Booking arrangements
2.4 Final attendee list

3.1 Speaker options
3 Speakers,:(a.z Speaker invitations
3.3 Booked speakers

Figure D.2 Product breakdown structure in the form of a mindmap

D.3 EXAMPLES OF A PRODUCT
BREAKDOWN STRUCTURE

B Hierarchy chart (Figure D.1)
B Mindmap (Figure D.2)

B [ndented list.

PRINCE2 does not specify the format in which

a product breakdown structure is drawn. Three
example formats are provided for the conference
project:

Product breakdown structure in the form of an indented list

Conference 4

1 Venue
1.1 Venue requirements
1.2 Candidate venues
1.3 Venue assessments
1.4 Selected and booked venue
2 Attendees
2.1 Mailing list (external)
2.2 Responses (external)
2.3 Booking arrangements
2.4 Final attendee list
3 Speakers
3.1 Speaker options
3.2 Speaker invitations 7
3.3 Booked speakers

Publicity

4.1 Mail-shot

4.2 Press release

Delegate handouts

5.1 Covers

5.2 Printed agenda

5.3 Slides and notes

5.4 Satisfaction survey form
Conference logistics

6.1 Selected subject matter (external)
6.2 Agreed date (external)
6.3 Agreed programme

6.4 On-the-day staff

Previous conference lessons and materials
(external).
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D.4 EXAMPLE OF A PRODUCT DESCRIPTION

Identifier Conference/d.1/version 1.0
Title Mail-shot
Purpose The mail-shot is the primary means of advertising the conference to potential

delegates. It will be mailed to a list of professionals working in the industry.

Composition ¢ Mailing envelope
e Letter giving outline explanation of the conference

e Leaflet giving detailed explanation of the conference, the venue and
how to make a booking

e Booking form

e  Response envelope

Derivation e Mailing list
¢  Agreed programme
¢ Booking arrangements

e Selected venue

Format and Letter to be A4 on standard branded letterhead

tati . .
presentation Leaflet and booking form to be A5 size

Mailing envelope to be €5

Development skills Marketing, design and copywriting skills required

required
q Knowledge of conference necessary

Quality ¢  Producer - Event management company

responsibilities
P e Reviewers — as stated under ‘Quality Skills Required’

e  Approver — Membership secretary

Quality criteria Quality tolerance Quality method Quality skills required
Adheres to corporate | As defined in corporate | PRINCEZ2 quality review Marketing team
identity standards identity standards

Letter and leaflet None Inspection Conference Project
accurately reflect all Manager

agreed details of the

conference

No spelling or None Word processor spell Proof reader
grammatical errors in checker

any elements of the | -

mail-shot nspection

The covering letter fits | May extend to reverse of | Inspection Proof reader

on one side of A4 a single sheet of A4




Appendix D: Product-based planning example | 283

D.5 PRODUCT FLOW DIAGRAM

6.1
Selected

subject
matter

1.1 Venue
— — Requirements

-

3.1 Speaker
options

2.3 Booking
1.2 Candidate arrangements
venues

3.2 Speaker
invitations

1.2 Venue
assessments

3.3 Booked

speakers 21
1.4 Selected Mailing
and booked list
6.3 Agreed velils |
programme
1 | 1 -
51 5.3 52 sa ?4 _ 4.2 Press 4.1 Mail-shot
' Slides and Printed mbiipentiatl release
Covers survey
notes agenda s
5 Delegate 2.4 Final )
d handouts attle_r;tdee Responses
i

7
Previous
conference
lessons and
materials

6.4
On-the-day
staff

Conference |

Figure D.3 Example of a product flow diagram for the conference project

Note: Only the project product, releases and products need to be transferred from the product breakdown
structure to the product flow diagram. For example, in this scenario the planner has used ‘publicity’ in

the product breakdown structure but the only publicity products that need to be produced are the mail-
shot and press release. ‘Publicity’ is not a product that requires work but a convenient way to describe the
products that provide the publicity for the conference, whereas the delegate handout is a product that is
created by bringing together the covers, printed agenda, printouts of the conference slides and notes, and
the satisfaction survey form products.









Appendix E: Health check

The following are process-oriented checklists It is important to note that any reference to
that can be used at various points in the project a management product means ‘in accordance
to assess that the key aspects of PRINCE2 are with the Product Description in Appendix A’
adequately addressed. The checklists are not and in particular the quality criteria for those
exhaustive but should provide reasonable management products should also be reviewed.

confidence as to whether a project is being
managed in accordance with PRINCE2.

E.1 STARTING UP A PROJECT

Question Yes/No

1 Have project management team roles been allocated for the:

Executive?

o | @

Project Manager?

Senior User(s)?

Senior Supplier(s} — if appropriate at this point?

Project Support?

Team Managers — if appropriate at this point?

Project Assurance?

o |EE || e [ &

Change Authority — it appropriate at this point?

Do the Project Board members have sufficient authority, availability and credibility to direct the project?

Are the project’s stakeholders sufficiently represented by the Project Board?

Do role descriptions exist for each key appointment?

Have those people appointed confirmed their acceptance?

Has a Daily Log been set up?

Has the Lessons Log been set up?

Have lessons from previous similar projects been identified and, where appropriate, applied?

O~y | |w]|k

It the organization has not undertaken a project like this before, have lessons been sought from
comparable projects external to the organization?

10 Has the Project Brief been produced?

11 Is there an outline Business Case?

12 Has the Project Product Description been produced?

13 Has the project approach been decided upon?

14 Is there a Stage Plan for the initiation stage?
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E.2 DIRECTING A PROJECT

E.2.1 Authorize initiation

Question Yes/No
15 Has the Project Board approved the Project Brief? Specifically, has it:
B Confirmed the project definition and approach?
B Reviewed and approved the Project Product Description?
B Formally confirmed the appointments to the core project management team?
B Reviewed and approved the outline Business Case, particularly the projected benefits?
16 Has the Project Board approved the Initiation Stage Plan? Specifically, has it:
B Approved the plan to develop the Project Initiation Documentation?
B Obtained or committed the resources needed by the Stage Plan for the initiation stage?
B Ensured that adequate reporting and control mechanisms are in place for the initiation stage?
B Set tolerances for the initiation stage?
B Requested the necessary logistical support {for example, accommodation, communication facilities,
equipment and any Project Support) from corporate or programme management?
B Confirmed that they have understood any risks that affect the decision to authorize the initiation
stage?
B Confirmed to the Project Manager that the work defined in the Initiation Stage Plan may start?
17 Has the Project Board informed corporate or programme management (and other interested parties)
that project initiation has been authorized?
E.2.2 Authorize the project
Question Yes/No

18  Has the Project Board approved the Project Initiation Documentation? Specifically, has it:

Confirmed that the Business Case is viable, desirable and achievable and meets corporate or
programme management expectations and standards, and approved it?

Confirmed that lessons from previous similar projects have been reviewed and incorporated?

Confirmed that the Quality Management Strategy will deliver the quality expectations, and
approved it?

Confirmed that that the Configuration Management Strategy will deliver the approach expected,
and approved it?

Confirmed that that the Risk Management Strategy will safeguard the project, and approved it?

Confirmed that there has been a risk assessment, and that risk response actions have been
planned?

Confirmed the validity and achievability of the Project Plan and approved it?

Confirmed that the Benefits Review Plan covers all expected benefits, and approved it?

Confirmed that all members of the project management team have agreed their roles (the project
management team structure, roles and responsibilities)?

Ensured that the project controls are adequate for the nature of the project?

Ensured that the information needs and timing of communications, as defined in the
Communication Management Strateqy, are adequate for the nature of the project, and approved it?

Reviewed the tolerances for the project provided by corporate or programme management to
ensure that they are appropriate and realistic?
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Question Yes/No

B Considered the consistency of the various components and approved the Project Initiation
Documentation overall?

19 Has the Project Board informed corporate or programme management (and other interested parties)
that the project has been authorized?

E.2.3 Authorize a Stage or Exception Plan

Question Yes/No

20 Has the Project Board reviewed the End Stage Report? Specifically:

B Did the board review the performance status of the project using the End Stage Report for the
current management stage?

B Has the board reviewed the benefits achieved and lessons learned during the stage?

21 Has the Project Board assessed overall project viability? Specifically, has it:

B Reviewed the Project Plan and the position in relation to project tolerances agreed with corporate
of programme management?

¥ Reviewed the Business Case to ensure that the project is still justified?

B Reviewed the key risks to ensure that the exposure level is still acceptable and that response actions
are planned?

B Obtained decisions from outside the project for any potential deviations beyond project tolerances?
{For example, if this project is part of a programme, then programme management should have
examined the impact on the programme, and taken appropriate action.)

22 Has the Project Board reviewed and approved the next Stage Plan {or Exception Plan}? Specifically, has it;

Reviewed the plan for which the Project Manager is seeking approval? (This will be a Stage Plan for
the next management stage or an Exception Plan .}

B Authorized the Project Manager to proceed with the submitted plan (Stage Plan or Exception Plan)
or instructed the Project Manager to prematurely close the project?

B Set the tolerances for the next management stage or (in the case of an Exception Plan) revised the
current stage tolerances as necessary?

23 Has the Project Board informed corporate or programme management (and other interested parties)
that the next stage has been authorized (or an exception plan for the current stage has been
approved)?

E.2.4 Give ad hoc direction

Question Yes/No

24 Has the Project Board responded to the Project Manager’s requests? Specifically, has it:

Reviewed the request? (This could be informal or formal, the latter in the form of an Issue Report.}

Made a decision — for example, approved, rejected, deferred decision, requested more information?

B Provided guidance to the Project Manager?

25 Has the Project Board responded to reports? Specifically, has it:

B Reviewed the latest Highlight Report in order to understand the status of the project and satisfied
itself, through a dialogue with the Project Manager, that the stage is progressing according to plan?

B Made decisions on Exception Reports — adjusted tolerances or approved responses to the exception
as appropriate?
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Question Yes/No
Made decisions on Issue Reports within the board’s delegated limits of authority or sought advice
from corporate or programme management?
26 Has the Project Board responded to external influences? Specifically, has it:
Ensured that the project is kept informed of external events that may affect it?
Ensured that the project remains focused on the corporate or programme objectives set, and
remains justified in business terms?
B Ensured that the Project Manager is notified of any changes in the corporate or programme
environment that may impact on the project and that appropriate action is taken?
27 Has the Project Board informed corporate or programme management (and other interested parties) of
the project’s progress in accordance with the Communication Management Strategy?
E.2.5 Authorize project closure
Question Yes/No
28  Has the Project Board confirmed handover and acceptance? Specifically, has it:

Verified that the handover of the project product was in accordance with the Configuration
Management Strategy and in particular that records of all required user acceptance and
operational/maintenance acceptance exist?

Ensured that, where appropriate, the resulting changes in the business are supported and
sustainable?

B Ensured that any customer quality expectations that cannot be confirmed until after the project
closes (e.g. performance levels regarding reliability) are included in the Benefits Review Plan as a
post-project check?

