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Foreword

Nowadays, most organisations are experiencing unprecedented levels of change.
Change has become a way of life for organisations that need to remain effective and
competitive in order to thrive. It is essential to manage the inherent risk associated with
change and innovation.

Projects bring together resources, skills, technology and ideas to deliver business
benefits or to achieve business objectives. Good project management helps to ensure
that these benefits or objectives are achieved within budget, within time and to the
required quality.

PRINCE is a project management method designed to provide a framework covering the
wide variety of disciplines and activities required within a project. The focus throughout
PRINCE is on the business case which describes the rationale and business justification
for the project. The business case drives all the project management processes, from
initial project set-up through to the finish of the project.

Many organisations are employing the skills and services of external Suppliers, working
alongside in-house resources, to enhance their ability to deliver successful projects.
PRINCE provides a mechanism to harness these resources and enable the project team
to work together effectively.

PRINCE embodies many years of good practice in project management and provides a
flexible and adaptable approach to suit all projects. I commend the PRINCE approach
to you. May PRINCE help you to achieve successful outcomes to your projects!

Bob Assirati
Chief Executive, CCTA
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1 Introduction

PRINCE was established in 1989 by CCTA (the Central Computer and
Telecommunications Agency). The method was originally based on PROMPT, a
project management method created by Simpact Systems Ltd in 1975. PROMPT was
adopted by CCTA in 1979 as the standard to be used for all Government information
system projects. When PRINCE was launched in 1989, it effectively superseded
PROMPT within Government projects. PRINCE remains in the public domain and
copyright is retained by the Crown. PRINCE is a registered trademark of CCTA.

1.1 Why use a project management method?

Project failures are all too common – some make the headlines, the vast majority are
quickly forgotten. The reasons for failure are wide and varied. Some common
causes are:

* lack of co-ordination of resources and activities
* lack of communication with interested parties, leading to products being
* delivered which are not what the Customer wanted
* poor estimation of duration and costs, leading to projects taking more 

time and costing more money than expected
* insufficient measurable
* inadequate planning of resources, activities, and scheduling
* lack of control over progress so that projects do not reveal their exact 

status until too late
* lack of quality control, resulting in the delivery of products that are
* unacceptable or unusable.

Without a project management method, those who commission a project, those who
manage it and those who work on it will have different ideas about how things
should be organised and when the different aspects of the project will be completed.

Those involved will not be clear about how much responsibility, authority and
accountability they have and, as a result, there will often be confusion surrounding
the project. Without a project management method, projects are rarely completed on
time and within acceptable cost – this is especially true of large projects.

A good project management method will guide the project through a controlled,
well-managed, visible set of activities to achieve the desired results. PRINCE adopts
the principles of good project management to avoid the problems identified above
and so helps to achieve successful projects. These principles are:
* a project is a finite process with a definite start and end
* projects always need to be managed in order to be successful
*  for genuine commitment to the project, all parties must be clear about why
  the project is needed, what it is intended to achieve, how the outcome is to
  be achieved, and what their responsibilities are in that achievement.

1.2 What is PRINCE?

PRINCE (PRojects IN Controlled Environments) is a structured method for effective
project management. It is a de facto standard used extensively by the UK Government
and is widely recognised and used in the private sector, both in the UK and
internationally. PRINCE, the method, is in the public domain, offering non-proprietorial
best-practice guidance on project management. PRINCE® is, however, a registered
trademark of CCTA.

The key features of PRINCE are:

 * its focus on business justification
*  a defined organisation structure for the project management team
* its product-based planning approach
* its emphasis on dividing the project into manageable and controllable stages
* its flexibility to be applied at a level appropriate to the project.



.
1.3     Benefits of using PRINCE

PRINCE provides benefits to the managers and directors of a project and to an
organisation, through the controllable use of resources and the ability to manage
business and project risk more effectively.

PRINCE embodies established and proven best practice in project management. It is
widely recognised and understood, providing a common language for all
participants in a project. PRINCE encourages formal recognition of responsibilities
within a project and focuses on what a project is to deliver, why, when and for
whom.

PRINCE provides projects with:

* a controlled and organised start, middle and end
* regular reviews of progress against plan and against the Business Case
* flexible decision points
* automatic management control of any deviations from the plan
* the involvement of management and stakeholders at the right time and place
  during the project
* good communication channels between the project, project management, and
  the rest of the organisation.

Project managers using PRINCE are able to:

* establish terms of reference as a pre-requisite to the start of a project
* use a defined structure for delegation, authority and communication
* divide the project into manageable stages for more accurate planning
* ensure resource commitment from management is part of any approval to
  proceed
* provide regular but brief management reports
* keep meetings with management and stakeholders to a minimum but at the
  vital points in the project.

Those who will be directly involved with using the results of a project are able to:

* participate in all the decision-making on a project
* if desired, be fully involved in day-to-day progress
* provide quality checks throughout the project
* ensure their requirements are being adequately satisfied.

For senior management PRINCE uses the ‘management by exception’ concept. They
are kept fully informed of the project status without having to attend regular, time-
consuming
meetings.

There are many organisations providing training, consultancy and tools services for
PRINCE, thus ensuring a competitive supply. In addition, there is an active user
group dedicated to the support, promotion and strengthening of the method.



1.4     Structure of the manual

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

* Introduction, presents the basic principles governing project management and
  how PRINCE addresses them; it also shows how PRINCE fits with related
  aspects such as programme management, quality management and the
  management of risk

* Components, explains and describes the major elements of project
  management, such as organisation and control, and how PRINCE
  incorporates them. These components represent the ‘raw materials’ of good
  project management including quality management and the management of
  risk.

* Processes, describes the PRINCE process model, explaining what has to be
 done to manage the project by bringing together and applying the ‘raw
 materials’ in a successful manner

* Techniques, explains the various techniques of project management which are
  unique to PRINCE

* Appendices, offers Product Outlines for PRINCE management products, role
  descriptions, a more detailed explanation of Configuration Management and
  a comparison of the Quality Systems standard, IS0 9001, and PRINCE.

In addition, there is a full Glossary of terms.

1.5     Using the manual

This manual is aimed at people who will be playing a part in a PRINCE project, or
who wish to understand how PRINCE contributes to the project management
process; this would include senior managers responsible for the overall direction of
a project, Project Managers, project auditors, quality assurance personnel and
members of the project team. In addition, line managers of project personnel may

find it useful to gain an appreciation of their staff’s involvement in a project by

Figure 1: Structure of the manual
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reviewing the Introduction

This manual has been designed to provide a complete reference to the PRINCE
method. As such, the entire manual provides essential reading for all Project
Managers. However, the following is offered as a focus for specific groups:

* for Project Managers coming to PRINCE for the first time
   - read and understand the PRINCE in context and Overview of PRINCE
     sections of An introduction to PRINCE to appreciate the overall approach
     PRINCE takes to creating and managing the project
   - read and understand the Components section (Chapters 3 – 11) in order to
     familiarise themselves with the interaction between the components and
     the processes
   - use the process model, described in Introduction to Processes, as the basis
     for planning a project and deciding on resource requirements.

* for Project Managers already familiar with PRINCE
   - read and understand the process model, described in the Processes section,
     to appreciate the changes of emphasis and process-driven approach.

* senior managers who will be involved in the project at Project Board level
  should gain an appreciation of PRINCE and their roles within a project by
  studying the Introduction, the Introduction to Processes, Organisation, and the
  description of Directing a Project (DP) within the Processes section of the
  manual.

1.6     PRINCE terminology

There are some terms that have a specific interpretation within PRINCE. All terms,
words or phrases that are specific to PRINCE start with capital letters and have full
explanations given in the Glossary. For example, the term ‘Exception’ is used within
PRINCE to mean ‘a situation where it can be forecast that there will be a deviation
beyond the tolerance levels agreed between Project Manager and Project Board’.

The following list of terms are the most important to understand with regard to
PRINCE and are all included in the Glossary. Readers should familiarise themselves
with them to prevent any possible confusion when using PRINCE.

Product, Deliverable or Outcome is used to describe everything that the project has
to create or change, however physical or otherwise these may be. Results of projects
can vary enormously from physical items, such as buildings and machinery, to
Intangible things like culture change and public perception.

Customer is used to represent the person or group who has commissioned the work
and will be benefiting from the end results.

User is defined as the person or group who will use or operate the final product. In
some situations, the Customer and User may be the same group of people.

Supplier  is used to mean the group which is providing specialist resources and
skills to the project, or is providing goods and services, to create the project
outcome required by the Customer and Users.

Business Case is used to define the information that justifies the setting up,
continuation or termination of the project. It answers the question ‘Why should this
project be done?’ It is updated at key points throughout the project.



2     An Introduction to PRINCE

2.1    What is a project?

PRINCE defines a project as:

‘a management environment that is created for the purpose of delivering
one or more business products according to a specified business case’

Another definition of a project might be

‘a temporary organisation that is needed to produce a unique and pre-define
outcome or result at a pre-specified time using pre-determined

resources’

PRINCE additionally supposes that those responsible for the project will not have
experience of working together to produce a similar set of outcomes or results for
the same Customer in the past; that co-ordination between those working on the
project will need to be well organised; and that the responsibilities between those
undertaking the work, those managing it and those sponsoring it will need to be
clearly defined.

A PRINCE project, therefore, has the following characteristics:

* a finite and defined lifespan

* defined and measurable business products

* a corresponding set of activities to achieve the business products

* a defined amount of resources

* an organisation structure, with defined responsibilities, to manage the
  project.

Each project falls within a specific business context. A project may be stand-alone,
or may be one in a sequence of related projects, or may form part of a programme
or corporate strategy.

A project, by its nature, is a temporary structure, created to achieve a specified
business benefit or objective.  When the work has been completed, the project is
disbanded.
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Figure 2: Product and Project Life Cycles

A project has a life cycle, which is the path and sequence through the various
activities to produce the final product. The term life cycle is also used to describe
the life of a product. The two should not be confused. Figure 2 shows how a
product life cycle might start from the initial idea or conception, through to the
operation of the product, finishing with the eventual scrapping of the product when
it comes to the end of its usefulness. The project life cycle covers the tasks of
specifying and designing a product, through to its testing and hand-over into
operational use. PRINCE cover the project life cycle plus some pre-project
preparation.

2.2   The scope of PRINCE

Figure 3 shows where PRINCE fits into a business and project environment.
PRINCE is not intended to cover all subjects relevant to project management. The
project management techniques and tools needed will vary according to the project
type and the corporate environment. There are also certain aspects of project
management that are well covered by existing and proven methods and are
therefore excluded from PRINCE. Examples of these aspects are:

* people management techniques such as motivation, delegation and team
  leadership
* generic planning techniques such as Gantt Charts and Critical Path Analysis
* risk management techniques
* the creation and management of corporate quality management and quality
  assurance mechanisms
* business case management, budgetary control and earned value analysis.



Figure 3: The PRINCE Relationship with Projects and
Business

PRINCE covers the management of the project, and the management of the
resources involved in carrying out the activities of the project. It does not cover the
specialist techniques involved in the creation of the products. This is the job of
other methods, although PRINCE must interface with them to enable information
on such areas as estimating, for example, to be provided for project management.