29

Has the Project Board Approved the End Project Repoart? Specifically, has it:

B Used the version of the Project Initiation Documentation which was appraved at project initiation as
the baseline to assess how the project has deviated from its initial basis, and to provide information
against which the success of the project can be judged?

Ensured follow-on action recommendations have been recorded correctly in the End Project Report
and that the appropriate groups have been made aware of their responsibility for taking them
forward?

Approved the End Project Report for distribution to any interested parties, such as corporate or
programme management?

30

Has the Project Board reviewed the Lessons Report and agreed who should receive it? Has the Board
ensured that the appropriate groups (for example, corporate or programme management, centre of
excellence) have been made aware of their responsibility for taking any recommendations forward?

31

Has the Project Board confirmed the Business Case? Specifically, has it confirmed the updated Business
Case by comparing actual and forecast benefits, costs and risks against the approved Business Case
within the Project Initiation Documentation? (It may not be possible to confirm all the benefits as some
will not be realized until after the project is closed.)

37

Has the Project Board approved the updated Benefits Review Plan? Specifically, has it:

B Reviewed and gained approval for the updated Benefits Review Plan, ensuring that it addresses the
expected benefits that cannot yet be confirmed?

Confirmed that the responsibility for the Benefits Review Plan has been transferred to corporate or
programme managerment?

33

Has the Project Board issued the project closure notification? Specifically, has it:

B Reviewed and issued a project closure notification in accordance with the Communication

Management Strategy?
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Question Yes/No

B Advised those who have provided the support infrastructure and resources for the project that
these can now be withdrawn?

B Released the resources pravided to the project?

B Provided a closing date for costs being charged to the project?

E.3 INITIATING A PROJECT

Question Yes/No

34 Have lessons from previous similar projects been identified and, where appropriate, have they been
applied?

35 Has the Risk Management Strategy been defined and documented?

36 Has the Risk Register been set up and populated?

37 Has the Configuration Management Strategy been defined and documented?

38  Have the initial Configuration Item Records been set up?

39 Has the Issue Register been set up and populated?

40 Has the Quality Management Strategy been defined and documented?

a1 Has the Quality Register been set up and populated?

47 Has the Communication Managernent Strategy been defined and documented?

43 Have the project controls been determined and established?

44 Has the Project Plan been created?

45 Has the project management team structure been updated to reflect any new roles being appointed or
any changes to responsibilities of existing roles?

46 For new appointments, do role descriptions exist and have those people who have been appointed
confirmed their acceptance?

47 Has the outline Business Case been refined into a detailed Business Case?

48  Has the Benefits Review Plan been created (this may have been done by corporate or programme
management)?

49 Has the Project Initiation Documentation been assembled?

E.4 CONTROLLING A STAGE

Question Yes/No

50 Have Work Packages been created and issued?

51 Have all the Team Managers agreed all their Work Packages?

52 Have completed products been produced in accordance with the Work Package and Product
Description?

53 Have the relevant Configuration Item Records been created/updated?

54 Has the Quality Register been maintained?

55  Were any products handed over as part of a phased delivery? If so, were they handed over in
accordance with the Configuration Management Strategy?

56 Has the Risk Register been maintained?

57 Has the Issue Register been maintained?

58 Has the Stage Plan been updated with actuals and revised forecasts?
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Question Yes/No

59 Has the Daily Log been maintained?

60 Have Checkpoint Reports been received for each issued Work Package at the frequency and in the
format agreed?

61 Was progress {actual and forecast) checked against agreed tolerances?

62 If tolerances were forecast to be exceeded, were they escalated to the Project Board?

63 If corrective actions were required, were they logged, implemented and tracked?

64 Was the Business Case periodically checked for ongoing viability?

65  Were Highlight Reports created and issued in accordance with the agreed reporting format and
frequency?

66 Do Issue Reports exist for all issues being handled formally?

6/ Do bxception Reports exist for all exceptions raised to the Project Board?

68  Has the Lessons Log been updated with any new lessons?

E.5 MANAGING PRODUCT DELIVERY

Question Yes/No

69 Did the Work Package and Product Description(s) contain sufficient information, including cross-
references, to enable the Tearm Manager to produce the products required?

70 Has a Team Plan been created that demonstrates that the Work Package could be completed within
agreed tolerances?

71 Has the Tearn Plan been updated with actuals and revised forecasts?

72 Was progress {(actual and forecast) checked against agreed tolerances?

73 If tolerances were forecast to be exceeded, were they escalated to the Project Manager?

74 Were Checkpoint Reports issued to the Project Manager at the frequency and in the format agreed?

75 Did the Team Manager notify the Project Manager of any issues and risks?

76 Do approval records exist for each completed product?

77 Did the Team Manager notify Project Support of any required updates to Configuration Item Records
and the Quality Register?

78  Did the Team Manager notify the Project Manager that all the products in the Work Package had been
delivered?

E.6 MANAGING A STAGE BOUNDARY

Question Yes/No

79 Have all products that were planned to be completed within the stage been approved?

80 Has a Product Status Account been created to verify the status of the stage’s products?

81 If there was a product handover during the stage, were related outstanding issues documented as
follow-on action recommendations ready for distribution subject to Project Board approval?

82 Has the Lessons Log been reviewed and updated?

83 If required, has a Lessons Report been created ready for distribution, subject to Project Board approval?

84  Has the Stage Plan been updated with actuals?

85 Has the Risk Management Strategy been reviewed and (if necessary) updated?

86 Has the Risk Register been reviewed and updated?
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Question Yes/No

87 Has the Configuration Management Strategy been reviewed and (if necessary) updated?

88  Have the Configuration ltermn Records been reviewed and updated?

89 Has the Issue Register been reviewed and updated?

90 Has the Quality Management Strategy been reviewed and (if necessary) updated?

91 Has the Quality Register been reviewed and updated?

92 Has the Communication Management Strategy been reviewed and {if necessary) updated?

93 Have the project controls been reviewed and (if necessary) updated?

94 Has the Project Plan been reviewed and {if necessary) updated?

95 Has the project management team structure been updated to reflect any new roles being appointed or
any changes to responsibilities of existing roles?

96 For new appointments, do role descriptions exist and have those people who have been appointed
confirmed their acceptance?

97 Has the Business Case been reviewed and (if necessary) updated?

98  Has the Benefits Review Plan been reviewed and (if necessary) updated?

99 Has the Project Initiation Documentation been reviewed and (if necessary) updated?

100 Has an End Stage Report been produced showing actual against planned performance, and
summarizing lessons and follow-on action recommendations?

101 Has the End Stage Report been issued to the Project Board in accordance with the project controls?

For the next stage

102 Has a Stage Plan for the next stage been created?

103 Have Product Descriptions been created for the next stage's products?

104 Has the Project Board been requested to authorize the next stage?

For exceptions

105 Has an Exception Plan been created (if requested by the Project Board)?

106 Have Product Descriptions been created/updated for the Exception Plan?

107 Has the Project Board been requested to approve the Exception Plan?

E.7 CLOSING A PROJECT

Question Yes/No

108  Have all products been completed and approved?

109 Has a Product Status Account been created to verify the status of all the products?

110 Have all outstanding issues been documented as follow-on action recommendations ready for
distribution subject to Project Board approval?

111 For premature closure, has the means for recovering products that have been completed or are
in progress been approved by the Project Board? If requested, was an Exception Plan created and
approved?

112 Is there an acceptance record for the handover of the project product?

113 Does the acceptance record include operational and maintenance acceptance?

114 Has the Lessons Log been reviewed and a Lessons Report created ready for distribution subject to
Project Board approval?

115 Has the Project Plan been updated with actuals?
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Question Yes/No

116 Has the Business Case been updated with actuals?

117 Has the Benefits Review Plan been updated with actuals?

118  Has an End Project Report been produced showing actual against planned performance and
summarizing lessons and follow-on action recommendations?

119  Has the End Project Report been issued to the Project Board in accordance with the project controls?

120 Has a draft project closure notification been created for Project Board approval and onward
distribution?

121 Have all registers and logs been closed?

122 Has all project documentation been archived?
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FROM THE OFFICE OF GOVERNMENT
COMMERCE

PRINCE2

PRINCE2 is part of a suite of guidance developed
by the Office of Government Commerce {(OGC),
aimed at helping organizations and individuals
manage their projects, programmes and services.
Where appropriate, this guidance is supported by
a qualification scheme and accredited training and
consultancy services.

Managing Successful Projects with PRINCEZ2 (2009).
The Stationery Office, London.

Directing Successful Projects with PRINCE2 (2009).
The Stationery Office, London.

Management of Risk (M_o_R)

Projects exist in a fundamentally uncertain world
and, as such, effective management of risk is crucial
to managing the delivery of the project’s products,
their outcomes and the ultimate benefits that have
been identified. Management of risk (M_o_R) puts
the management of project risk into the context of
the wider business environment.

Management of Risk: Guidance for Practitioners
(2007). The Stationery Office, London.

Managing Successful Programmes

Managing Successful Programmes (MSP) represents
proven programme management good practice

in successfully delivering transformational change
across a wide range of public and private sector
organizations. It provides a framework to direct
and oversee the implementation of a set of related
projects and activities in order to deliver cutcomes
and benefits related to the organization’s strategic
objectives.

Managing Successful Programmes (2007). The
Stationery Office, London.

Portfolio Management Guide

The Portfolio Management Guide explains the
key principles of portfolio management, from
the experience of public and private sector

organizations in the UK and internationally. It
provides practical advice on setting up a portfolio
management function, illustrated with real-life
examples, and concludes with a section on further
advice and guidance. The main audience for

this guide comprises the teams responsible for
coordinating programmes and projects, particularly
those providing support for investment decisions
and reporting on progress to the management
board. A working knowledge of programme and
project management and progress reporting is
assumed.

Portfolio, Programme and Project
Management Maturity Model (P3M3™)

The Portfolio, Programme and Project
Management Maturity Model (P3M3) is a reference
guide for structured best practice. It breaks down
the broad disciplines of portfolio, programme

and project management into a hierarchy of
perspectives.

The hierarchical approach enables organizations
to assess their current capability and then plot a
roadmap for improvement prioritized by those
perspectives that will make the biggest impact on
performance.

Portfolio, Programme and Project Offices

Portfolio, Programme and Project Offices (P30)
provides guidance on how to define, establish and
operate a portfolio, programme or project office.
It covers the range of functions and services that
P30s may provide and includes references to the
techniques that may be employed.

Portfolio, Programme and Project Offices (2008).
The Stationery Office, London.

PRINCE2 Maturity Model (P2MM)

The PRINCEZ Maturity Model (P2ZMM) describes

a set of key process areas (KPAs) required for the
effective implementation and use of PRINCE2
within an organization. This is P2ZMM'’s core value:
while the PRINCE2 manual describes how to
manage a single project, it does not include any
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processes on how to embed PRINCE2, whereas
P2MM does.