Although PRINCE is centred on the project, it begins before the project does by
preparing the ground so that the project starts in an organised and controlled
manner.

Another often critical project area is procurement. PRINCE assumes that the project
is run within the context of a contract. The contracting process is not included
within the method itself. Contracting and procurement are themselves technical
activities (like software engineering) and can therefore be managed using the
PRINCE method. If procurement or contracting is to be undertaken during the early
stages of the project, changes may be needed to the Project Board and other parts of
the Project Management Team once these stages have been completed. For example,
it may be appropriate to have a senior representative of the contractor organisation
as a member of the Project Board (in the role of Senior Supplier).

Contract and procurement issues will also increase the importance of a complete
and accurate Project Initiation Document (PID) which will need to be kept in line
with the text of the contract(s). Where PRINCE describes project roles, the
conversion of these into formal job definitions for a particular project will also
require careful attention, for example Project Assurance, the approval of Product
Descriptions, and the allocation of risk ‘ownership’.



2.3    PRINCE in context

PRINCE is designed to be used on any type of project in any environment. It
contains a complete set of concepts and project management processes that are the
minimum requirements for a properly run and managed project. However, the way
PRINCE is applied to each project will vary considerably, and tailoring the method
to suit the circumstances of a particular project is critical to its successful use.

PRINCE projects are always focused on delivering specified products to meet a
specified Business Case. There will be many higher level issues surrounding the
project. These will need to be dealt with by other methods and approaches, such as
programme management. PRINCE is aimed at the middle ground between these
higher level, more strategic, issues and the specialist production processes
underneath project management.

Few projects can be completed entirely in isolation. The outputs from one project
may be used as input by another project. There may be other dependencies between
projects, such as shared resources. PRINCE places strong emphasis on the products
that the project is required to deliver and so provides a firm basis for defining the
boundaries.

Within any project there are various groups of people with an interest in the project and
its outcome, including:

* Customers who have commissioned the work and will be benefiting from
   the end results

*  Users who will use or operate the final product; the Customer and User may
   be the same group of people in some situations

* Suppliers who are providing specialist resources and/or skills to the project,
   or are providing goods and services

* Sub-contractors, who provide products or services to the Supplier.

The Customer/ Supplier environment assumes that there will be a Customer who
will specify the desired outcome, make use of the final products and (in most cases)
pay for the project, and a (prime) Supplier who will provide resources and skills to
create that outcome. PRINCE is written from the standpoint that these two parties
come from separately managed areas and typically from commercially separate
organisations. Where, as will often be the case, both Customer and Supplier have a
common management, this will influence the composition of the Project
Management Team.

Whatever the team composition, the Customer should always participate
(throughout the project) in the creation and verification of products.

2.4    Overview of PRINCE

PRINCE is a process-based approach to project management. The processes define
the activities to be carried out during the project. In addition, PRINCE describes a
number of components that are applied within the appropriate activities. Figure 4
shows the components positioned around the central process model. Each
component is described in further detail, in the Components section of this manual,
showing how the particular subject affects project management and providing
guidance on when and how to address the issues.



The PRINCE process model, shown in Figure 5, consists of eight distinctive
management processes, covering the activities from setting the project off on the
right track, through controlling and managing the project’s progress, to the
completion of the project. The common Planning process is used by many of the
other processes.

Throughout the process model there are various project management products that
are the inputs and outputs of each process. Planning in PRINCE is product-based.
Each product is identified, defined and its delivery is controlled. The
responsibilities for the various activities, decision-making and support
requirements are fully defined within the Processes section of this manual.

The product-based planning technique also enables the project to state the standard
of quality to which each product must conform. In addition, quality testing
mechanisms are specified in order to prove that the products are meeting their
required quality standard. PRINCE describes a specific technique, Quality Review,
which is particularly suitable for the quality testing of document-based products.
There is a wide range of additional testing techniques that might be appropriate for
the project. The Project Quality Plan and the Stage Quality Plans must state what
these are, when and how they will be applied and by whom.

 Figure 4: PRINCE Processes&Components
mponents andComponents

Organisation

Planning

Controls

StagesManagement of Risk

Quality in a project

Configuration

Management

Change Control

Directing a Project

Starting
Up a
Project

Initiating
a

Project

Completing
& Starting
Stages

Controlling
a Stage

Managing

Product
Delivery

Closing
a Project

environment



Directing a Project

Starting
Up a

Project

Initiating
a

Project

Managing
Stage

Boundaries

Closing
a

Project

Planning

Controlling
a

Stage

Managing
Product
Delivery

Figure 5: The PRINCE Process Model

The project, by its nature, is set up to deal with change, and the future is always less
predictable than with routine work. In addition, projects can be large and complex,
dealing with novel or unusual factors. Risk is therefore a major factor to consider
during project management and PRINCE incorporates the management of risk into
its processes.

The process model provides the flexibility to establish a number of Stages, each
forming a distinct unit for management purposes. Each Stage has a defined set of
products or outcomes, activities, a finite lifespan, resources and an organisation
structure. The completion of each Stage is determined by the satisfactory
completion of the agreed products Stage boundaries need to be appropriate to the
particular project and may be chosen according to one or more of the following:

* the sequence of delivery of the products
* the grouping of products into self-consistent sets
* the natural decision points for feedback and review.

Whatever the nature or size of the project, PRINCE defines an Initiation Stage that
covers the planning and definition of the project. The Initiation Stage enables a
management review before making any commitment to later Stage(s) and their
associated resources and costs.

In some situations, a study might be required to investigate the situation and
determine options for the way ahead. Using PRINCE, the optimum approach would
be to handle the study as a separate and distinct project, and then operate a second
project to implement the results of the study.

Figure 6 shows the (relatively) simple life cycle for a study-type project. It has one
Project Plan, Business Case and set of risks. The possible options may each vary
enormously in their cost and timescales. Each option would have a different Project
Plan, Business Case and set of risks. Having chosen the appropriate option, the
second project would proceed with a straightforward set of project information.



Figure 6: Life Cycle of a Study Project

PRINCE enables the project to capture and retain the business benefits that are the
driving force behind the project itself. The benefits are stated in the project’s
Business Case. Benefits can take many different forms:

* financial, in the form of additional profit or avoided costs
* strategic, by providing a platform to move towards one of the organisation’s
  strategic aims
* legislative, by fulfilling some absolute requirement laid down by head office
  or a government minister.

Throughout a PRINCE project, the Business Case is reviewed and progress is
measured against the defined benefits. During any project there are often
opportunities to discover new benefits that may enhance the project’s outcome or
indeed impact on another project. However, any deviations from the original
Business Case must be controlled through the Project Board.

During the project, the specification of products will inevitably need to change.
These changes need to be controlled as they can easily destroy the project’s chance
of success. Controlling changes is linked to version control, a topic that is covered
within PRINCE under Configuration Management. Configuration Management is
an essential part of project control as it is focused on controlling the products being
delivered, knowing where they are at any point in time, what their status is, who is
working on them, and which is the latest version.



3 Introduction to the PRINCE Components

As shown in Figure 7, PRINCE has a number of components that are used by the
processes:

* Organisation
* Planning
* Controls
* Stages
* Management of Risk
* Quality in a project environment
* Configuration Management
*  Change Control.

The following chapters of the manual explain the philosophy of these components
and how they should be used.

There are also Hints and tips on using and tailoring the components to suit various
situations and types of project.

Figure 7: The PRINCE Components

Organisation

Planning

Controls

StagesManagement of Risk

Quality in a project

Configuration

Management

Change Control

Directing a Project

Starting
Up a
Project

Initiating
a

Project

Completing
& Starting
Stages

Controlling
a Stage

Managing
Product
Delivery

Closing
a Project

environment



4 Organisation
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Figure 8: Organisation in the PRINCE Template

4.1    Overview

The PRINCE project management structure is based on a Customer/Supplier
environment. The structure assumes that there will be a Customer who will specify
the desired outcome, make use of the outcome and probably pay for the project,
and a (prime) Supplier who will provide the resources and skills to create that
outcome. This assumption has a bearing on how the project is organised.

The Customer and Supplier may be part of the same corporate body or may be
independent of one another.

Establishing an effective organisational structure for the project is crucial to its
success. Every project has need for direction, management, control and
communication. PRINCE offers an approach which provides these elements and is
sufficiently flexible to be mapped to any environment.

A project needs a different organisation structure to line management. It needs to be
more flexible and is likely to require a broad base of skills for a comparatively short
period of time. The project is normally cross-functional, an involved partnership.

The project organisation combines people who are working full-time on the project
with others who have to divide their time between the project and other permanent
duties. The Project Manager will have direct management control over some of the
project staff, but may also have to direct staff who report to another management
structure.



The management structure of those with a problem to be solved will very often be
different from that of those providing the solution. They will have different
priorities, different interests to protect, but in some way they must be united in the
common aims of the project. The management level that will make the decisions
and the commitments on behalf of their interests is too busy to be involved on a
day-to-day basis with the project.  But most projects need day-to-day management
if they are to be successful.

Project Board

Senior
User Executive Senior

Supplier

Corporate or Programme Management

Project Manager

Project
Assurance

Project
Support

Team

Leader

Figure 9: Project Management Structure

The PRINCE project management structure, which is shown above, consists of roles
and responsibilities which bring together the various interests and skills involved
in, and required by, the project.

Good project management practice requires the fulfilment of a number of generic,
well-defined roles. For the project to be successful it is important to define these
roles at the outset.

A project is a temporary structure specifically designed to manage the project to its
successful conclusion to meet the requirements defined in the Project Brief. The
structure allows for channels of communication to decision-making forums and
should be backed up by job definitions which specify the responsibilities, goals,
limits of authority, relationships, skills, knowledge and experience required for all
roles in the project organisation.

All the roles set out in Figure 9 need to be accommodated within job definitions. In
addition, the relationship between people’s authority and responsibility within the
project and their normal management responsibility and authority needs to be
understood by those concerned and documented in job definitions.



In order to be flexible and meet the needs of different environments and different
project sizes, PRINCE does not define management jobs to be allocated necessarily
on a one-to-one basis to people. PRINCE defines roles which might be allocated,
shared, divided or combined according to the project’s needs. Associated with this
is the concept that responsibilities for a role can be moved to another role or
delegated, but they should not be dropped.

Some of the PRINCE roles cannot be shared or delegated if they are to be
undertaken effectively. The Project Manager role cannot be shared, nor can the
Project Manager or Project Board roles be delegated.

Corporate cultures differ, but PRINCE can be used no matter what corporate
organisation structure exists.

4.1.1    The Project Manager and Project Team

PRINCE provides for a single focus for day-to-day management of the project, the
Project Manager, who has well-defined responsibilities and accountability. Figure 10
gives an idea of the many facets to the role of Project Manager. The Project Manager
needs a project organisation structure which will take responsibility for some of
these facets and provide support in performing some of the other facets.
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Figure 10: The many facets of the Project Manager role

To meet these needs PRINCE provides a structure for a Project Management Team
which supports:
* roles for decision-makers
* management by exception for the decision-makers
* full- or part-time project management
* controlled delegation of some day-to-day management responsibilities,
  where required, to Team Managers
* roles for the independent inspection of all aspects of project performance
* administrative support, as required, to the Project Manager and Team
  Managers
* agreement by all concerned on what the various roles and responsibilities are
* lines of communication between the Project Management Team members.