P2MM describes key practices aligned with the
PRINCE2 processes and components to enable
repeatable application of the method (Level 2),
and goes further to describe the key practices

required to institutionalize the method (Level 3) as
a standard business process for managing projects.

OGC Gateway Review process

OGC Gateway Review process is a well-established

project and programme assurance review process

which is mandated for all UK government high-risk

programmes and projects. OGC Gateway Review
delivers a peer review, in which independent
practitioners from outside the individual
programme/project use their experience and
expertise to examine progress and assess the

likelihood of successful delivery of the programme

or project. The review process is used to provide a

valuable additional perspective on the issues facing
the internal team, and an external challenge to the

robustness of plans and processes. This service is

based on good practice and there are many similar
examples across all business sectors of this type of

peer review designed to provide assurance to the
owner of the programme or project.

Full details of the OGC Gateway Review process are

available from the OGC website.

Achieving Excellence in Construction

Achieving Excellence in Construction procurement

guidance is contained within a set of 11 guides
and two high-level guides. It builds on UK central
government departments’ recent experience,
suppeorts future strategy and aligns with the OGC
Gateway Review process.

Through the Achieving Excellence in Construction
initiative, central government departments and
public sector organizations commit to maximize,
by continual improvement, the efficiency,
effectiveness and value for money of their
procurement of new works, maintenance and
refurbishment.

ITIL® Service Management Practices

ITIL is the most widely accepted approach to IT
service management in the world. Providing a

cohesive set of best-practice guidance drawn from

the public and private sectors across the world, it

has recently undergone a major and important
refresh project.

IT Service Management (ITSM) derives enormous
benefits from a best-practice approach. Because
ITSM is driven both by technology and the huge
range of organizational environments in which it
operates, it is in a state of constant evolution. Best
practice, based on expert advice and input from
ITIL users, is both current and practical, combining
the latest thinking with sound, common-sense
guidance.

Continual Service Improvement (2007). The
Stationery Office, London.

Service Design (2007). The Stationery Office,
London.

Service Operation (2007). The Stationery Office,
London.

Service Strategy (2007). The Stationery Office,
London.

Service Transition (2007). The Stationery Office,
London.

FROM THE STATIONERY OFFICE
(COMPLEMENTARY PUBLICATIONS)

APMP for PRINCE2 Practitioners

This study guide enables candidates familiar

with PRINCE2 to prepare for the APMP exam. It
provides APMP exam candidates with a single
source of reference material that covers all

aspects of the APMP syllabus, including both pre-
course and on-course material, whilst aligning it
with the PRINCE2 method. This enables PRINCE2
practitioners {(or project management staff working
within a PRINCEZ environment) to expand their
project management knowledge to cover all topics
within the APMP syllabus.

APMP for PRINCEZ2 Practitioners (2008). The
Stationery Office, London.

Focus on Skills series suite (set of three
books)

The Focus on Skills series suite explores the various
'soft skills’ that are demonstrated by effective
project and programme managers, as the day-to-
day coordination, motivation and communication
aspects of project and programme management
are very similar.



Leadership Skills for Project and Programme
Managers (2008). The Stationery Office, London.

Team Management 5kills for Project and
Programme Managers (2008). The Stationery
Office, London.

Communication Skills for Project and Programme
Managers (2008). The Stationery Office, London.

Agile Project Management: Running
PRINCE2 Projects with DSDM Atern

This ground-breaking book shows how users
can combine the strength of both approaches
considered, so that they complement each other
and create a new, best-of-breed framework
suitable for all project environments. Based

on PRINCE2 and DSDM Atern, the two most
established and internationally recognized project
management approaches, this title explores the
differences between the two approaches before
showing where they overlap and how they can
be integrated. While DSDM Atern is a project
management methodology in its own right, this
new publication sits within the PRINCE2 suite of
titles.

Agile Project Management: Running PRINCE2
Projects with DSDM Atern (2007). The Stationery
Office, London.

Improving Project Performance using the
PRINCE2 Maturity Model

PRINCEZ is cited as the most widely used project
management method worldwide, but, while the
PRINCE2 manual describes how to manage a single
project, it does not include any guidance on how
to embed PRINCEZ2 into an organization.

Such guidance is now available: this publication
describes the organizational processes and
practices required for the effective implementation
of PRINCEZ as an organizational standard. It
includes guidance on assigning ownership,
tailoring the method, training, integrating PRINCE2
with other management systems and establishing
quality assurance mechanisms to gain a continual
improvement capability.

In reading Improving Project Performance using
the PRINCE2 Maturity Model, you will discover how
organizations can gain full value from the PRINCE2
method. It contains practical advice on using the
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OGC's PRINCE2 Maturity Model (P2MM), and shows
how PZMM can be applied in different situations.

Improving Project Performance using the PRINCEZ2
Maturity Mode! (2007). The Stationery Office,
London.

OTHER SOURCES

The following is a list of useful references, some of
which have been cited by the PRINCE2 authors.

Adair, John (2004) The Johh Adair Handbook of
Management and Leadership, Thorogood, ISBN
978-1854182043.

APM GoPM Specific Interest Group (2005) Directing
Change: A Guide to the Governance of Project
Management, 2nd edition, Association for Project
Management, High Wycombe, ISBN 1-903494-15-X.

Association of Project Management (2006) APM
Body of Knowledge, 5th edition, High Wycombe,
ISBN 978-1903494134.

British Standards Institution (2002) B56079-1:2002
A Guide to Project Management, BSI, London.

Goldratt, Eliyahu M. (1997) Critical Chain, Avebury,
ISBN 978-0566080388.

International Project Management Association
(2006) ICB-IPMA Competency Baseline, version 3.0,
ISBN 0-9553213-0-1.

Project Management Institute (2004) A Guide to
the Project Management Body of Knowledge:
PMBOK Guide, 3rd edition, ISBN 978-1930699458.

Winter, Mark and Smith, Charles (2006) Rethinking
Project Management, EPSRC Network 2004-2006.









Glossary

accept (risk response)

A risk response to a threat where a conscious and
deliberate decision is taken to retain the threat, having
discerned that it is more economical to do so than

to attempt a risk response action. The threat should
continue to be monitored to ensure that it remains
tolerable.

acceptance

The formal act of acknowledging that the project has
met agreed acceptance criteria and thereby met the
requirements of its stakeholders.

acceptance criteria

A prioritized list of criteria that the project product must
meet before the customer will accept it, i.e. measurable
definitions of the attributes required for the set of
products to be acceptable to key stakeholders.

activity
A process, function or task that occurs over time, has

recognizable results and is managed. It is usually defined
as part of a process or plan.

agile methods

Principally, software development methods that

apply the project approach of using short time-boxed
iterations where products are incrementally developed.
PRINCEZ is compatible with agile principles.

approval

The formal confirmation that a product is complete and
meets its requirements (less any concessions) as defined
by its Product Description.

approver

The person or group {e.g. a Project Board) who is
identified as qualified and authorized to approve a
{management or specialist) product as being complete
and fit for purpose.

assumption

A statement that is taken as being true for the
purposes of planning, but which could change later.
An assumption is made where some facts are not yet

known or decided, and is usually reserved for matters of
such significance that, if they change or turn out not to
be true, there will need to be considerable replanning.

assurance

All the systematic actions necessary to provide
confidence that the target (system, process,
organization, programme, project, outcome, benefit,
capability, product output, deliverable) is appropriate.
Appropriateness might be defined subjectively or
objectively in different circumstances. The implication is
that assurance will have a level of independence from
that which is being assured. See also ‘Project Assurance’
and ‘quality assurance’.

authority

The right to allocate resources and make decisions
(applies to project, stage and team levels).

authorization
The point at which an authority is granted.

avoid (risk response)

Acrisk response to a threat where the threat either can
no longer have an impact or can no longer happen.

baseline

Reference levels against which an entity is monitored
and controlled.

baseline management product

A type of management product that defines aspects of
the project and, once approved, is subject to change
control.

benefit

The measurable improvement resulting from an
outcome perceived as an advantage by one or more
stakeholders.

Benefits Review Plan

A plan that defines how and when a measurement of
the achievement of the project’s benefits can be made.
If the project is being managed within a programme,
this information may be created and maintained at the
programme level.
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benefits tolerance

The permissible deviaticn in the expected benefit that
is allowed before the deviation needs to be escalated
to the next level of management. Benefits tolerance is
documented in the Business Case. See also "tolerance’.

Business Case

The justification for an organizational activity (project),
which typically contains costs, benefits, risks and
timescales, and against which continuing viability is
tested.

centre of excellence

A corporate coordinating function for portfolics,
programmes and projects providing standards,
consistency of methods and processes, knowledge
management, assurance and training.

Change Authority

A person or group to which the Project Board may
delegate responsibility for the consideration of requests
for change or off-specifications. The Change Authority
may be given a change budget and can approve
changes within that budget.

change budget

The money allocated to the Change Authority available
to be spent on authorized requests for change.

change control

The procedure that ensures that all changes that may
affect the project’s agreed objectives are identified,
assessed and either approved, rejected or deferred.

checkpoint
A team-level, time-driven review of progress.

Checkpoint Report

A progress report of the information gathered at a
checkpoint, which is given by a team to the Project
Manager and which provides reporting data as defined
in the Work Package.

closure notification

Advice from the Project Board to inform all stakeholders
and the host sites that the project resocurces can

be disbanded and support services, such as space,
equipment and access, demobilized. It should indicate a
closure date for costs to be charged to the project.

closure recommendation

A recommendation prepared by the Project Manager
for the Project Board to send as a project closure
notification when the board is satisfied that the project
can be closed.

Communication Management Strategy

A description of the means and frequency of
communication between the project and the project’s
stakeholders.

concession

An off-specification that is accepted by the Project
Board without corrective action.

configuration item

An entity that is subject to configuration management.
The entity may be a component of a product, a product,
or a set of products in a release.

Configuration Item Record

A record that describes the status, version and variant
of a configuration item, and any details of important
relationships between them.

configuration management

Technical and administrative activities concerned with
the creation, maintenance and controlled change of
configuration throughout the life of a product.

Configuration Management Strategy

A description of how and by whom the project’s
products will be controlled and protected.

configuration management system

The set of processes, tools and databases that are used
to manage configuration data. Typically, a project will
use the configuration management system of either the
customer or supplier organization.

constraints

The restrictions or limitations that the project is bound
by.

contingency

Something that is held in reserve typically to handle time
and cost variances, or risks. PRINCEZ does not advocate
the use of contingency because estimating variances

are managed by setting tolerances, and risks are
managed through appropriate risk responses {including



the fallback response that is contingent on the risk
occurring).

corporate or programme standards

These are over-arching standards that the project must
adhere to. They will influence the four project strategies
{Communication Management Strategy, Configuration
Management Strategy, Quality Management Strategy
and Risk Management Strategy) and the project
controls.

corrective action

A set of actions to resolve a threat to a plan’s tolerances
or a defect in a product.

cost tolerance

The permissible deviation in a plan’s cost that is allowed
before the deviation needs to be escalated to the next
level of management. Cost tolerance is documented in
the respective plan. See also ‘tolerance’.

customer

The person or group who commissioned the work and
will benefit from the end results.

customer’s quality expectations

A statement about the quality expected from the project
product, captured in the Project Product Description.

Daily Log
Used to record problems/concerns that can be handled
by the Project Manager informally.

deliverable
See ‘output’.

dependencies (plan)

The relationship between products or activities. For
example, the development of Product C cannot
start until Products A and B have been completed.
Dependencies can be internal or external.

Internal dependencies are those under the control

of the Project Manager. External dependencies are
those outside the control of the Project Manager — for
example, the delivery of a product required by this
project from another project.

Glossary | 305

dis-benefit

An outcome that is perceived as negative by one or
more stakeholders. It is an actual consequence of
an activity whereas, by definition, a risk has some
uncertainty about whether it will materialize.

DSDM Atern

An agile project delivery framework developed and
owned by the DSDM consortium. Atern uses a time-
boxed and iterative approach to product development
and is compatible with PRINCE2.

embedding (PRINCE2)

What an organization needs to do to adopt PRINCEZ
as its corporate project management method. See also,
in contrast, ‘tailoring’, which defines what a project
needs to do to apply the method to a specific project
environment.

End Project Report

A report given by the Project Manager to the Project
Board, that confirms the handover of all products and
provides an updated Business Case and an assessment
of how well the project has dene against the original
Project Initiation Documentation.

end stage assessment

The review by the Project Board and Project Manager of
the End Stage Report to decide whether to approve the
next Stage Plan. According to the size and criticality of
the project, the review may be formal or informal. The
authority to proceed should be documented as a formal
record.

End Stage Report

A report given by the Project Manager to the Project
Board at the end of each management stage of the
project. This provides information about the project
performance during the stage and the project status at
stage end.

enhance (risk response)

A risk response to an opportunity where proactive
actions are taken to enhance both the probability of the
event occurring and the impact of the event should it
occur.

event-driven control

A control that takes place when a specific event occurs.
This could be, for example, the end of a stage, the
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completion of the Project Initiation Documentation, or
the creation of an Exception Report. It could also include
organizational events that may affect the project, such
as the end of the financial year.

exception

A situation where it can be forecast that there will be a
deviation beyond the tolerance levels agreed between
Project Manager and Project Board (or between Project
Board and corporate or programme management).

exception assessment

This is a review by the Project Board to approve (or
reject) an Exception Plan.

Exception Plan

This is a plan that often follows an Exception Report.
For a Stage Plan exception, it covers the period from
the present to the end of the current stage. If the
exception were at project level, the Preject Plan would
be replaced.

Exception Report

A description of the exception situation, its impact,
options, recommendation and impact of the
recommendation. This report is prepared by the Project
Manager for the Project Beard.

Executive

The single individual with overall responsibility for
ensuring that a project meets its objectives and delivers
the projected benefits. This individual should ensure
that the project maintains its business focus, that it

has clear authority, and that the work, including risks,
is actively managed. The Executive is the chair of the
Project Board. He or she represents the customer and is
responsible for the Business Case.

exploit (risk response)

A risk response to an opportunity by seizing the
opportunity to ensure that it will happen and that the
impact will be realized.

fallback (risk response)

A risk response to a threat by putting in place a fallback
plan for the actions that will be taken to reduce the
impact of the threat should the risk occur.

follow-on action recommendations

Recommended actions related to unfinished work,
ongeing issues and risks, and any other activities
needed to take a product to the next phase of its life.
These are summarized and included in the End Stage
Report (for phased handover) and End Project Report.

governance (corporate)

The ongoing activity of maintaining a sound system of
internal control by which the directors and officers of an
organization ensure that effective management systems,
including financial monitoring and control systems, have
been put in place to protect assets, earning capacity and
the reputation of the organization.

governance (project)

Those areas of corporate governance that are specifically
related to project activities. Effective governance of
project management ensures that an organization’s
project portfolio is aligned to the organization’s
objectives, is delivered efficiently and is sustainable.

handover

The transfer of ownership of a set of preducts to the
respective user(s). The set of products is known as a
release. There may be more than one handover in the
life of a project {phased delivery). The final handover
takes place in the Closing a Project process.

Highlight Report

A time-driven repeort from the Project Manager to the
Project Board on stage progress.

host site

A site where project work is being undertaken (for
example, an office or construction site).

impact (of risk)
The result of a particular threat or opportunity actually
occurring, or the anticipation of such a result.

inherent risk

The exposure arising from a specific risk before any
action has been taken to manage it.



initiation stage

The period from when the Project Board authorizes
initiation to when they authorize the project (or

decide not to go ahead with the project). The detailed
planning and establishment of the project management
infrastructure is covered by the Initiating a Project process.

issue

A relevant event that has happened, was not planned,
and requires management action. It can be any
concern, query, request for change, suggestion or off-
specification raised during a project. Project issues can
be about anything to do with the project.

Issue Register

A register used to capture and maintain information
on all of the issues that are being managed formally.
The Issue Register should be monitored by the Project
Manager on a regular basis.

Issue Report

A report containing the description, impact assessment
and recommendations for a request for change, off-
specification or a problemvconcern. It is only created for
those issues that need to be handled formally.

Lessons Log

An informal repository for lessons that apply to this
project or future projects.

Lessons Report

A report that documents any lessons that can be
usefully applied to other projects. The purpose of the
report is to provoke action so that the positive lessons
from a project become embedded in the organization’s
way of working and that the organization is able to
avoid the negative lessons on future projects.

logs
Informal repositories managed by the Project Manager
that do not require any agreement by the Project Board

on their format and composition. PRINCE2 has two logs:

the Daily Log and the Lessons Log.

management product

A product that will be required as part of managing the
project, and establishing and maintaining quality (for
example, Highlight Report, End Stage Report etc.). The
management products stay constant, whatever the type
of project, and can be used as described, or with any
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relevant modifications, for all projects. There are three
types of management product: baselines, records and
reports.

management stage

The section of a project that the Project Manager is
managing on behalf of the Project Board at any one
time, at the end of which the Project Board will wish to
reviewy progress to date, the state of the Project Plan,
the Business Case and risks, and the next Stage Plan in
order to decide whether to continue with the project.

milestone

Acsignificant event in a plan’s schedule, such as
completion of key Work Packages, a technical stage, or
a management stage.

off-specification

Something that should be provided by the project, but
currently is not {or is forecast not to be) provided. This
might be a missing product or a product not meeting its
specifications. It is one type of issue.

operational and maintenance acceptance

A specific type of acceptance by the person or group
who will support the product once it is handed over into
the operational environment.

outcome

The result of change, normally affecting real-world
behaviour and/or circumstances. Outcomes are desired
when a change is conceived. They are achieved as a
result of the activities undertaken to effect the change.

output

A specialist product that is handed over to a user(s).
Note that management products are not outputs but
are created solely for the purpose of managing the
project.

performance targets

A plan’s goals for time, cost, quality, scope, benefits and
risk.

plan

A detailed proposal for doing or achieving something
which specifies the what, when, how and by whom.

In PRINCE2 there are only the following types of plan:
Project Plan, Stage Plan, Team Plan, Exception Plan and
Benefits Review Plan.
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planned closure
The PRINCE?2 activity to close a project.

planning horizon

The period of time for which it is possible to accurately
plan.

portfolio

All the programmes and stand-alone projects
being undertaken by an organization, a group of
organizations, or an organizational unit.

premature closure

The PRINCEZ2 activity to close a project before its
planned closure. The Project Manager must ensure that
work in progress is not simply abandoned, but that the
project salvages any value created to date, and checks
that any gaps left by the cancellation of the project are
raised to corporate or programme management.

prerequisites (plan)

Any fundamental aspects that must be in place, and
remain in place, for a plan to succeed.

PRINCE2

A method that supports scme selected aspects of
project management. The acronym stands for Projects in
a Controlled Environment.

PRINCE2 principles

The guiding obligations for good project management
practice that form the basis of a project being managed
using PRINCEZ.

PRINCE2 project
A project that applies the PRINCEZ2 principles.

probability

This is the evaluated likelihood of a particular threat
or opportunity actually happening, including a
consideration of the frequency with which this may
arise.

problem/concern

Atype of issue (other than a request for change or off-
specification) that the Project Manager needs to resolve
or escalate.

procedure

A series of actions for a particular aspect of project
management established specifically for the project — for
example, a risk management procedure.

process

A structured set of activities designed to accomplish a
specific objective. A process takes one or more defined
inputs and turns them into defined outputs.

producer

The person or group responsible for developing a
product.

product

An input or output, whether tangible or intangible,
that can be described in advance, created and tested.
PRINCEZ has two types of products — management
preducts and specialist products.

product breakdown structure

A hierarchy of all the products to be produced during a
plan.

product checklist

A list of the major products of a plan, plus key dates in
their delivery.

Product Description

A description of a product’s purpose, composition,
derivation and quality criteria. It is produced at planning
time, as soon as possible after the need for the product
is identified.

product flow diagram

A diagram showing the sequence of production and
interdependencies of the products listed in a product
breakdown structure.

Product Status Account

A report on the status of products. The required
products can be specified by identifier or the part of the
project in which they were developed.

product-based planning

A technique leading to a comprehensive plan based

on the creation and delivery of required outputs. The
technigue considers prerequisite products, quality
requirements and the dependencies between products.



programme

A temporary flexible organization structure created to
coordinate, direct and oversee the implementation of a
set of related projects and activities in order to deliver
outcomes and benefits related to the organization’s
strategic objectives. A programme is likely to have a life
that spans several years.

project
A temporary organization that is created for the

purpose of delivering cne or more business products
according to an agreed Business Case.

project approach

A description of the way in which the work of the
project is to be approached. For example, are we
building a product from scratch or buying in a product
that already exists?

Project Assurance

The Project Board's responsibilities to assure itself that
the project is being conducted correctly. The Project
Board members each have a specific area of focus for
Project Assurance, namely business assurance for the
Executive, user assurance for the Senior User(s), and
supplier assurance for the Senior Supplier{s).

project authorization notification

Advice from the Project Board to inform all stakeholders
and the host sites that the project has been authorized
and to request any necessary logistical support {(e.g.
communication facilities, equipment and any project
support) sufficient for the duration of the project.

Project Brief

Statement that describes the purpose, cost, time

and performance requirements, and constraints for a
project. It is created pre-project during the Starting up a
Project process and is used during the Initiating a Project
process to create the Project Initiation Documentation
and its components. It is superseded by the Project
Initiation Documentation and not maintained.