4.1.2    Four layers.

PRINCE separates the management of the project from the work required to
develop the products, and concentrates on the former.

A fundamental principle is that the project organisation structure has four layers
which undertake:

* direction of the project
* day-to-day management of the project
* team management
* the work to create the products, i.e. the team members.

The first three are known as the PRINCE Project Management Team.

Hints and tips for Project Management organisation

Contractual and commercial arrangements will often interfere with the ideal project
management organisation.

The project organisation structure should include links with the more permanent,
functional or line management structures within both the Customer and Supplier
communities.

4.1.3   Three project interests

PRINCE mandates the structure and composition of the Project Board as depicted in
Figure 11. Three interests must be represented on the Project Board at all times.

Figure 11: The Three Project Interests
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Business

The product(s) of the project should meet a business need. The project should give
value for money. There should, therefore, be representation from the business
viewpoint to ensure that these two pre-requisites exist before commitment to the
project is made, and remain in existence throughout the project. PRINCE makes a
distinction between the business and the requirements of those who will use the
final product(s). The Executive role is defined to look after the business interests
(representing the Customer).

User

There will be an individual, group or groups for whom some or all of the following
will apply:

* they will use the final product
* the product will achieve an objective for them
* they will use the end result to deliver benefits
* they will be impacted by the outcome.

The User presence is needed to specify the desired outcome and ensure that the
project delivers it. User management should therefore be represented on the Project
Board.

Supplier

The creation of the end product (and possibly its subsequent operation) will need
resources with certain skills. Representation is needed from the Suppliers who will
provide the necessary skills. The Supplier may need to use both in-house and
external teams to construct the final outcome.

4.1.4    The Customer/Supplier environment

PRINCE is defined in terms of a Customer/Supplier environment. There are many
combinations of Customer and Supplier that may affect the organisation and control
of the project. Combinations worth considering are:

* projects sponsored by a single Customer versus those supporting multiple
   Customers
* those projects which are supplied by a single source versus those with
   multiple Suppliers
* situations which involve a consortium of equal Customers and/or Suppliers
   versus those which involve a ‘legal’ hierarchy of either:
  - projects supplied by an in-house source (part of the parent organisation)
  - those with a mixture of in-house and external Suppliers.

The project’s direction set by the Project Board must reflect the agreements and
decisions of the three interests.

NOTE: Customer specialists may also be involved in setting the direction of the
project, especially in cases where the project is part of a programme.

The Project Board is the forum where senior management representatives of the
Customer and Supplier come together to make decisions and commitments to the
project. There may be times when the Customer management needs to meet without
the Supplier to discuss confidential matters or prepare a joint approach and vice
versa. There may, therefore, be separate management groups as exemplified in
Figure 12, but within PRINCE the Project Board is regarded as a joint forum.
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Figure 12: Example Customer/Supplier Project Management Organisation

In Customer/Supplier situations there will always be two Business Cases, the
Customer’s and the Supplier’s. Elsewhere in this manual any references to the
Business Case mean the Customer’s Business Case.

In tailoring the Project Manager and Team Manager roles in a Customer/Supplier
environment, consideration must be given to whether it is acceptable for Customer
resources to be managed by a Supplier, or Supplier resources to be managed by the
Customer representative. If such a situation is permitted, the division of
management responsibilities for human resource management should be made
clear, e.g. appraisals, promotion and training.

4.2    The PRINCE Project Management Team

Below is a summary of the Project Management Team. A full description of each
role is provided in the Roles Appendix to the manual.

4.2.1   Project Board

The Project Board represents at managerial level the Business, User and Supplier
interests of the project. The Project Board members must have authority because
they are the decision-makers and responsible for the commitment of resources to
the project, such as personnel, cash and equipment.

The level of manager required to fill the roles will depend cm such factors as the
budget and importance of the project. Their Project Board responsibilities will be in
addition to their normal work, which makes it important that PRINCE offers them
management by exception, keeping them regularly informed, but only asking for
joint decision-making at key points in the project.



The Project Board consists of three roles:

* Executive
* Senior User
* Senior Supplier.

These roles should ideally be assigned to individuals who can stay with the project
throughout its life.

The Project Board is appointed by corporate or programme management to provide
overall direction and management of the project. The Project Board is accountable
for the success of the project, and has responsibility and authority for the project
within the remit (the Project Mandate) set by corporate or programme management.

The Project Board approves all major plans and authorises any major deviation
from agreed Stage Plans. It is the authority which signs off the completion of each
stage as well as authorising the start of the next stage. It ensures that required
resources are committed and arbitrates on any conflicts within the project or
negotiates a solution to any problems between the project and external bodies. In
addition, it approves the appointment and responsibilities of the Project Manager.

The Project Board is responsible for assurance that the project remains on course to
deliver products of the required quality to meet the Business Case defined in the
Project Initiation Document. According to the size, complexity and risk of the
project, the Project Board may decide to delegate some of this project assurance
responsibility. Later in the chapter project assurance is discussed.

The Project Board is the project’s ‘voice’ to the outside world and is responsible for
any publicity or other dissemination of information about the project.

4.2.2    Executive

The Executive is ultimately accountable for the project, supported by the Senior
User and Senior Supplier. The Executive has to ensure that the project is value for
money, ensuring a cost-conscious approach to the project, balancing the demands of
business, User and Supplier.

Throughout the project the Executive ‘owns’ the Business Case.

4.2.3    Senior User

The Senior User is accountable for making sure that what is produced is fit for its
purpose and for ensuring that the solution meets User needs and falls within the
constraints of the Business Case.

The role represents the interests of all those who will use the final product(s) of the
project; those for whom the product will achieve an objective; and those who will
use the product 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.

4.2.4    Senior Supplier

The Senior Supplier is there to ensure that proposals for designing and developing
the products are realistic in that they are likely to achieve the results required by the
Senior User within the cost and time parameters for which the Executive is
accountable. The role represents the interests of those designing, developing,
facilitating, procuring, implementing, operating and maintaining the project
products. The Senior Supplier must have the authority to commit or acquire the
required Supplier resources. The Senior Supplier has responsibility for the
Supplier’s Business Case.



It should be noted that in some environments the Customer may share design
authority or have a major say in it.

If necessary, more than one person may be required to represent a range of
Suppliers.

Hints and tips for the Project Board

Project Board members are normally very busy outside the project, There is a
danger in larger projects that if they don ‘t delegate their assurance responsibilities,
these will not get done, If the assurance responsibilities are not delegated, Project
Board members must seriously consider how the work associated with these
responsibilities will get done, when they will find the time and how  well those
responsibilities will be carried out.

Roles may be combined but never eliminated.

There will be questions of confidentiality or conflicts of interest. The Project Board
representatives of the Customer may not wish to discuss everything in front of the
Supplier, and vice versa, There is nothing-to prevent them having private meetings
to discuss their position before meeting with the other party.



It is not advisable to combine the roles of Senior User and Senior Supplier because
of potential conflict of interest. According to the project’s business environment,
any combination of the owner and user roles should be considered carefully.

Project Boards are the major decision-makers. It is important that the
Business, User and Supplier are represented, because they all need to make
commitments to the project.

The Supplier may wish to establish an internal management board to debate and
manage internal aspects of the project without the presence of the Customer or
User.

The Supplier’s equivalent of the ‘Project Board’ may wish to appoint its own
business assurance role to monitor the Supplier’s Business Case.

Both the Customer and the Supplier may wish to appoint their own assurance
roles. In particular, the Customer may feel the need for assurance about the specialist
aspects of the project independent of the Supplier.

A large Project Board can become unwieldy and inhibit the decision-making process.
If there arc too many candidates for a Project Board role, they should be encouraged
to appoint a spokesperson to carry out that role. In particular, if there are too
many wanting to share the Senior User role, a User Committee can be formed
with a Chairman. The Chairman represents them as Senior User, reports back to
the committee and takes direction from it before Project Board meetings.

Suppliers should not be in a position to outvote the business/User representatives by
sheer weight of numbers.

Other interests can be invited to attend Project Board meetings to provide advice etc.,
but not to take part in the decision-making.

All Project Board members need training in project Board procedures and
responsibilities.

Where the project is one of a string of projects, a decision is needed on who is the
user. It is an end-user or is it the next project in the string?

Don’t confuse the need for an organisation to manage the project with the need for
a communication vehicle.

Project Board members should sign up to their agreed role and responsibilities
before taking the job on.

Where the project is part of a programme, the Programme Director appoints the
Project Board Executive and has the option of appointing the other Project Board
members. Alternatively the Project Board Executive may be asked to select the
other Project Board members. Where the latter is the case, the advice and approval
of the programme Director should be sought.

4.2.5    Project Manager

The Project Manager is given the authority to run the project on a day-to-day basis on
behalf of the Project Board within the constraints laid down by the board.

The Project Manager’s prime responsibility is to ensure that the project produces
the required products, to the required standard of quality and within the specified
constraints of time and cost. The Project Manager is also responsible for the project
producing a result which is capable of achieving the benefits defined in the Project
initiation Document.
Hints and tips for the Project Manager
It may be beneficial to employ high quality people part-time rather than lesser
quality people full-time.



It is important to remember that the manual assumes the Project Manager will be
from the Customer. It is possible that the Project Manager may be from the Supplier,
ie the interface boundary moves from Project Manager/Team Manager to Project
Board/Project Manager.

Where the Project Manager does not have direct authority over personnel required
to work on the project, it is strongly recommended that the agreement of the
appropriate managers is obtained (and maintained throughout the project) for the
commitment of their personnel.

Remember that the Project Manager’s role is to manage the work, not do it.

The Project Manager must avoid becoming involved in low-level detail to the
extent that sight is lost of the ‘big picture’, i.e. what is going on in every part of the
project.

Different Project Manager attributes are needed for different types of project.

In tailoring the Project Manager and Team Manager roles in a Customer/ Supplier
environment, consideration must be given to whether it is acceptable for Customer
resources to be managed by a Supplier, or Supplier resources to be managed by the
Customer representative. If such a situation is permitted, the division of
management responsibilities for human resource management should be made clear,
e.g. appraisals, promotion and training.

4.2.6     Team Leader

The use of this role is optional. The Project Manager may find that it is beneficial to
delegate the authority and responsibility for planning the creation of certain
products and managing a team of specialists to produce those products. There are
many reasons why the Project Manager may decide to employ this role. 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 Team Manager’s prime responsibility is to ensure production of those products
defined by the Project Manager to an appropriate quality in a timescale and at a
cost acceptable to the Project Board. The Team Manager reports to and takes direction
from the Project Manager.

The use of this role should be discussed by the Project Manager with the Project
Board and, if the role is required, planned at Project Initiation time.

4.2.7    Project Assurance

The Project Board members do not work full-time on the project, therefore they
place a great deal of reliance on the Project Manager. Although they receive regular
reports from the Project Manager, there may always be questions at the back of their
minds, ‘Are things really going as well as we are being told?’, ‘Are any problems
being hidden from us?’, ‘Is the solution going to be what we want?’, ‘Are we
suddenly going to find that the project is over-budget or late?’ There are other
questions. The Supplier and /or Customer may have a quality assurance function
charged with the responsibility to check that all projects are adhering to the Quality
System.