Project Initiation Documentation

A logical set of documents that brings together the key
information needed to start the project on a sound basis
and that conveys the information to all concerned with
the project.
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project initiation notification

Advice from the Project Board to inform all stakeholders
and the host sites that the project is being initiated

and to request any necessary logistical support (e.g.
communication facilities, equipment and any project
support) sufficient for the initiation stage.

project lifecycle

The period from the start-up of a project to the
acceptance of the project product.

project management

The planning, delegating, monitoring and control of
all aspects of the project, and the motivation of those
involved, to achieve the project objectives within the
expected performance targets for time, cost, quality,
scope, benefits and risks.

project management team

The entire management structure of the Project Board,
and Project Manager, plus any Team Manager, Project
Assurance and Project Support roles.

project management team structure

An organization chart showing the pecple assigned to
the project management team roles to be used, and
their delegation and reporting relationships.

Project Manager

The person given the authority and responsibility to
manage the project on a day-to-day basis to deliver the
required products within the constraints agreed with the
Project Board.

project mandate

An external product generated by the authority
commissioning the project that forms the trigger for
Starting up a Project.

project office

Atemporary office set up to support the delivery of a
specific change initiative being delivered as a project. If
used, the project office undertakes the respensibility of
the Project Support role.

Project Plan

A high-level plan showing the major products of the
project, when they will be delivered and at what cost.
An initial Project Plan is presented as part of the Project
Initiation Documentation. This is revised as information
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on actual progress appears. It is a major control
document for the Project Board to measure actual
progress against expectations.

project product

What the project must deliver in order to gain
acceptance.

Project Product Description

A special type of Product Description used to gain
agreement from the user on the project's scope

and requirements, to define the customer’s quality
expectations, and to define the acceptance criteria for
the project.

Project Support

An administrative role in the project management
team. Project Support can be in the form of advice
and help with project management tools, guidance,
administrative services such as filing, and the collection
of actual data.

proximity (of risk)
The time factor of risk, i.e. when the risk may occur. The

impact of a risk may vary in severity depending on when
the risk occurs.

quality

The totality of features and inherent or assigned
characteristics of a product, person, process, service
and/or system that bears on its ability to show that
it meets expectations or satisfies stated needs,
reguirements or specifications.

quality assurance

An independent check that products will be fit for
purpose or meet requirements.

quality control

The process of monitoring specific project results

to determine whether they comply with relevant
standards and of identifying ways to eliminate causes of
unsatisfactory performance.

quality criteria

A description of the quality specification that the
product must meet, and the quality measurements that
will be applied by those inspecting the finished product.

quality inspection
A systematic, structured assessment of a product carried

out by two or more carefully selected people (the review
team) in a planned, documented and crganized fashion.

quality management

The coordinated activities to direct and control an
organization with regard to quality.

Quality Management Strategy

A strategy defining the quality techniques and standards
to be applied, and the various responsibilities for
achieving the required quality levels, during a project.

quality management system

The complete set of quality standards, procedures and
responsibilities for a site or organization. In the project
context, 'sites’ and ‘organizations’ should be interpreted
as the permanent or semi-permanent organization(s)
sponsoring the project work, i.e. they are ‘external’ to
the project’s temporary organization. A programme,

for instance, can be regarded as a semi-permanent
organization that sponsors projects — and it may have a
documented guality management system.

quality records

Evidence kept to demonstrate that the required quality
assurance and quality control activities have been
carried out.

Quality Register

A register containing summary details of all planned and
completed quality activities. The Quality Register is used
by the Project Manager and Project Assurance as part of
reviewing progress.

quality review
See ‘quality inspection’.

quality review technique

A quality inspection technique with defined roles and

a specific structure. It is designed to assess whether a
product that takes the form of a document (or similar,
e.g. a presentation) is complete, adheres to standards
and meets the quality criteria agreed for it in the
relevant Product Description. The participants are drawn
from those with the necessary competence to evaluate
its fitness for purpose.



quality tolerance

The tolerance identified for a product for a quality
criterion defining an acceptable range of values.
Quality tolerance is documented in the Project Product
Description (for the project-level quality tolerance)
and in the Product Description for each product to be
delivered.

records

Dynamic management products that maintain
information regarding project progress.

reduce (risk response)

A response 1o a risk where proactive actions are taken
to reduce the probability of the event occurring by
performing some form of control, and/or to reduce the
impact of the event should it occur.

registers

Formal repositories managed by the Project Manager
that require agreement by the Project Board on their
format, composition and use. PRINCEZ has three
registers: Issue Register, Risk Register and Quality
Register.

reject (risk response)

A response 1o a risk {opportunity) where a conscious
and deliberate decision is taken not to exploit or
enhance an opportunity, having discerned that it

is more economical to do s¢ than to attempt a risk
response action. The opportunity should continue to be
monitored.

release

The set of products in a handover. The contents of a
release are managed, tested and deployed as a single
entity. See also "handover’.

reports

Management products providing a snapshot of the
status of certain aspects of the project.

request for change

A proposal for a change to a baseline. It is a type of
issue.

residual risk

The risk remaining after the risk response has been
applied.
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responsible authority

The person or group commissicning the project {typically
corporate or programme management; who has the
authority to commit resources and funds on behalf of
the commissioning organization.

reviewer

A person or group independent of the producer who
assesses whether a product meets its requirements as
defined in its Product Description.

risk

An uncertain event or set of events that, should it occur,
will have an effect on the achievement of objectives.
Acrisk is measured by a combination of the probability
of a perceived threat or opportunity occurring, and the
magnitude of its impact on objectives.

risk actionee

A nominated owner of an action to address a risk. Some
actions may not be within the remit of the risk owner

to control explicitly; in that situation there should be a
nominated owner of the action to address the risk. He
or she will need to keep the risk owner apprised of the
situation.

risk appetite

An organization’s unique attitude towards risk taking
that in turn dictates the amount of risk that it considers
is acceptable.

risk estimation

The estimation of probability and impact of an individual
risk, taking into account predetermined standards,
target risk levels, interdependencies and other relevant
factors.

risk evaluation

The process of understanding the net effect of the
identified threats and opportunities on an activity when
aggregated together.

risk management

The systematic application of principles, approaches and
processes to the tasks of identifying and assessing risks,
and then planning and implementing risk responses.

Risk Management Strategy

A strategy describing the goals of applying risk
management, as well as the procedure that will be
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adopted, roles and responsibilities, risk tolerances, the
timing of risk management interventions, the tools
and technigues that will be used, and the reporting
requirements.

risk owner

A named individual who is responsible for the
management, monitoring and control of all aspects

of a particular risk assigned to them, including the
implementation of the selected responses to address the
threats or to maximize the opportunities.

risk profile

A description of the types of risk that are faced by an
organization and its exposure to those risks.

Risk Register

A record of identified risks relating to an initiative,
including their status and history.

risk response

Actions that may be taken to bring a situation to a level
where exposure to risk is acceptable to the organization.
These responses fall into a number of risk response
categories.

risk response category

A category of risk response. For threats, the individual
risk response category can be avoid, reduce, transfer,
accept or share. For opportunities, the individual risk
response category can be exploit, enhance, reject or
share.

risk tolerance

The threshold levels of risk exposure which, when
exceeded, will trigger an Exception Report to bring the
situation to the attention of the Project Board. Risk
tolerances could include limits on the plan’s aggregated
risks (e.g. cost of aggregated threats to remain less than
10% of the plan’s budget), or limits on any individual
threat (e.g. any threat to operational service). Risk
tolerance is documented in the Risk Management
Strategy.

risk tolerance line

Aline drawn on the summary risk profile. Risks that
appear above this line cannot be accepted (lived with)
without referring them to a higher authority. For a
project, the Project Manager would refer these risks to
the Project Board.

role description

A description of the set of responsibilities specific to a
role.

schedule

Graphical representation of a plan (for example, a Gantt
chart), typically describing a sequence of tasks, together
with resource allocations, which collectively deliver

the plan. In PRINCEZ2, project activities should only be
documented in the schedules associated with a Project
Plan, Stage Plan or Team Plan. Actions that are allocated
from day-to-day management may be documented in
the relevant project log (i.e. Risk Register, Daily Log,
Issue Register, Quality Register) if they do not require
significant activity.

scope

For a plan, the sum total of its proeducts and the extent
of their requirements. It is described by the product
breakdown structure for the plan and associated
Product Descriptions.

scope tolerance

The permissible deviation in a plan’s scope that is
allowed before the deviation needs to be escalated

to the next level of management. Scope tolerance is
documented in the respective plan in the form of a note
or reference to the product breakdown structure for
that plan. See "tolerance’.

Senior Responsible Owner

A UK government term for the individual responsible
for ensuring that a project or programme of change
meets its objectives and delivers the projected benefits.
The person should be the owner of the overall business
change that is being supported by the project. The
Senior Responsible Owner (SRO) should ensure that
the change maintains its business focus, that it has
clear authority, and that the context, including risks, is
actively managed. This individual must be senior and
must take personal responsibility for successful delivery
of the project. The SRO should be recognized as the
owner throughout the organization.

The SRO appoints the project’s Executive {(or in some
cases may elect to be the Executive).

Senior Supplier

The Project Board role that provides knowledge and
experience of the main discipline(s) involved in the
production of the project’s deliverable(s). The Senior



Supplier represents the supplier interests within the
project and provides supplier resources.

Senior User

The Project Board role accountable feor ensuring that
user needs are specified correctly and that the solution
meets those needs.

share (risk response)

A risk response to either a threat or an cpportunity
through the application of a pain/gain formula: both
parties share the gain (within pre-agreed limits} if the
cost is less than the cost plan; and both share the
pain (again within pre-agreed limits) if the cost plan is
exceeded.

specialist product

A product whose development is the subject of the
plan. The specialist products are specific to an individual
project (for example, an advertising campaign, a car
park ticketing system, foundations for a building, a new
business process etc.) Also known as a deliverable or
output.

sponsor

The main driving force behind a programme or project.
PRINCEZ2 does not define a role for the sponsor, but the
sponsor is most likely to be the Executive on the Project
Board, or the person who has appeinted the Executive.

stage
See ‘'management stage’ or ‘technical stage’.

Stage Plan

A detailed plan used as the basis for project
management control throughout a stage.

stakeholder

Any individual, group or organization that can affect,
be affected by, or perceive itself to be affected by, an
initiative (programme, project, activity, risk).

start-up

The pre-project activities undertaken by the Executive
and the Project Manager to produce the outline
Business Case, Project Brief and Initiation Stage Plan.

strategy

An approach er line to take, designed to achieve a long-

term aim. Strategies can exist at different levels — at the
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corporate, programme and project level. At the project
level, PRINCEZ defines four strategies: Communication
Management Strategy, Configuration Management
Strategy, Quality Management Strategy and Risk
Management Strategy.

supplier

The person, group or groups responsible for the supply
of the project’s specialist products.

tailoring

The appropriate use of PRINCEZ on any given project,
ensuring that there is the correct amount of planning,
control, governance and use of the processes and
themes (whereas the adoption of PRINCEZ across an
organization is known as ‘'embedding").