All of these points mean that there is a need in the project organisation for
monitoring of all aspects of the project’s performance and products independent of
the Project Manager. This is the Project Assurance function.

Specific responsibilities

The implementation of the assurance roles needs to answer the question ‘What is to



be assured?’ A list of possibilities would include:

* maintenance of thorough liaison throughout the project between the Supplier
  and the Customer
* User needs and expectations are being met or managed
* risks are being controlled
* expenditure and schedule
* adherence to the Business Case
* constant reassessment of the value-for-money solution
* fit with the overall programme or company strategy
* the right people are being involved
* an acceptable solution is being developed
* the project remains viable
* the scope of the project is not ‘creeping up’ unnoticed
* focus on the business need is maintained
* internal and external communications are working
* the needs of specialist interests, e.g. security, are being observed
* adherence to quality assurance standards.

It is not enough to believe that standards will be adhered to. It is not enough to
ensure that the project is well set up and justified at the outset. All the aspects listed
above need to be checked throughout the project as part of ensuring that it remains
consistent with and continues to meet a business need and that no change to the
external environment affects the validity of the project.

PRINCE starts by identifying these Project Assurance functions as part of the role of
each Project Board member. According to the needs and desires of the Project
Board, any of these assurance responsibilities can be delegated, as long as the
recipients are independent of the Project Manager and the rest of the team(s). Any
appointed assurance jobs assure the project on behalf of one or more members of
the Project Board.

It is not mandatory that all assurance responsibilities are delegated. Each assurance
responsibility which is delegated may be assigned to one individual or shared. The
Project Board decides when an assurance responsibility needs to be delegated, and
the delegation may be for the entire project or only part of it. The person or persons
filling an assurance role may be changed during the project at the request of the
Project Board, Any use of other personnel to take on assurance responsibilities
needs to be planned at Initiation Stage, otherwise resource usage and costs for
assurance could easily get out of control. Anyone appointed to an assurance job
reports to the Project Board member responsible for the appointment.

Project Assurance has to be independent of the Project Manager, therefore the
Project Board cannot delegate any of its assurance responsibilities to the Project
Manager.

Hints and Tips for Project Assurance

The Project Board may carry out its own assurance roles if it so wishes and if
there is time.

The assurance required may vary according to the type of project. The lists given
here and earlier can be used to identify a need for a given project. One possible
example is the need to assure the continued business integrity of the project. This
role would monitor the continuing validity of the Business Case against external
events, changes to the project business risks, the evolution of actuals against the
Project Plan and any impact on the Business Case of changes to the specification.
Another example is the regular assurance on behalf of the User or Customer that
the project is staying on track to produce an effective and usable solution. A third
example is that of assuring that the correct standards are available, are being used
and are being used correctly in the development of the products. This might include
assurance that there is an audit trail of all the quality control work being done.



Other examples would include security assurance, and assurance that the project
is staying within programme strategy and guidelines.

If a role is changed during the project, care must be taken to ensure continuity of
the work being done by that role.

It is not advisable to combine any assurance roles where there would be potential
conflicts of interest.

Anyone appointed to an assurance role should be independent of the Project
Manager and Teams.

In Customer/Supplier projects there may be a need for two separate assurance
roles to monitor the respective interests of the Customer and the Supplier.

4.2.8 Project Support

The Project Manager may need administrative help. This may stem from the sheer
volume of work to be done or the mandated use of certain tools where the Project
Manager has insufficient expertise, such as in supporting, planning and control or
Configuration Management.

The provision of any project support on a formal basis is optional. It is driven by
the needs of the individual project and Project Manager. Project support could be in
the form of administrative services, advice and guidance to one or more related
projects, Where set up as an official body, project support can act as a repository for
lessons learned and estimating metrics, and a central source of expertise in
specialist support tools. One support function which must be considered is that of
Configuration Management. Depending on the project size and environment, there
may be a need to formalise this, and it quickly becomes a task with which the
Project Manager cannot cope without support. See the chapter on Configuration
Management for details of the work.

It is necessary to keep project support and assurance responsibilities separate in
order to maintain the independence of project assurance.

Hints and tips for Project Support

The physical location of project staff can present problems if they are geographically
remote from each other. If at all possible, choose people at a common location.
Alternatively, ensure suitable communications technology and training in its use
fire available.

A project support organisation which serves all projects is an ideal way to establish
and maintain a number of management standards, such as a common planning
and control tool, the management of risk and Configuration Management.



Where the number of projects and size of staff warrant it, the common areas of
support may be concentrated into a Project Support Office (PSO). This allows
staff to be permanently allocated to this type of work, and therefore become highly
skilled at the activities. A Project Support Office can support all projects and set
standards, such as the use of planning and control tools, reporting, change control,
Configuration Management.

4.3     Programme Organisation

A programme is a portfolio of projects selected and planned in a co-ordinated
way so as to achieve a set of defined business objectives.
Alternatively r it can be a single, large or particularly complex project or
a set of otherwise unrelated projects bounded by a business cycle.

Often, a project may be part of a programme. A programme would normally consist
of many projects. An example of a programme is the building and commissioning of
a new hospital, where various projects would undertake construction of the
building and the road infrastructure, the procurement of equipment, staffing,
provision of communications, computer systems and many others.

Figure 13 illustrates the programme management roles and their relationships with
the project organisation.

The management, direction and objectives of the programme influence each project.
In particular, when starting up the project, the programme management will have a
say in the selection of the project Executive. It is therefore necessary to understand
the organisation of a programme.

Figure 13: Programme Organisation
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Authority for a programme lies with the Programme Director. Authority for the
day-to-day management of a programme is delegated to the Programme Executive.

At the programme level the assurance role is fulfilled by two roles within the
Programme Executive, namely the Business Change Manager and the Design
Authority. At the project level assurance is the responsibility of the Project Board
members, who may delegate some or all of the role.

There are a number of lines of communication which may cause confusion. As the
diagram shows, information from the Project Manager may reach the Programme
Director via both the Programme Executive and the Project Board. This must be
clarified in the job definitions and also in the control and reporting procedures.

4.3.1 Programme Director

The Programme Director will have direct, overall control of the programme
implementation. This includes delegating the authority for projects to Project
Boards.

The role of Programme Director may be part-time, but is responsible for:

* establishing the programme and projects
* Project Board appointments
* securing resources
* monitoring progress
* ensuring the aims of the programme and projects continue to be aligned
  with evolving business needs
* ensuring the realisation of benefits.

Responsibility for establishing the Project Board lies with the Programme Director.
However, having appointed the project Executive, the Programme Director may
choose to delegate the appointment of the remainder of the Project Board and
Project Management Team to the Executive, rather than making all the
appointments personally, Whichever option is followed, serious consideration must
be given to the need for programme representation and the need for the project to
be seen to be locally owned, so allowing for the adoption of the project’s output by
the Customer and Users.

The above has an impact on Starting up a Project (SLI). If the programme Director
has already appointed the Project Board, then this removes the need to design and
appoint the Project Board within the process.

4.3.2 Programme Executive – Programme Manager

The Programme Manager carries out the day-to-day co-ordination of the
programmers portfolio of projects on behalf of the Programme Director. To do this
the Programme Manager must ensure that an appropriate environment to support
the Project Managers is developed and maintained. Once projects are under way,
the Programme Manager focuses on monitoring changes within the project
portfolio. This will include timely management of exceptions, slippage and issues of
priority.

The programme Manager is responsible for ensuring the management of project-related
risks, particularly those associated with interdependencies between projects
and with programme-wide risks.

The Programme Manager is the key link between programme and projects,
providing direction to the Project Managers on programme projects.

4.3.3 Programme Executive – Business Change Manager



The Business Change Manager represents the Programme Director’s interests in the
final outcome of the programme, and is the author and guardian of the final
Business Case for funding the programme work. ‘Change’ in this sense is the
change to the customer’s way of doing business which will be brought about by the
programme and projects. The role is responsible for the management of change
activities which must ensure that managers and staff in the target business area are
informed and involved throughout the life of the programme, and are fully
prepared to exploit the new operational business environment once it is put in
place.

The Business Change Manager is responsible for assuring that the approach being
taken to manage risks is appropriate.

4.3.4 Programme Executive – Design Authority

The Design Authority should ensure that, whatever procedures, systems or
components are implemented in projects which are part of the portfolio, their
designs are consistent and the interfaces between projects are designed consistently.
The Design Authority also ensures that all project designs comply with the policies
and standards and are consistent with the supporting services and infrastructures
which they use or with which they interface. Where the impact of a design change is
not perceived at the project management level, the Design Authority should take a
proactive role and achieve any necessary design changes to keep the programme
moving forwards.

The Design Authority monitors risks associated with the programme’s products.

4.4     Alternative organisation structures

Within a programme the way in which individual Project Management Teams are
defined and how projects interface with a programme may differ from project to
project. The following may be considered for some or all of the projects within a
programme.  The decision must be made during the start-up process of the project,
and the roles and responsibilities for that project at both project and programme
level defined clearly.

4.4.1   Programme Executive as Project Board Members

There is a danger that the two levels of ‘business change management’ (programme
and project) may lead to confusion. One of the ways to avoid this is to have
programme representation on the Project Board. This may be done either by
appointing a programme representative into a Project Board role or by having a
representative of programme management attend the Project Board meetings
without taking a formal project role.

For example:

* the Business Change Manager may take on the role of Senior User
* the Programme Manager may take the Executive role on the Project Board
* the Programme Manager may represent the programme at Project Board
  meetings without taking a specific Project Board role
* the members of the Programme Executive may
  Board meetings between them.

Advantages

Where the individual takes a role on both programme and project, this might result
in the joint role becoming full-time. This would allow the individual to concentrate
solely on the programme and project, rather than have other day-to-day
distractions.



The decisions made are more likely to reflect the central objectives of the
programme.  As a result, the outputs from projects should be consistent across the
programme.

Project decisions which have a programme impact should be made more quickly.
The programme representative is more likely to be able to make a decision on the
spot, rather than the project having to wait until the Programme Executive is
consulted. This should lead to a reduction in delays or re-work caused by having to
wait for crucial decisions.

The programme is seen to be pro-active in a structured, rather than what might be
perceived as a disruptive, meddling way.

Disadvantages

The business area on which the project is focused may feel that the Project Board
does not provide it with sufficient representation. This may lead to reluctance to
accept the project’s products or failure to realise all the predicted benefits. To avoid
this situation the flexibility of the Project Board roles can be used to ensure
representation of both the programme and end users.

If the Business Change Manager is occupied full-time by having roles at both
programme and project level, this person may be taken away from the relevant
operational environment, thus becoming unaware of changes taking place within
the business.

There will be fewer perspectives than if the Project Board is staffed by individuals
who are not part of the programme organisation.

4.4.2    Common Programme Support and Project Support Staff

Certain functions performed by project support may be filled at programme level
for all projects within the programme. Examples of this would be expertise in the
planning and control method and software, the management of risk, change control
and Configuration Management.