Team Manager

The person responsible for the production of those
products allocated by the Project Manager (as defined
in a Work Package) to an appropriate quality, timescale
and at a cost acceptable to the Project Board. This

role reports to, and takes direction from, the Project
Manager. If a Team Manager is not assigned, then the
Project Manager undertakes the responsibilities of the
Team Manager role.

Team Plan

An optional level of plan used as the bhasis for team
management control when executing Work Packages.

technical stage

A method of grouping work together by the set of
techniques used, or the products created. This results
in stages covering elements such as design, build and
implementation. Such stages are technical stages and
are a separate concept from management stages.

theme

An aspect of project management that needs to
be continually addressed, and that requires specific
treatment for the PRINCEZ processes to be effective.

time tolerance

The permissible deviation in a plan’s time that is allowed
before the deviation needs to be escalated to the next
level of management. Time tolerance is documented in
the respective plan. See also ‘tolerance’.
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time-driven control

A management control that is periodic in nature, to
enable the next higher authority to monitor progress
— e.g. a control that takes place every two weeks.
PRINCEZ offers two key time-driven progress reports:
Checkpoint Report and Highlight Report.

tolerance

The permissible deviation above and below a plan’s
target for time and cost without escalating the deviation
1o the next level of management. There may alsc be
tolerance levels for quality, scope, benefit and risk.
Tolerance is applied at project, stage and team levels.

tranche

A programme management term describing a group
of projects structured around distinct step changes in
capability and benefit delivery.

transfer (risk response)

A response to a threat where a third party takes on
respensibility for some of the financial impact of the
threat (for example, through insurance or by means of
appropriate clauses in a contract).

trigger
An event or decision that triggers a PRINCE2 process.

useracceptance

A specific type of acceptance by the person or group
who will use the product once it is handed over into the
operational environment.

user

The person or group who will use one or more of the
project's products.

variant

A variation on a baselined product. For example, an
operations manual may have an English variant and a
Spanish variant.

version

A specific baseline of a product. Versions typically
use naming conventions that enable the sequence

or date of the baseline to be identified. For example,
Project Plan version 2 is the baseline after Project Plan
version 1.

waterfall method

A development approach that is linear and sequential
with distinct goals for each phase of development. Cnce
a phase of development is completed, the development
proceeds to the next phase and earlier phases are not
revisited (hence the analogy that water flowing down a
mountain cannot go back).

Work Package

The set of information relevant to the creation of one or
more products. It will contain a description of the work,
the Product Description(s), details of any constraints

on production, and confirmation of the agreement
between the Project Manager and the person or Team
Manager who is to implement the Work Package that
the work can be done within the constraints.
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see also recommended actions authorizations 136-41, 136, 137, 138, 139, 140, 143-5,
activities 67,71, 115-16, 116 144, 145
in Closing a Project process 206-12 checklists 288-9, 290-1
in Controlling a Stage process 168-81 of Project Managers 104
in Directing a Project process 136-45 responsibility for 141
in Initiating a Project process 150 of Work Packages 168
in Managing a Stage Boundary process 194-202
post-project 209 baselines &1, 62, 63, 92, 94, 139, 180
Project-Manager-oriented 150, 168, 194 changes to 91
in Starting up a Project process 122-9 product description 66, 235
Team-Manager-oriented 186-90 for progress control 106-7
for Work Packages 186-90 benefits 5, 13, 21-2, 22, 26, 27, 114, 1561
activity-on-node technique 69, 70 confirming 24-5
activity sequences 69-70 expected 25-6
activity summaries measurement of 24-5, 137
for ad hoc direction 742 residual 24-5
for appointments 122, 125 reviewing 25, 137
for authorization 736, 138, 140, 144 benefits realization plans 218
for Business Case 127 761, 198 Benefits Review Plans 26, 62, 138, 145, 162, 199, 200, 218
for corrective action 787 checking 173, 209
for Exception Plans 207 composition of 236-7
for handover 209 derivation of 237
for initiation stage 130 format and presentation of 236
for issues and risks 778, 179 outline 235-7
for lesson capture 724 purposes of 24, 235-7
for planned closure 206 quality criteria for 237
for premature closure 207 responsibility for 217
for Project Brief 729 updating 140, 198, 208
for project closure 212 benefits reviews 25, 114, 135, 144, 208, 209
for project controls 757 best practice &, 7, 79
for Project Initiation Documentation 163 Bodies of Knowledge (BoK) 230-1
for Project Plans 759, 197 brainstorming 81
for reporting highlights 776 budgets 71, 87-8, 93

for reviewing stage status 774 business-as-usual 3, 144
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Business Case, the 3,7 17, 21-8, 62, 101, 143, 180, 199, commercial environments see environments, commercial
228, 230 commercial off-the-shelf products (COTS) 127
adapting 223, 224-5 commercial relationships 32, 128, 136, 187
completion of 150, 161-2 commissioning 113, 122
composition of 25-7, 237-8 communication 7 31, 56, 61, 65, 124, 125, 141, 143, 211
definition of 21-2 about risks 79, 87
derivation of 23, 238 between levels 43, 157
development of 22-3, 23 with stakeholders 42, 50
different 150, 224-5 Communication Management Strategy 35, 87, 108, 138,
format and presentation of 238 145, 156, 173, 176, 211
impacts on 95, 173, 177 composition of 42-3, 239
maintenance of 22, 23-4 derivation of 219, 239-40
outline 121, 122, 126-7, 127, 128, 137, 228, 237-8 documenting in 109, 135, 175
PRINCE2 approach to 22-7 format and presentation of 240
purpose of 21, 237 outline 239-40
quality criteria for 238 preparation of 155-6, 156
refining 159, 161-2, 161, 162 purpose of 239
responsibility for 28, 35, 128 quality criteria for 240
reviewing 23, 104, 168, 194, 198 reviewing 43, 200
tailoring 217-18 competencies 269-70, 272, 273, 274, 275
updating 114, 145, 197-9, 198, 198, 200 completeness 53, 55-6, 57
verification of 21, 22, 23-4, 140 complexity 105
business change 3, 4 concessions 57
see also change confidentiality 38, 225
business change managers 218, 219 Configuration Item Records 94, 107
business justification 14, 27, 121, 194, 223, 226, 230 composition of 240-1
continued 11, 21, 77, 83, 101, 104, 193, 197, 224 confirmation of 172
business stakeholders 12, 32, 96, 123 creating/preparing 152, 153, 161, 196, 202
buy-in, stakeholder 56 derivation of 241
format and presentation of 241
centres of excellence 41 outline 240-1
change 3,17,77 82, 91-7 purpose of 93, 240
approval of 198, 210 quality criteria for 241
requests for 36, 92, 93, 94, 97, 141, 142, 180 updating 170, 181, 189, 1986, 210
responsibility for 95, 97 configuration items 91, 94
Change Authoerities 36-7, 93, 96, 219, 274 configuration management 91, 94, 170
change budgets 71, 226 configuration management procedure 94
change control 51, 66, 91, 92, 95, 104, 114, 177, 220, 223,  Configuration Management Strategy 36, 92-3, 94, 96,
226, 227 138, 139, 144, 153, 169, 226
procedures 94-6 composition of 92, 241-2
checklists 287-94 derivation of 220, 242
Checkpoint Reports 107, 108, 109, 114, 173, 190, 223, examining 209-10
226 format and presentation of 242
outline 238-40 outline 241-2
Closing a Project process 205-12, 205 preparation of 152-3, 752, 153
checklist 293-4 purpose of 241
closure 103, 104, 114, 175, 212, 211, 212, 293-4 conflict, avoidance of 34, 39
authorization of 136, 143-5, 744, 145, 290-1 consistency 7
notification of 211 constraints 72, 128, 130, 170, 187
planned 206-7 206, 207 consultancy 6, 7
premature 137 138, 141, 142, 143, 180, 206, 207-8, contexts 115

207, 208, 225 for Closing a Project process 205-6



for Controlling a Stage Process 168
for Directing a Project process 135-6
for Initiating a Project process 150
for Managing a Stage Boundary process 194
for Managing Product Delivery process 185-6
for Starting up a Project process 122
contracts 227
control points 62, 70
Controlling a Stage process 167-82, 167
checklist 291-2
purposes of 167
controls see progress controls; project controls
corporate management 43, 73, 97, 103, 109, 127, 135,
143
advisory role of 142, 143
appointment of Executive by 35, 123
and benefits review 24, 25
as commissioner 113, 122
and project closure 144
requirements of 150, 153, 162
responsibilities of 28, 33, 43, 58, 88, 110
strategies/standards/practices 128, 150, 151, 152, 154,
156, 158, 160, 161
corporate organizations 31, 32, 39, 40-1, 48, 216
corporate plans 62
corporate policies 92
corrective action 96, 101, 103, 168, 174, 175, 177, 179,
180-1, 187, 182, 188
costs 5,13, 26, 27, 47, 62, 71, 101, 161, 169, 170, 198,
206, 221, 225, 230
constraints on 72, 130
overall 68,93
credibility 35
critical chain technique 70
critical path analysis 7
critical paths 69, 70, 71, 72
cross-functionality 3, 40
customer satisfaction 57
customer/supplier relationships 32, 38, 39, 57, 63, 136,
150, 187, 224-7
customers 32, 50-1, 52

Daily Log 107, 124, 211, 223
composition of 224, 242
derivation of 243
entries in 71, 126, 127, 130, 177
format and presentation of 243
outline 242-3
purpose of 93-4, 242
quality criteria for 243
reviewing 151, 152
updating 153, 155, 156, 158, 161, 162, 181