This assumes that programme and support staff are situated on the same site.

Advantages

Reduction in the duplication of support staff required. A single member of staff may
be made responsible for collating all the information for a single area such as risks.
The effort needed to maintain Risk Logs across projects will be reduced (or several
part-time jobs combined to form one full-time job). Any risks which impact the
programme will be identified during appraisals of project risks.

Reduction in the number of experts required. It may be unreasonable or impossible
to obtain expertise for each project in Configuration Management or the planning
and control tool being used. The problem can be alleviated by concentrating
support at programme level.

Central support ensures consistency in the tools being used, the standardised layout
of reports and easier summary of reports to programme management.

Where there is continuation of the use of a tool or method into the eventual use of
the project’s products, such as Configuration management, centralisation of support
helps ensure a smooth passage from projects to operation.

Disadvantages



If the projects are geographically dispersed, central support may be less effective.

Support staff would constantly have to bear in mind the two sides to their roles,
programme and project. It would be easier to miss a programme implication of a
change or risk because of focusing on doing the job at project level.
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Figure 14: Planning in the PRINCE Template

5.1 What is a plan?

A plan is a document, framed in accordance with a pre-defined scheme or method,
describing how, when and by whom a specific target or set of targets is to be
achieved. A plan is a design of how identified targets for deliverables, timescales,
costs and quality can be met.

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

A plan requires the approval and commitment of the Project Management Team and
must be formally approved by the Project Board.

5.2 What are the components of a plan?
A plan is a statement of:

* the products to be produced
* the activities needed to create those deliverables
* the activities needed to validate the quality of deliverables
* the resources and time needed for all activities (including quality control),
  and any need for people with specific skills
* the dependencies between activities
* external dependencies for the delivery of information, products or services
* when activities will occur



* the points at which progress will be monitored and controlled
* what risks there are which may prevent the plan being achieved and what
  measures should be taken to address these risks.

Plans should be presented as management reports, with key information
documented in a way that the audience can understand, interpret and question. A
Stage Plan might, therefore, be held in two forms; a summary plan suitable for
presentation to the Project Board, and the more detailed one used for day-to-day
control of the stage.

The statement of activities and breakdown of resource requirements must be backed
up by text which explains to the reader:

* what the plan covers (e.g. delivery of specific products)
* the intended approach to implement the plan
* how adherence to it is to be monitored and controlled
* what management reports will be issued
* the quality control methods and resources to be used
* any assumptions on which the plan is based
* any pre-requisites which must be in place on day one of the plan
* an assessment of the risks which could affect the plan and how these are to
  be controlled.

Figure 15: The Components of a Plan
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Figure 15 shows the components of a plan and illustrates how it might be built up,
starting from a list of the products to be produced. Any pre-requisites are
identified, together with the quality requirements of the products. These three
components lead to consideration of what assumptions are being made or are to be
made. The next consideration is to define the activities required to generate the
products. Resources to carry out the activities are added. Then the dependencies
between the activities are identified. Risks are then considered, followed by the
addition of control points. The last two steps might add to the activities and
resources required. Finally the overall time and cost are calculated.

5.3   The PRINCE approach



The PRINCE planning structure allows for a plan to be broken down into lower
level plans containing more detail. But all plans have the same overall structure and
are always matched back to the planned requirements, including quality and
benefits, before approval.

5.4 Levels of plan

Activity duration’s and resource requirements become more difficult to estimate
accurately the further into the future they extend. Regardless of this problem, there
is still a need to provide a provisional estimate of the duration and cost of the
project as a whole in order to gain approval to proceed.

It is seldom desirable, or possible, to plan an entire project in detail at the start. The
reasons for this include:

* uncertainty about the detailed nature of later elements of work
* a changing or uncertain environment
* risk factors which could change the situation
* difficulty in predicting resource availability well into the future
* difficulty in predicting business conditions in the future.

However, if the current elements of work are to be controlled, detailed plans
containing firm estimates are needed for the realistically foreseeable future. For
these reasons, plans need to be produced at different levels of scope and detail.

Project
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Figure 16: PRINCE Plan Levels

PRINCE proposes two basic levels of planning, the Project Plan and the Stage Plan,
to reflect the needs of the different levels of management involved in the project.
Use of the Team Plans illustrated in Figure 16 is optional, and will depend on the
needs of the individual project. These other levels are explained in more detail later
in this chapter, but, briefly:

* a Stage Plan may be broken down into a number of Team Plans (where, for
  example, a number of teams may be contributing to the work)

* where a Stage or Project Plan is forecast to exceed its tolerances, an
  Exception Plan is put forward which will replace a Stage Plan or lead to a
  revised Project Plan.



The principal idea behind the levels is that the lower the level, the shorter the plan’s
timeframe and the more detail it contains. The project chooses the levels and,
therefore, the number of plans it needs according to its size and extent of risk
exposure.

5.4.1   Project Plan

An overview of the total project is needed.  This is the Project Plan. It forms part of
the Project Initiation Document. The Project Plan is mandatory. It provides the
Business Case with project costs and is used by the Project Board as a baseline
against which to monitor actual costs and project progress stage by stage. The
Project Plan identifies key deliverables, resource requirements and the total costs. It
also identifies major control points within the project, such as stage boundaries. The
Project Quality Plan for the project is documented separately in another part of the
Project Initiation Document.

Once the Project Initiation Document has been accepted, the initial Project Plan is
‘baselined’ and shows the original plan on which the project was approved.
Subsequent versions of the Project Plan are produced at the end of each stage to
reflect:

* progress already made

* any agreed changes in circumstances

* many revised forecast of cost and/or duration of the total project

as the project moves through its stages. The initial and current versions of the
Project Plan form part of the information used by the Project Board to monitor how
far the project is deviating from its original size and scope.

If the Project Plan is likely to exceed the tolerance laid down by corporate or
programme management, the deviation must be referred upwards by the Project
Board to get a decision on corrective action. In such cases an Exception Plan (for the
entire project) should accompany the submission. The format of an Exception Plan
is described later in the chapter.

5.4.2    Stage Plan

For each stage identified in the Project Plan, a Stage Plan is required. Each Stage
Plan is produced near the end of the previous stage. It will be the basis of the
Project Manager’s day-to-day control.

It is frequently the case that much of the work in a stage will be done by specialist
teams or Suppliers who will have their own plans for the work they are doing.
These plans will not necessarily integrate comfortably with the stage concepts
explained elsewhere. This means that the Project Manager will need to construct the
Stage Plan from the various specialist development plans to establish overall
resource and timing elements and interdependencies for the work through to the
next assessment by the Project Board.

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. The validity of assumptions and risk analyses
should be re-assessed for the stage, as these may have changed since they were
previously considered, new risks may have arisen or become apparent when
looking in more detail.

Stage Plans and Team Plans should contain a Quality Plan which will identify the



method(s) to be used to check the quality of each product and the resources to be
used for the checks. For example, for any Quality Reviews the names of the
Chairman and reviewers would be given. The timing and resource effort will be
shown in the graphic plan (typically a Gantt Chart).

Each Stage Plan is finalised near the end of the previous stage. This approach
should give more confidence in the plan because:

* the Stage Plan is produced close to the time when the planned events will take
  place

* the Stage Plan is for a much shorter duration than the Project Plan

* after the first stage the Stage Plan is developed with knowledge of the
  performance of earlier stages.

5.4.3   Exception Plan

When it is predicted that a plan will no longer finish within the agreed tolerances,
an Exception Plan is produced to replace that plan. An Exception Plan is prepared
at the same level of detail as the plan it replaces. Most Exception Plans will be
created to replace a Stage Plan, but the Project Plan may also need to be replaced.
An Exception Plan picks up from the current Stage Plan actuals and continues to the
end of the Stage.

An Exception Plan has the same format as the plan which it will replace, but the
text will cover:

* what has caused the deviation
* what is anticipated if no action is taken
* the options open
* the Project Manager’s recommendation
* the impact of the Exception Plan on the Project Plan (if it is a lower level of
  plan which is being replaced), the Business Case and risks.

This extra information comes from the Exception Report. The Exception Plan needs
the approval of the Project Board.

5.4.4   Team Plan

Team plans are optional and are used to break down activities into a lower level of
tasks which are to produce one or more of the Stage Plan’s products. They might be
used for separate teams working in a stage, especially if those teams are from
different skill groups, or work for single contractors. The Team Manager would use
the Team Plan. The Stage Plan would be a summary of the various Team Plans.

The need for Team Plans will be determined by the size and complexity of the
project and the number of people involved. If they are considered necessary, the
plans are prepared in parallel with the Stage Plan.

5.5    Benefits of planning

Effective planning identifies:

* whether the targets are achievable

* the resources needed to achieve the targets within a timeframe

* the activities needed to ensure that quality can be built into the products

* the problems and risks associated with trying to achieve the targets and stay
  within the constraints.



Other benefits of planning include:

* avoiding muddle and ad hoc decisions
* helping the management team to think ahead
* providing a yardstick against which progress can be measured
* communication, through the distribution of a plan to all concerned, of what
  is to be done, how it is to be done, the allocation of responsibilities and how
  progress will be monitored and controlled
* gaining commitment from the contributors and recipients
* the provision of personal targets.

Planning is not a trivial exercise. It is vital to the success of the project. A plan must
contain sufficient information and detail to confirm that the targets of the plan are
achievable.

It is essential to allocate time for the planning activity. Every project should have an
Initiation Stage in which time is allocated to identify and agree the scope of the
project and to plan it in terms of management, resourcing, deliverables, activities,
quality and control. Time should also be allocated for the refinement of the Business
Case. The Initiation Stage may or may not be formal, depending on the nature and
complexity of the project. In addition, during the Initiation Stage and towards the
end of every stage in the project except the last one, time should be allowed for
planning the next stage in detail.

Without effective planning, the outcome of complex projects cannot be predicted in
terms of scope, quality, risk, timescale and cost. Those involved in providing
resources cannot optimise their operations. Poorly planned projects cause
frustration, waste and re-work.

Hints and tips for planning

When planning, it is easily to forget to add the resources needed to do impact
assessment on change requests. Even if a change is subsequently rejected, the
assessment will still consume time and effort, probably from the senior team
members.

It is important to identify for which products the Customer and Supplier are
responsible. An extra heading curl be added to the Product Description to record
this information.

Plans need to be at an appropriate level to facilitate controls. Will the Supplier’s
and Customer’s plans be written at the same level of detail?
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Figure 17: Controls in the PRINCE template

6.1    Purpose of  Control

Control is all about decision-making, and is the central role of project management.

The purpose of control is to ensure that the project:

* is producing the required products which meet the defined Acceptance
  Criteria
* is being carried out to schedule and in accordance with its resource and cost
  plans
* remains viable against its Business Case,

Figure 18, overleaf, illustrates that monitoring activities facilitate the checking and
reporting on progress against the plan. Control activities promote revisions to be
made to the plan in response to problems discovered during monitoring.
Controls ensure that, for each level of the Project Management Team, the next level
up of management can:

* monitor progress
* compare achievement with plan
* review plans and options against future scenarios
* detect problems
* initiate corrective action
* authorise further work.