Index | 319

decision making 21, 35, 96, 101, 104, 106, 158
delegation 4, 5, 7, 34, 35, 93, 101, 102-4, 157
deliverables 4, 38
delivery 14, 114, 121, 128, 167, 190, 208
responsibility for 13, 34
dependencies 67, 72, 220
design authorities 219
desirability 21, 22, 23, 25
detailed requirements specifications 66
deviation 63, 95, 101, 109, 139, 144, 180, 181, 211
diagnosis, using PRINCE2 7
diagrams 69, 71, 72, 117
see also product flow diagrams
Directing a Project process 135-45, 135, 230
checklist 288
purposes of 135
direction 13, 33, 34, 113
dis-benefits 26
discounted cash flow 27
documentation 57, 72, 93
archiving 94, 114
duplication, avoidance of 218
duration see timescales

early warning indicators 80, 871
earned value analysis 7
effort €8, 169, 170, 189
End Project Reports 109, 144, 210
composition of 224, 243
outline 243-4
end stage assessments 21, 23, 104, 157, 221
End Stage Reports 104, 109, 139, 140
outline 244-5
producing 199-200
quality criteria for 245
environmental factors 2186, 217
environments
commercial 37, 38, 150, 170, 172, 187, 217, 224-7
customer/supplier 31
maintenance 208, 209-10
operational 128, 208, 209-10
programme 199, 217-21
project 5,11, 14
escalation 158, 170
of breaches of tolerance 103
of deviations 101
of exceptions 43, 139, 157, 219
of issues 93, 96, 142, 174, 177, 179-80, 179, 180
of risks 78, 174, 177, 179-80, 179, 180, 220
of threats 106
estimating 64, 67, 68-9, 82-3, 160, 210, 231
Exception Plans 63, 96, 197, 199-200, 201, 202, 208
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Exception Plans continued checklist 291
approval of 168, 200 purposes of 149
authorization of 137, 139-41, 140, 141, 230, 289 initiation stage 114, 130, 131
producing 106, 109, 180, 200-2 authorization for 130, 136-7, 136, 138, 230, 288
responding to 142-3 planning 122, 130
reviewing 103, 140 plans 62, 221
submission of 193-4 responsibility for 137
Exception Reports 79, 180, 193, 199-200, 201 integration 34, 91, 228
outline 245 interfaces 169, 170, 185, 188, 220
producing 96, 106, 109, 179 International Project Management Association 231
exceptions 101, 104, 109, 135, 139, 143, 157, 219 investment appraisal 24, 27
Executive, the 32, 73, 97, 218, 219, 223 investment options 21, 25
appointment of 122, 122, 123, 221 issue control 91, 92, 94-6, 95, 177
consulting with 127, 197 Issue Register 93, 95, 107, 153, 173, 211
role and responsibilities of 21, 22, 23, 24, 28, 35, 43, outline 246-7
58, 88, 110, 127, 197, 270 purpose of 94, 246
expected monetary value 83, 83 reviewing 154, 156, 158, 160, 196, 198
external factors 141, 143, 173, 194 updating 96, 153, 161, 162, 170, 172, 174, 181, 197,
external organizations 225 199, 201, 202, 207
external parties 38, 67, 177, 186 Issue Reports 95, 109, 142, 143, 177
outline 247-8
failure of projects 12, 194, 221 purpose of 94, 247
feasibility projects 229, 229 updating 96, 181
finances see budgets; costs; funding issues 95-6, 173, 189, 200
float 69, 72 capturing 95, 157, 174, 176-7, 178, 178
flow diagrams see product flow diagrams controlling 168, 189
focus on products 7, 11, 14, 47 49, 194 types of 91, 92
forecasts 114, 139, 145, 173, 179, 197, 228 see also escalation, of issues
of breaches of tolerance 103, 109, 142, 190, 193
formality 56, 63, 95, 186 leadership 7, 40, 56
funding 114, 127, 150, 226 learning from experience 11, 12
see also lessons; Lessons Log; Lessons Reports
Gantt charts 717 lessons 7, 12, 47, 81, 84, 108, 174, 194

capture previous 122, 124, 124, 125
seeking 151, 152, 154, 156, 158, 160, 161
Lesscns Log 124, 200, 211

gateway reviews 54, 229-30, 298
governance 7, 225-6, 265-6

guidance s
Office of Government Commerce (0GC) 5, 6, 6, 34, 39, entries in 151, 152, 154, 156, 158, 160, 161
41 42, 78. 79 outline 248-9
PRINCE2 Maturity Model 215 purpose of 108, 248

reviewing 125, 127, 128
Lessons Reports 200, 210-11

Highlight Reports 35, 108-9, 114, 143, 176, 177, 223, i
outline 249-50

224
outline 245-6 purlposle af g, 249
see also reporting, highlights rel\flewmg 124, 133, 143
levelling 70
liability 227

impact assessments/analysis 22, 92, 94, 95-6, 104
information 61, 164, 168, 172, 180, 193, 194, 211
assembling 175, 181
collection of 121,172, 173
management of 138, 155
Initiating a Project process 52, 121, 122, 130, 149-64,
149, 223, 227

lifecycle models 66, 228
lifecycles, development 127, 128
line management 40

maintenance 35, 36, 128, 139, 140, 144, 160, 175, 200,
208, 209-10
costs 26, 27
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maintenance organizations 27, 175 221, 297
management 13, 32 related publications 297-8
day-to-day 33, 38, 62, 103, 106, 114, 123, 168 operations 27, 35, 36, 128, 139, 140, 144, 175, 200, 208,
levels of 102-3 209-10
see also management by exception; stages opportunities 77, 79, 81, 82, 83, 87
management by exception 7, 11, 13, 35, 101, 102, 104, responding to 84, 85, 86-7, 138, 139
108, 135 see also risk
Management of Risk (M o R} 78, 297 options analysis 96, 96
management products 87 92, 150, 221, 223-4, 228 options, business 25
adapting 216-17, 227 organization 17, 31-43
baseline 235, 236 adapting 223, 225-6
management stages see stages defining 31-2
Managing a Stage Boundary process 35, 39, 103, levels of 32-4
193-202, 193 PRINCE2 approach to 32-43
checklist 292-3 purpose of 31
purposes of 193-4 responsibilities for 43, 43
Managing Product Delivery process 185-90, 785, 228 structure of 219, 220
checklist 292 tailoring 218-19
purposes of 185 outcomes 21-2, 22, 26, 128, 150, 218
measurements 22, 25-6, 211 outputs 21-2, 22, 32, 229
mechanisms overviews
assurance 13 Closing a Project process 205
control 88, 137, 157, 219 Controlling a Stage process 167
reperting 137 223 Directing a Project process 135
metrics 54, 57, 210 Initiating a Project process 749
milestones 62, 127, 138, 180, 170, 187, 221, 223, 226 Managing a Stage Boundary process 793
defining 70-1 Managing Preduct Delivery process 185
monitoring 5, 13, 101, 168, 173 Starting up a Project process 127
by Project Boards 36, 135
by Project Managers 69, 94 payback period 27
responsibility for 4, 36 peer reviews 54
Monte Carlo analysis 83, 87-8 people management 39-40
MaoSCoW analysis 51, 93 performance 144
multi-ownership 227 personnel 7, 39-40, 57, 61, 124-6, 180
availability of 35, 70, 161
net benefits 27 planning 4, 5 26, 61, 72
net present value 27 product-based 64-7 279-83
notification 138, 143, 145, 179, 190, 190, 200, 211 stage-by-stage 13, 194-5, 195
planning horizons 13, 61, 105
objectives 35, 77, 115, 127, 128, 143, 150, 206 plans 17, 61-73, 195, 220, 251
assessment of 143-4 adapting 223, 226
of Closing a Project process 205 defining 61-3
of Controlling a Stage process 167-8 levels of 61-2
of Directing a Project process 135 outline 250-1
of Initiating a Project Process 149-50 presentation of 64, 72
of Managing a Stage Boundary process 194 PRINCEZ2 approach to 62, 63
of Managing Product Delivery process 185 purpose of 61, 250
of Starting up a Project process 121 risk 83-5
off-specifications 36, 92, 93, 94, 97, 142, 180 post-project activities 24, 25, 114, 135, 144, 208, 209, 236
Office of Government Commerce (0GC) pre-project phase 113-14
gateway reviews 229-30, 298 PRINCE2 7, 14

Managing Successful Programmes (MSP) 217, 218, approach to Business Case 22-7
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PRINCE2 continued
approach to change 92-6
approach to plans 82, 63, 64-72
approach to progress 102-9
approach to quality 47 49-57
and Bodies of Knowledge (BoK) 230-1, 230
elements not covered by 6-7
embedding 215, 217
(Gateway Reviews 230
and governance principles 265, 266
journey 113-14
key features of 4-5
methods 186
planning levels 61-2
process model 114, 115
processes 113, 713
quality review technique 54-7
related publications 297-9
structure of 5, 6
tailoring 14, 138, 197 211, 215-31, 215, 216
training in 40
universality of 11, 14
principles 5, 11-14, 215-16, 221
see also business justification, continued; focus on
products; learning from experience; management
by exception; responsibilities; roles; stages; tailoring
prioritization 92-3, 177
privacy 225
probability impact grids 82, 84
probability, of risks 82
problems/concerns 92, 93, 94, 97, 141, 142, 170
processes 5, 113-17, 116, 217, 221, 227
key to diagrams 117
see also under specific process names
procurement stages 226
producers, responsibilities of 53
product-based planning 64-7, 64, 279-83
product breakdown structures 67, 201
creation of 65-6, 160, 195
examples of 279, 281, 287
product checklists 71, 257
Product Descriptions 49, 51, 52-3, 201, 235, 282, 287
composition of 252
contents of 50, 105, 175, 185, 188
creation of 66-7 160, 196
derivation of 252
for external products 65-6
format and presentation of 223, 252
libraries of 52, 66
of management products 216-17
outline 235-62
purpose of 14, 52, 251

quality criteria for 252-3
reviewing 138, 140
in Work Packages 168, 169
see also Project Product Descriptions
product flow diagrams 65, 68, 67, 160, 196, 201, 283
Product Status Accounts 94, 200
composition of 107, 253
derivation of 107 253
outline 253
purpose of 93, 253
requests for 173, 175, 206-7, 208
products 4, 26, 47, 91, 169
acceptance of 205, 210
approval of 56, 114, 116, 170, 172, 187, 189, 190,
194, 200, 207
commercial off-the-shelf (COTS) 127
completion of 57, 72, 194, 200, 208
delivery of 167 168, 186, 190
development of 185, 188
external 65-6, 67
fitness for purpose of 47, 50, 53, 54, 55, 56, 57, 211
handover of 139-40, 144, 169, 174-5, 187, 200, 206,
208-10Q, 209, 209
identification of 94
new/extra 66, 197, 201
ownership of 206
responsibility for 35-6
status of 66, 94, 138
programme beards 218
programme environments see environments, programme