Controls must also cover capturing information on changes from outside the project
and taking the necessary actions.
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6.2    Controls Overview

There are various levels of control in the project. Most controls in PRINCE are
event-driven, including all the decision-making ones. There are some time-driven
controls such as regular progress feedback. At the project level there is overall
control by the Project Board, which receives information from the Project Manager
(and any assurance roles appointed) and has control over whether the project
continues, stops or changes direction or scope.

PRINCE applies the concept of ‘management by exception’ where the Project Board
is concerned. That is, having approved a Stage Plan, the Project Board is kept
informed by reports during the stage. There is no need for ‘progress meetings’
during the stage. The Project Board knows that the Project Manager will inform
them immediately if any exception situation is forecast.

The major controls for the Project Board are:

* Project Initiation (Should the project be undertaken?)
* End Stage Assessment (Has the stage been successful? Is the project still on
  course? Is the Business Case still viable? Are the risks still under control?
  Should the next stage be undertaken?)
* Highlight Reports (Regular progress reports during a stage)
* Exception Reports (Early warning of any forecast deviation beyond
  tolerance levels)
* Mid Stage Assessment (The Project Board jointly consider what action to
  take in response to a forecast deviation)
* Project Closure (Has the project delivered everything expected? Are any
  follow-on actions necessary? What lessons have been learned?).

The Project Board must also monitor the environment outside the project and bring
to the notice of those concerned, such as the Project Manager, any changes which
affect the project.

The Project Manager has control on a day-to-day basis within a stage and can make
adjustments as long as the stage and project stay within the tolerances defined by
the Project Board and the adjustments do not change the Business Case. The Project
Manager is responsible for monitoring progress, and may be assisted by project



support roles if these have been appointed.

Work Package Authorisation is a control which the Project Manager uses to allocate
work to individuals or teams. It includes controls on quality, time and cost and
identifies reporting and hand-over requirements. The individuals or teams monitor
progress through the Work Package and report back to the Project Manager via
Checkpoints or other identified means (such as risk ‘triggers’).

PRINCE is designed for a variety of Customer/Supplier situations. For clarity, the
PRINCE manual has been written on the assumption that the project will be run for
a Customer with a single (prime) Supplier involved throughout. This has a bearing
on not only the organisation of the project, but also the controls.

Planned achievement includes the required quality of products. The aim is to detect
problems early while they can be corrected at least cost. Action should be taken in
respect of any deviation from plan which is forecast to be outside tolerance.

The what, why, who, how and when questions must be answered satisfactorily
before the project proceeds beyond Initiation.

Progress is monitored against plans, with control actions if adjustments are needed.
The Project Management Team are kept informed at their various levels by reports
and assessments.

There is a controlled close to ensure that the project does not drift on for ever, but
does not finish until the Project Manager can satisfy the Project Board that the
objectives specified in the Project Initiation Document have been achieved,

6.3    Controlled Start

6.3.1 Project Start-up

Project Start-up is an important pre-requisite of project control. Project Start-up
contains the work which PRINCE requires is done before the project can begin. Its
functions are to:

* set up the organisation so that the Project Board and Project Manager can
  make the necessary initial decisions about the project
* plan the Initiation Stage
* develop what may be a rudimentary Project Mandate into the Project Brief.

PRINCE takes the Project Initiation Meeting to be the official ‘start’ of the project,
The Project Board approves the plan for the Initiation Stage at this Project Initiation
Meeting,

Project Initiation is likely to be a short stage in comparison with the other project
stages, but the approval of the Project Board is needed before it can be done. Project
Start-up must, therefore, create a plan for the Initiation Stage which the Project
Board can examine in order to understand the required commitment more clearly.
The plan should include a statement of any controls and reports which the Project
Board is to receive, so that the Project Board is assured in advance that the stage
will be under its control.

As the creation of the Project Mandate is out of the control of the project, it often
falls short of providing all the information which the project needs. Start-up gives
the Project Manager the opportunity to flesh it out into a full Project Brief and thus
present the objectives of the project to the Project Board at the Project Initiation
Meeting for its agreement.  Where the project is part of a programme, the
programme should provide a complete Project Brief, thus removing the need to
produce it during Start-up.



6.3.2    Project Initiation

The purpose of Project Initiation is to ensure that before significant resource is spent
on the project, everything involved in the project is agreed on:

* the project objectives
* the reasons (Business Case)
* who the Customer is
* who has which responsibilities and authority
* project boundaries and interfaces to the outside world
* how the objectives will be met
* what assumptions have been or can be made
* what major risks exist which might prevent the project from achieving its
  objectives
* when the major products will be delivered
* how much the project will cost
* how the project will be controlled
* the division of the project into stages
* how the acceptability of its products will be assessed.

These questions are answered in the Project Initiation Document, which is the main
product from the stage. A suggested outline of the contents of the Project Initiation
Document is included in Appendix A – PRINCE Product outlines.

The establishment of a suitable Project Management Team is discussed in the
Organisation chapter.

Another product of the Initiation Stage is the next Stage Plan, so that if the Project
Board is satisfied with the Project Initiation Document, it can also approve progress
into the next stage without further delay.

Once approved at the end of the Project Initiation Stage, the Project Initiation
Document is ‘frozen’. It is now a reference document to show the original basis of
the project. At the end of the project it can be measured against final expectations
and results to assess the success of the project and to check, for example, that any
changes to the Project Plan were made in a controlled manner. It is an essential part
of the audit trail on how the project has been managed.

But changes do occur, and it would be wrong not to record the impact of those
changes and keep the Project Management Team ‘up to date’, so further versions of
the most volatile parts of the Project Initiation Document are created as changes
occur. Again, this forms part of the audit trail, showing any moves away from the
information in the Project Initiation Document, when and why this happened, what
the impact of the change was.  The most volatile parts of the Project Initiation
Document are:

* Project Plan
* Business Case
* Risk Log.

As later versions of these are created, they are kept in the management section of
the project filing. A suitable structure for the filing is illustrated in the Project filing
chapter in the Techniques section of the manual.

These volatile parts will be updated throughout the project, at least at the end of
each stage.

To summarise, the main purpose of the Project Initiation Document is to pull the
information together to answer the questions ‘What?’, ‘Why?’, ‘Who?’, ‘When?’ and
‘How?’,



6.3.3    Stage selection

According to its size and riskiness, the Project Board decides to break the project
into a number of stages. This is agreed during the Initiation Stage. The breakdown
of the project into stages is discussed in the Stages chapter.

The end of each stage is a major control point for the Project Board (see End Stage
Assessment), thus the selection of the number of stages and their timing in the
project life cycle is an important control for the Project Board.

Hints and tips for Project Initiation

Under the ‘Project Controls’ section of the Project Initiation Document it is useful
to mention the development of the Lessons Learned Report (see later in this chapter).
This alerts readers to the fact that it should be a document on-going throughout
the life of the project. Otherwise it may be left until Project Closure, when memories
of some lessons may have faded.

6.4    Controlled progress

During the project there is a need to ensure that the project stays in line with the
expectations defined in the Project Initiation Document and the current Stage Plan.

6.4.1   Tolerance

No project ever goes 100% to plan. Even with a good plan, some things will go a
little slower than planned, or cost a little more; other things will go more quickly,
cost a little less. Such variations will occur all the way through a plan. Although the
Project Board agreed a plan with the Project Manager, it doesn’t want the Project
Manager to be constantly running back to it, saying ‘I’ve spent a pound more than I
planned this week’ or ‘I’m a day late this week’. On the other hand, the Project
Board doesn’t want progress to deviate wildly from the plan without being told and
being able to react. So where is the dividing line between differences which are
permissible and those which require Project Board intervention? The dividing line is
called Tolerance.

The two standard elements to tolerance are:

* time
* cost.

Tolerance is the permissible deviation from a Stage or Project Plan without bringing
the deviation to the attention of the Project Board (or higher authority if the
deviation is at project level). Separate tolerance figures should be given for time
and cost.

Tolerances for the project as a whole should be set by corporate or programme
management in the Project Mandate (or ascertained by the Executive during Start-up,
to be entered into the Project Brief). Based on these overall figures the Project
Board agrees with the Project Manager a tolerance for each stage, once the Stage
Plan has been produced.

If the tolerance for a stage is forecast to be exceeded, the Project Board may set new
tolerances around the new forecast as long as these are within the constraints of the
overall project figures. Where the forecast is for the project tolerance to be
exceeded, the Project Board must refer the matter back to corporate or programme
management for a decision.
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Figure 19: Cost, Time Tolerance Graph

Figure 19 illustrates cost and time tolerances and the Project Manager’s freedom of
decision within the tolerances. Line A is the plan. Lines B and C show the limits of
the tolerance in cost and time given by the Project Board. Line B illustrates that the
plan may cost a little more than forecast or take a little longer. Line C illustrates that
the plan may cost a little less, or take a shorter time. Within these two limits the
plan is judged to be under control. Line D illustrates how actual progress might be
proceeding. Although it is deviating from the plan, it is within the tolerance
margins. If at any time the Project Manager can forecast that line D will break
through either of the tolerance lines a special procedure is invoked (see the
Exception Report and Exception Plan later in this chapter) which brings in the
Project Board to ‘manage by exception’. The four corners of the box indicate the
tolerance limits on cost and time for the total plan, e.g. the bottom left-hand corner
of the box (c) indicates the shortest time and least cost of the plan within the
tolerance limits. The top right-hand corner (d) represents the tolerance limits for
exceeding the planned cost and time.



Hints and tips for Tolerance

In most projects funding is provided by the Customer. But there are situations
where the Supplier or third party either fully or partially funds the project. This
may give the Customer fewer rights to intervene or control the project’s expenditure.
In such situations it is important for the Customer and User to consider and
establish controls giving them involvement in quality inspection and approval to
proceed at stage ends. There must also be sufficient progress reporting to assure
the Project Board that the project is under control. A tolerance margin for time
should still be set.

There are actually four possible elements to tolerance; cost, time, scope and quality.
Where there is a tight or non-existent positive tolerance, e.g. the end product must
be delivered by date X, the Project Manager would normally look for extra tolerance
in one or more of the other elements, such as cost (e.g. Can more resources or overtime
be used to ensure that the time tolerance is not to be exceeded?). Where there is
little or no tolerance on time, cost and scope, the Project Manager must watch out
for the temptation for individuals or teams to reduce the quality of work unofficially
as a means of saving time.

The Project Board should think, stage by stage (and the figures may change for
each stage), ‘Under what circumstances do we want to take this stage back from
the Project Manager? Under what circumstances are we happy to let the Project
Manager run with it ?‘

6.4.2    Product Descriptions

A description of each product is written down before that product is developed/
obtained, even before it is planned, to ensure that the individual people know:

* why it is needed
* what it will look like
* from what sources it will be derived
* the quality specification to which it must be built.

The Product Description is a control document. It is written as part of the planning
process. A Product Description defines such elements as the content of a product to
be delivered by the project, standards to be used in its creation, and the quality
criteria to be applied. Not only is this information essential for the creator, but the
Product Description also forms the initial checklist for checking the quality of the
finished product.

When a product has been identified in a plan’s Product Breakdown Structure, its
Product Description should be drafted. An outline of the information which should
be given in a Product Description is provided in Appendix A – PRINCE Product
outlines, together with outline Product Descriptions of standard PRINCE
management and quality products (such as plans, reports, approvals).

All Product Descriptions must be approved. In formal terms they are approved by
the Project Board. If the assurance roles of the Project Board members are
delegated, the assurance of the Product Descriptions may be one of the authorities
to be delegated.

The relevant Product Description forms part of a Work Package Authorisation given
to an individual or team responsible for creation of that product.



Hints and tips for Product Descriptions

Product Descriptions should be written by staff who know the proposed product.

Product Descriptions may not be needed for every level of product. The Project
Board can make a decision as to which are the major products for which a Product
Description is necessary.

6.4.3 Work Package Authorisation

Work Package Authorisation is the trigger from the Project Manager to an
individual or group to undertake a piece of the work of a stage. The implication is
that work cannot be undertaken unless the Project Manager has specifically
authorised it.

Work is released to a team member or Team Manager in an agreed Work Package. The
Work Package will contain the Product Description, constraints such as time, cost
and interfaces, reporting and product hand-over requirements and any other
documentation or products necessary for understanding and implementing the
Work Package. Work Package Authorisation is particularly useful when dealing
with contractors or sub-contractors. The two sides to it (giver and receiver) are
described in Authorising Work Package (CSI) and Accepting a Work Package (MPI).

6.4.4    Quality Control

Every project needs procedures and techniques to control the quality of the
products being produced. The ideal quality controls will vary according to the type
of product and project, and PRINCE makes no effort to define all the possibilities. It
does include a generic quality check which has been found to be effective over a
number of years in checking the quality of documents. The check is called a Quality
Review.

The Quality Review is one type of quality check. It is a team method of assuring
product quality by a review process. The purpose of the review is to inspect the
product for errors in a planned, independent, controlled and documented manner.
Quality Review documentation, when filed in the Quality section of the project
filing, provides a record that the product was inspected, that any errors found were
corrected and the corrections themselves checked. Knowing that a product has been
checked and declared error-free provides a more confident basis to move ahead and
use that product as the basis of future work.

A Quality Review can be used to control the quality of documents, including those
created by the specialists. A Quality Review provides a feedback to the Project
Manager on the status of a document (and the performance of the Quality Review
technique). It is fully described in its own chapter.

There are many other types of quality check, depending on the type of product to be
tested. PRINCE is compatible with all types of check.



6.4.5     Project Issues

As part of control there must be a procedure which caters for possible deviations
from specification. These deviations occur for many reasons:

* the User’s requirement changes
* government legislation changes and the product’s specification must be
  revised to accommodate these changes
* the User or Supplier wants to change or add an acceptance criterion
* during the development extra features suggest themselves for inclusion
* there are organisational or business changes which alter the scope and
  objectives of the project
* the Supplier finds that it will be impossible to deliver everything within the
  agreed cost or schedule
* a question arises on whether the Supplier can meet a particular part of the
  specification or acceptance criterion
* a sub-contractor or interfacing project {ails to meet its planned commitment.

Apart from deviation possibilities, there will also be a need for an avenue into the
project for questions or concerns. All of these need a procedure to control them and
their effect on the project. In PRINCE all such inputs are handled by the Project
Issue procedure.

This procedure ensures that all such questions, problems, concerns or suggestions
are answered, but that nothing is undertaken without the knowledge of the
appropriate level of management, including the Project Board. Apart from
controlling possible changes, it provides a formal entry point through which all
questions or requests can be raised.

The Project Issue procedure logs and handles all Project Issues raised during the life
of the project. The procedure provides knowledge of the status of all Project Issues,
control over their processing and a feedback to the originator on any actions taken.

6.4.6    Change Control

Every project must have a procedure to handle change. Without change control
there is no project control.

All requested changes are logged as Project Issues. The procedure includes impact
assessment of the request, prioritisation, decision-making and action. There is a
separate chapter describing the control of change and another chapter on a
suggested change control procedure in the Techniques section of the manual.

6.4.7 Risk Log
The management of risk is an important control throughout the project.

A log is kept of all identified risks, their analysis, countermeasures and status. This
begins at the start of the project and continues until the project closes. All risks are
frequently reviewed. As a minimum risks are re-assessed at the end of each stage,
but they should also be reviewed as part of the assessment of stage progress.

There is a separate chapter on the management of risk.



6.4.8 Checkpoint

A Checkpoint is a time-driven control when the status of work in a stage or of a
team is ascertained. It involves the people carrying out the work and is triggered by
either the Project Manager or the Team Manager, whoever is the more appropriate. In
larger projects the participants might be the Project Manager, Team Managers and
project support people. It may or may not be a formal meeting.

A specific aim of a Checkpoint is to check all aspects of the project against the plans
to ensure that there are no nasty surprises hiding. Useful questions are ‘What is not
going to plan?’ and ‘What is likely not to go to plan?’

The information gathered at a Checkpoint is recorded for the Project Manager and
forms the basis of the Highlight Report. Checkpoints should be taken as frequently
as the Project Manager requires in order to maintain control over progress. They
may coincide with the Project Manager’s need to consider re-planning.

A Checkpoint can also be used for the downward dissemination of information
from the Project Board, corporate or programme management to team members.

The suggested content of a Checkpoint Report is given in Appendix A - PRINCE
Product outlines.

6.4.9    Planning and re-planning

Plans are, to a certain extent, guesswork. Activities do not always go as planned.
Resources do not always perform as expected. Unplanned activities may emerge.
The Project Manager needs to compare the plan regularly against latest information
and be ready to re-plan. Failure to re-plan, or re-planning too seldom, can leave it
too late to recover from problems. There is, however, a danger of reacting too early
or too frequently to the status of non-critical activities. Small deviations may correct
themselves and the Project Manager may spend too much time in re-planning rather
than in monitoring. When and how often to re-plan will depend on the size and
criticality of the project, and is a matter for the Project Manager’s judgement.
Re-planning is needed at stage boundaries and when Exceptions arise.

6.4.10    Highlight Report

A Highlight Report is sent by the Project Manager to the Project Board during a
stage at a frequency dictated by the Project Board. The frequency depends on such
factors as the length and perceived risk of the stage. Typically the report might be
sent fortnightly or monthly.

The Project Board has the right to define the content of the Highlight Report.
Minimally it should contain statements about:

* achievements in the current period
* achievements expected in the next period
* actual or potential problems and suggestions concerning their resolution.

The Project Board may also ask for a copy of the Stage Plan (or parts of it), showing
actual progress to date in terms of activities and cost, plus reports on any other
item in the stage which it feels is important. Whatever the content, the style should
be concise. Instead of a copy of the Stage Plan the Project Board may prefer to
receive an updated copy of the Product Checklist, showing status and any revised
dates.

Often the frequency of Highlight Reports is defined for the whole project in the
Project Initiation Document, but the frequency can be varied for different stages.
For example, the Initiation Stage is normally very short, and the Project Board may
request either no Highlight Reports or a lower frequency.



A Highlight Report’s purpose is to allow the Project Board to ‘manage by exception’
between End Stage Assessments. The Project Board is aware of the Stage Plan to
which it is committed, and of the tolerance margins which it agreed with the Project
Manager, The Highlight Reports confirm that progress is being made within those
tolerances. Early warning of any possible problems is reported to the Project Board
via the Highlight Report. The Project Board can react to any problems which are
reported, as formally or informally as it feels is necessary.

The Project Board can request that copies of the Highlight Report are sent to other
interested parties.

Appendix A – PRINCE Product outlines contains a suggested outline for a Highlight
Report.

Hints and tips for the Highlight Report

The Project Manager can use the Highlight Report to convey concern about items
which are under the control of any member of the Project Board. As the report is
read by all members of the Project Board, any member whose commitment is the
source of the concern will feel pressure from the other members to put the matter
right.

The Senior User has part of the responsibility for monitoring project deliverables.
This may be difficult to do where a remote Supplier or third party is developing or
procuring the product. Monitoring can be assisted by Checkpoint and Highlight
Reports and by User involvement in checking the quality of such products.

6.4.11     Exception Report

An Exception Report is a warning from the Project Manager to the Project Board
that the Stage (or Project) Plan will deviate outside its tolerance margins. It is a wise
precaution for the Project Manager to document the report.

There are situations where it is the tolerance for the whole project which is at risk,
and not just that for the stage. For example, information may be found which shows
that a major equipment expenditure, which is to be made much later in the project,
will greatly exceed current expectations and take the project outside tolerance.

An Exception Report describes a forecast deviation, provides an analysis of both the
exception and the options for the way forward, and identifies the recommended
option. There is a suggested content for the Exception Report in Appendix A –
PRINCE Product outlines. An Exception Report usually leads to a meeting (Mid Stage
Assessment), and will be the basis for the production of an Exception Plan for the
recommended option.

Where the project is part of a programme, exception situations may occur because
of changes or problems at the project or programme level. Examples would be a
business change or the late delivery of an externally purchased product which may
impact the whole programme or just a single project. Changes in end dates or to the
specification of products to be delivered by the project are likely to have a knock-on
effect in the programme. To avoid duplication of effort and to save time, those
exception situations likely to impact more than a single project within a programme
should be co-ordinated at programme level.

6.4.12 End Stage Assessment
Part of the philosophy of breaking the project into stages is that the Project Board
only commits to one stage at a time. At the end of that stage the Project Board takes
a good look at the project to decide if it wishes to proceed to the next stage. This
review is called an End Stage Assessment. According to such factors as project size,
criticality and risk situation, the End Stage Assessment may be formal or informal.



However it is done, the End Stage Assessment is a mandatory control point at the
end of each stage. The assessment approves the work to date and provides
authority to proceed to the next stage. A stage should not be considered complete
until it has received this formal approval.

An End Stage Assessment has the specific objectives to:

* check that the need for the project has not changed
* review the results of the stage against the Stage Plans
* satisfy the Project Board about the quality of the products delivered
* establish that the current stage has been completed satisfactorily
* check if any external event has changed the project’s premises
* perform a risk analysis and management review of the project and the next
  Stage Plan and incorporate the results into the next Stage Plan and Project
  Plan
* review overall project status against the Project Plans (which may now have
  been revised)
* review the next Stage Plan against the Project Plans
* ensure that a complete and consistent baseline is established for the next
  stage
* review the tolerances set for the next stage
* ensure that the specialist aspects of the project are still sound
* review the project against its Business Case and ensure that the project is
  still viable
* authorise the passage of the project into the next stage (if the Business Case
  continues to be viable),

The Project Board has the right to refuse to approve the next Stage Plan if it is
unhappy with any of the aspects mentioned in the list above. It can either ask the
Project Manager to re-think the next Stage Plan, force closure of the project, or refer
the problem to corporate or programme management if the problem is beyond its
remit.

6.4.13 End Stage. Report

The End Stage Report is the vehicle through which the Project Manager informs the
Project Board of the results of a stage. The Project Board can compare the results in
terms of products, cost and time against the Stage Plan which it approved.

The End Stage Report contains all the information described for an End Stage
Assessment, except the approval to proceed to the next stage. It forms a record
which can be audited at any time in the project, giving a summary of what
happened in a stage, the impact on the Project Plan, Business Case and risks, and
why decisions about the future of the project were made.