programme management 23, 35, 103, 109, 127, 135, 142,

143, 144, 218
and benefits review 24, 25
as commissioner 113, 122
requirements of 153, 162
responsibilities of 28, 33, 36, 43, 43, 48, 58, 73, 88,
97, 110
strategies/standards/practices 128, 150, 151, 152, 154,
156, 158, 160, 161
programme management teams 218
programme managers 218, 219
programme organizations 216
programme plans 62
programme policies 92
programmes 31, 41
progress 17,61, 101-10, 103, 220-1, 223
reporting 102, 108-9, 226
responsibility for 109, 110
reviewing 102, 103, 107-8, 226
progress controls 101, 102, 103-4, 106-9
see also project controls
progress performance data 80
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progress updates 104 setting up 122, 124-6, 125, 126
project approach 122, 127-9, 129, 129, 136, 160, 196, 201 structure of 31, 33, 34, 128, 158, 218, 223, 228
Project Assurance 23, 38, 48, 52 Project Managers 34, 96, 136, 185
appointment of 137, 142, 144, 223, 225 ad hoc direction for 141-3
competencies 274 appointment of 722, 123, 221
consulting with 152, 153, 155, 156, 158, 1671, 164, competencies of 272
170, 188, 194, 201 control of stages by 62, 103, 104
delegating 125, 136 monitoring by 69, 94
independence of 39, 49 role and responsibilities of 4, 5, 28, 33, 38, 38, 43, 43,
role and responsibilities of 28, 36, 43, 58, 73, 88, 97, 73, 88, 97,110, 114, 127, 223, 271-2
110, 219, 273-4 support for 36, 85
Project Boards 21, 32, 37-8, 50, 62, 79, 141, 223, 226, 227 project mandates 23, 25, 80, 113, 122, 123
accountability of 33, 34, 49 revising 141-2
advice from 173, 174, 177 project offices 39
approval from 24, 52, 63, 152, 153, 155, 156, 158, Project Plans 64, 180, 199
161, 162, 194, 210 approval of 138, 140, 194
authorization by 103, 139-41 composition of 106, 137
characteristics of 34-5 creation of 62, 150, 159-61, 159, 160, 220
competencies 269-70 deviation from 95, 139
consulting with 194, 201, 208 impacts on 173, 177
control by 103, 135-6 objectives of 143-4, 200
decision making by 97, 122, 150 reviewing 104, 194, 196, 198, 220
giving ad hoc direction 141-3 updating 141, 193, 196, 197, 197, 206, 208
membership of 34, 35-6 Project Product Descriptions 80, 127, 128, 137, 150, 154,
needs of 155, 158, 161, 164 207
role and responsibilities of 33, 113-14, 269-70 composition of 65, 256
Project Briefs 80, 113-14, 121, 122, 221 examples of 279-80, 280
assembling 127-9, 729, 129 outline 256-7
composition of 51, 253-4 updating 160-1, 197
outline 253-4 project stages see stages
reviewing 136, 152, 154, 156, 158, 161 Project Support 38, 125, 219, 223
project controls &1, 104, 138, 150, 161, 169 competencies of 275
establishing 92-4 role and responsibilities of 28, 39, 43, 58, 73, 79, 88,
setting up 13, 40, 114, 130, 156-8, 157, 158 97, 110, 274-5
see also progress controls project variables see variables
project environments see environments, project projects 21
project factors 216, 217 authorization of 136, 137-8, 288-9
Project Initiation Documentation 106, 168, 169, 227 characteristics of 3-4
assembling 122, 150, 162-4, 163, 164 closing 103, 104, 114, 136, 137, 142
composition of 102, 158, 223, 255 definition of 31, 136
objectives in 143-4, 205 evaluation of 210-12, 211
outline 254-6 evolving 22, 228
reviewing 103, 114, 138, 144, 194-5, 201, 210 failure of 12, 194, 221
updating 140, 197, 201 as part of programmes 36, 41, 64, 79, 95, 126, 162,
project interests 31-2, 32 208, 217-21
project lifecycles 105, 229-30, 229 scale of 221-4, 222
project management 4, 5 simple 221-4
four levels of 33-4, 33 types of 22, 25, 227, 228-9, 229
Project Management Institute 230 public sector projects 229-30
project management teams 31, 34-9, 39-40, 52, 136,
200, 201, 206, 210 qualifications 6

responsibilities of 48-9, 168 quality 5,13, 17, 47-58, 219, 226



324 | Index

quality continued
accountability for 35
defining 47-9
PRINCE2 approach to 49-57
responsibility for 52, 57-8, 58
quality assurance 48-9, 48, 52, 54, 219
quality audit trail 49, 50
quality control 48, 49, 54-7, 66, 219
quality criteria 47, 52, 53, 57, 67, 185, 217
meeting 175, 207
in Product Descriptions 66, 188, 287
see also Product Descriptions, outline
quality culture 57
quality expectations 50, 52, 127, 137, 138, 150, 154, 223
changes to 196, 201
quality inspections 54
quality management 47-8, 200
Quality Management Strategy 52-3, 138, 153-5
composition of 169, 226, 257
derivation of 219, 258
examining 196, 201, 211
outline 257-8
preparation of 153-4, 154, 154, 155
quality management systems 47-8, 226
quality methods 50, 53, 54
quality planning 48, 50-4
Quality Register 53-4, 53, 57, 107, 155, 211
checking 172, 173
outline 258-9
reviewing 172, 190
updating 170, 188, 196, 202
quality responsibilities 53
quality review technique 54-7
quality tolerances 50, 51, 52

recommended actions 115-16, 175-6, 188, 194-5
in Closing a Project process 206-7, 207-8, 209-10,

211

in Controlling a Stage process 169, 172, 173, 177, 180,
181, 210-12

in Directing a Project process 136-7, 138, 139-41,
142-3, 144-5

in Initiating a Project process 151-2, 154-5, 156, 158,
160, 161-2, 164
in Managing a Stage Boundary process 194, 196-200,
201-2
in Managing Product Delivery process 187 190
in Starting up a Project process 124, 125, 126-7, 128,
130
records see Configuration ltem Records; Daily Log; Issue
Register; Lessons Log; Quality Register; Risk Register
references 170

releases 91
reporting
arrangements 124, 125, 130, 170, 187, 218
frequency of 38
highlights 168, 175-6, 176, 177
mechanisms 137, 223
progress 102, 108-9, 226
responses to 141
structures 7, 37
reports see End Stage Reports; Exception Reports;
Highlight Reports; Issue Reports; Lessons Reports;
Product Status Accounts
requests 141
for change 93, 94, 97, 141, 142, 180
for Product Status Accounts 173, 175, 206-7, 208
resources
allocation of 34, 70, 137, 138, 140, 151
availability of 70, 173
management of 72, 106
release of 207, 208
requirements for 41, 68, 71, 159
responsibilities 31, 65, 150
for ad hoc direction 143
for appointments 123, 126
for authorizations 116, 139, 141, 145
for Business Case 27, 28, 128, 162, 198
for changes 96, 97
for closure 207, 208, 212
for corrective action 182
defining 11,12, 124
descriptions of 269-75
for evaluation 211
for Exception Plans 202
for handover 209
for Highlight Reports 177
for initiation stage 131, 137
for issues 178, 180
for lesson capture 125
for organization 43, 43
for planning 72, 72, 195
for progress 109, 110
for project approach 129
for Project Brief 129
for project controls 158
for Project Initiation Documentation 164
for Project Plans 160, 197
for quality 58
for reviewing stage status 175
for risk management 85, 88, 88, 178, 180
for stage end 200
for strategies 151, 153, 154, 156
transfer of 145, 210
for Work Packages 170, 171, 173, 186, 189



return on investment (ROl) 27
reviewers 53
reviews see post-project activities
risk 5,13, 17, 71,72, 77-88, 105, 193, 194, 220
analysis of 71-2, 173, 223
aspects of 81-2, 82
assessment of 82-3, 95, 199
capturing 174, 176-7, 178, 178
controlling 168, 188
identification of 79, 80-2, 126, 127,130, 137, 161, 177
major 27, 161
PRINCE2 approach to 78-88
responding to 77, 84-5, 85, 86-7, 138, 139, 177
reviewing 138, 188, 200
see afso escalation, of risks
risk actionees 85
risk appetite 78, 197
risk breakdown structures 81, 82
risk budgets 71, 87-8
risk capacity 197
risk checklists 81
risk estimation techniques 82-3
risk evaluation techniques 83
risk identification techniques 81
risk management 77, 78-9, 78
risk management policies 78
risk management procedures 79-87 80, 177
risk management process guides 78-9
Risk Management Strategy 79, 88, 138, 170, 177, 216,
220, 221
composition of 80, 259-60
outline 259-60
preparation of 150-2, 757, 151
risk owners 77, 85, 226
risk plans 83-5
risk profiles 95, 198
risk prompt lists 81
Risk Register 82, 152, 173, 211, 221, 226
composition of 107, 260
derivation of 261
entries in 65, 71, 81, 177
format and presentation of 261
outline 260-1
purpose of 79, 197, 260
quality criteria for 261
reviewing 152, 154, 156, 158, 160, 196
updating 153, 161, 162, 170, 172, 174, 181, 197, 199,
202
risk summaries 139
risk tolerances 78, 79, 82, 83
risk workshops 81
role descriptions 34, 35-6, 38, 39, 43, 58, 72, 88, 97,
110, 123, 124, 125, 128, 201, 217, 269-75
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roles 85, 217, 225
combining/sharing 31, 34, 35, 37, 168, 219, 223, 229
defining 7, 11, 12, 31

S-curves 72, 108
scheduling 67, 69-71
scope 5, 13,47 65,128
'scope creep' 5, 14, 65, 167
security 128, 211
Senior Responsible Officers (SRO) 218, 229
Senior Suppliers 32, 34, 73, 97, 136
role and responsibilities of 28, 35-6, 43, 58, 88, 110,
225,271
Senior Users 32, 73, 97, 127, 219, 223
accountability of 24, 25, 35
role and responsibilities of 21, 26, 28, 35, 43, 58, 88,
110, 226, 270-1
sensitivity analysis 26, 27
service agreements/contracts 160, 209-10
severity ratings 36, 92-3, 177
side-effects 208, 236
slack 69, 70
specialist aspects 6-7, 108, 228
spreadsheets 71
stage boundaries 105, 706, 158, 193-202
Stage Plans 62, 64, 66, 109, 168, 200, 206
approval of 139, 193, 194
authorization of 137, 139-41, 140, 141, 230
composition of 106, 173
creation of 62, 104, 113, 121, 194, 196
examining 169, 180, 201
impacts on 173, 177
for initiation stage 130, 137
maintaining 220, 226
reviewing 103, 140
updating 107, 170, 172, 174, 181, 197
stages 11,13, 101, 102, 106, 114, 194, 200
alignment of 105, 226, 228
authorization of 103, 114, 136, 139, 168, 194, 289
end of 70, 175, 193, 199-200, 199, 200
length of 105, 221
number of 104-5, 157, 221
planning next 194-5, 195, 195
reviewing status of 173-5, 774, 175, 180
use of 39, 104-6
stakeholder analysis 41, 126, 219
stakeholder engagement 41-2, 56, 155-6, 219
stakeholder expectations 14
stakeholders 12, 21, 38, 41-3, 57, 81, 162
communication with 23, 61, 87, 137, 138, 156
consulting with 194, 201
interests of 12, 31-2
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standards 127, 150, 151, 152, 220 timescales 5, 13, 26, 62, 101, 106, 127, 170, 221
Starting up a Project process 35, 121-31, 221, 227 calculation of 161
adapting 223 constraints on 72, 130
checklist 287 establishing 159
overview of 127 estimating 47
purposes of 121 of gateway reviews 230
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It is often stated that the one constant in the modern world
is change. Whether that change is driven from a strategic
perspective, forms part of a programme of transformational
change, or is in response to an operational imperative, the
delivery mechanism for change remains the same, and that is
project management.

This latest version of the PRINCE2™ method has been
designed to place more emphasis on the principles that
underpin successful project management, and to provide
clear guidance on how to apply these principles to the
organizational context within which projects are operating.
As such, it is an essential manual for anyone with an interest
in managing projects more successfully.

The challenge that faces all organizations, whether they be
public or private sector, large or small, is to deliver change
through managing projects successfully and consistently.

This is where the PRINCE2 project management method adds
real value, as the globally recognized standard for delivering
successful projects.
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