6.4.14 Mid Stage Assessment

A Mid Stage Assessment is held between the Project Board and Project Manager
after an Exception Report. If any of the Project Board’s assurance responsibilities
have been delegated, the people to whom assurance has been delegated would also
participate. Its purpose is for the Project Manager to present an Exception Plan to
the Project Board and obtain its approval for implementation of the plan. As with
the End Stage Assessment, it may be formal or informal according to the size,
criticality and risk of the project.

The content of an Exception Plan is the same as that of other PRINCE plans. There
is some additional text which is described in the Planning chapter.

Every exception has an impact on the stage, project, Business Case and risks. The
recommended option will also have an impact on the same items. The Project Board
must consider both sets of impact.

6.5    Controlled Close

Before the Project Board allows the project to close (unless the project has been
prematurely terminated), it has the control to ensure that:

* all the agreed products have been delivered and accepted
* arrangements are in place, where appropriate, to support and maintain the
  product in its useful life
* any useful statistics or lessons for later projects are passed to the relevant
  body
* a plan has been made to check the achievement of the benefits claimed in the
  project’s Business Case.

At Project Closure the Project Board must confirm in writing (for the project
management file) its acceptance that the project has been completed. If necessary,
these statements can be qualified, e.g. that the products have been delivered with
minor deficiencies which can be rectified later.

The following information is generated at the close of the project which leads to
control actions by the Project Board.

6.5.1 End Project Notification

The End Project Notification advises all those who have provided resources or
services to the project that the project is coming to an end.

6.5.2 Lessons Learned Report

The Lessons Learned Report is created within the project to disseminate useful
lessons learned during the project for the benefit of other projects.
It covers management, specialist and quality processes, techniques and tools, what
worked well and what caused problems. It is a useful control as part of the
functions of an independent quality assurance or similar group. A suggested
content is included in Appendix A – PRINCE Product outlines.

The Lessons Learned Report is gradually built up (and acted on) during the project
and handed over as one of the products at Project Closure.



6.5.3 Follow-on Action recommendations

At the close of the project there may be a number of actions left undone. For
example, there may have been a number of Requests For Change which the Project
Board decided not to implement during the project, but which were not rejected;
not all expected products may have been handed over, or there may be some known
problems with what has been delivered.

The Follow-on Action recommendations document any unfinished business and
allow the Project Board to direct them to the person or group whose job it will be to
have the recommendations considered for action after the current project has
ended.

6.5.4 End Project Report

The End Project Report is similar to the End Stage Report, but covers the entire
project. A suggested content is included in Appendix A – PRINCE Product outlines.

The End Project Report reviews actual achievements against the Project Initiation
Document. Where possible the achievement by the project of the benefits
anticipated in the Business Case is reviewed. Any changes which were made after
the Project Initiation Document was agreed are identified, and their impact on
Project Plan, Business Case and risks is assessed.

The report provides statistics on Project Issues and their impact on the project, plus
statistics on the quality of work carried out.

6.5.5 Post Implementation Review

The Post Implementation Review occurs outside the project.

Normally many products need time in use before the achievement of their expected
benefits can be measured. This measurement after a period of use is an activity
called a Post Implementation Review. At Project Closure a plan is agreed on when
and how achievement of benefits can be measured.

A Post Implementation Review occurs after the project has closed. Any corrective
work identified by the Post Implementation Review would be done during product
use and maintenance. Any problems may not be with the product, but
organisational ones, needing such solutions as retraining.

A suggested content for a Post Implementation Review is given in Appendix A –
PRINCE Product outlines.
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Figure 20: Stages in the PRINCE template

7.1     What is a Stages

Stages are partitions of the project with decision points. A stage is a collection of
activities and products whose delivery is managed as a unit. As such it is a sub-set
of the project, and in PRINCE terms it is the element of work which the Project
Manager is managing on behalf of the Project Board at any one time. The use of
stages in a PRINCE project is mandatory; the number of stages is flexible and
depends on the needs of the project.

PRINCE stages are often described as ‘management stages’ in order to differentiate
them from a different use of the word ‘stages’ in some specific project
environments. This is described below.

7.1.1 Phases and Stages

In some methods the word ‘phase’ is used as an equivalent to the PRINCE stage.
This is not in itself a problem.

It would become a problem if people thought of product life cycle phases, such as:

* conception
* feasibility
* implementation (or realisation)
* operation
* termination



as PRINCE stages. These are phases for the product life cycle, not the project. The
last two are outside the project. While a product is ‘operational’ it may be the
subject of any number of projects to enhance or revise it. Most of what in PRINCE
terms will be stages will be divisions of ‘implementation’ in the product life cycle.

7.2     Why are Management Stages important?

There are various reasons for breaking the project into stages. They include the
following.

7.2.1 Review and decision points

Within any project there will be key decisions, the results of which will have
fundamental effects on the direction and detailed content of the project. There
thus, a need to review direction and on-going viability on a regular basis.

PRINCE uses stages to deal with these decision points. The decisions form the basis
of the End Stage Assessments carried out in Authorising a Stage Plan (DP3). The
benefits these End Stage Assessments bring to the project are:

* providing a ‘fire break’ for the project by encouraging the Project Board to
  assess the project viability at regular intervals, rather than let it run on in an
  uncontrolled manner
* ensuring that key decisions are made prior to the detailed work needed to
  implement them. The nature of these decisions can be varied and will
  include:
  - whether to commit major resources such as capital investment
  - what the impact is of major risk elements
  - the clarification of a previously unknown or ill understood part of the
    project’s direction or products.
* clarifying what the impact will be of an identified external influence such as
   the corporate budget round or the finalisation of legislation.

7.2.2 Planning horizons

Uncertainty can often mean that it is only possible to plan in detail the activities
and products of a limited amount of the work of the project. The rest of the project’s
work can only by planned in broad outline. The adoption of stages handles this
situation by having two different but related levels of plan, i.e. a detailed Stage Plan
and an outline Project Plan.

7.2.3   Scale

Every project should consist of at least two stages. A small project may need only
two stages; an Initiation Stage and the remainder of the project is the second stage.
The Initiation Stage may last only a matter of hours, but is essential to ensure that
there is a firm basis for the project, understood by all parties.

Most projects need to be broken down into more manageable stages to enable the
correct level of planning and control to be exercised.

7.3     Management versus Technical Stages

One method of grouping work together in stages is by the set of techniques used or
the product 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 introduced above.
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 two types of stage will coincide; for instance, where the management
decision is based on the output from the technical stage. An example of this might
be where the output from the technical stage is a set of design options.

However, on other occasions the stages will not coincide. There might be more than
one technical stage per management stage. For example, the Project Board might
decide to combine all the technical stages which investigate a need and produce a
specification into one management stage. One plan would be approved to cover all
the work, with Project Board commitment before the work started and a review at
the end. In a risky project, e.g. one which is (technically) innovative, a technical stage
might be divided into more than one management stage.

The PRINCE 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.

Where the desired management stages do not coincide with the technical stages,
technical work can be broken down so that its activities can be divided over two
management stages. Figure 21 gives an example of this break,

Project

Specify

Design

Build

Train

Commission

Stage 1 2 3 4

A

CB

D

E

F

G

H

Figure 21: Technical activities broken down to fit within management stages

Figure 21 shows that Design has been broken into three activities. Part B now falls
within Stage 1. Part C of Design and part D of Training form the second
management stage, and part E of Design is planned to be done in Stage 3.



7.4     How to define stages

The process of defining stages is fundamentally a process of balancing:

* how far ahead in the project it is sensible to plan
* where the key decision points need to be on the project
* too many small stages versus too few big ones.

This will be a balance of the factors identified above, and will be influenced by any
team plans. However, the Project Manager will have to reconcile these two types of
plan. This is discussed in the Planning chapter.

7.5     How to use stages

The primary use of stages is as a basis for dictating the timing of the stage
boundary processes covered by Managing Stage Boundaries (SB), and by the
associated Authorising a Stage (DP3). These processes are used to make decisions
regarding the continuation or otherwise of the project.

One element of this decision-making process is whether the stage which has just
completed has completed successfully. This can be problematic where the
management stage ends part way through one or more elements of specialist work,
since it can be difficult to establish whether the specialist work is under control. The
PRINCE technique of Product-based planning is invaluable here since by using it the
Project Manager can identify the detailed products involved in any element of
specialist work, and can hence identify all the products which are due to be
produced within the confines of any given management stage. This can then be used
to assess completion or otherwise of the stage.

Driving this will be Planning a Project (IP1).
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Figure 22: The Management of Risk in the PRINCE Template

8.1     Purpose

Risk is a major factor to be considered during the management of a project. Project
management must control and contain risks if a project is to stand a chance of being
successful.

This section covers the main aspects of the management of risk as they apply to
project management

8.2     What is risk?
Risk is defined as:

‘the chance of exposure to the adverse consequences of future events’

Projects are set up to bring about change, and hence project work is less predictable
than is typically the case with routine work. The project is unique and usually its
objectives have to be achieved within certain constraints. In addition, projects can
be large and complex, and can deal with novel or unusual factors.

There are a number of ‘standard’ risks which may affect the project (i.e. they affect
all projects).  Some examples of these appear under the next heading Types of Risk.
There will be other risks which are project-specific, i.e. they exist because of a
particular project and its circumstances.

Management of risk is an essential part of project management. There are a number
of techniques available which can be used.



8.3    Types of Risk

Broadly, there are two types of risk – Business risk and Project risk.

8.3.1 Business risk

This covers the threats associated with a project not delivering products which can
achieve the expected benefits. It is the responsibility of the Project Board to manage
business risks. This is described in Directing a Project (DP). It includes such areas as:
* the validity and viability of the Business Case
* whether the project continues to support the corporate business strategy,
* including such elements as:
  - strategic direction
  - commercial issues
  - market change
* the consequences to the corporate body of failure or limited success
* the stability of the business areas involved
* programme requirements
* legislative changes
* political factors including public opinion
* environmental issues
* impact on the Customer of the results of the project
* the risks of the end result meeting the stated requirements, but not fulfilling
  expectations.

8.3.2     Project risk

This is the collection of threats to the management of the project and hence to the
achievement of the project’s end results within cost and time. These risks may be
managed on a day-to-day basis by the Project Board, Project Manager or Team
Leader. Risks will be many and varied, but would include the following broad
categories:

* procurement issues, covering those risks caused by being dependent on a
  third party, including:
  - failure of the third party
  - failure by them to deliver satisfactorily
  - contractual issues
  - mismatch between the nature of the task and the procurement process

* organisational factors such as:
  - additional staff responsibilities alongside project work
  - the project culture, or lack of it, within the Customer organisation
  - personnel and training issues
  - skill shortage
  - potential security implications
  - culture clashes between Customer and Supplier

* specialist issues; there will be a wide variety of issues here because each
project has its own particular specialist elements which bring with them
their own risk elements. However, there are some general issues which will
apply to many project types, such as:
  - how well requirements can be specified
  - to what extent the requirements can be met using currently available and
    understood facilities and approaches



- the extent to which a project involves innovative, difficult or complex
    processes and /or equipment
  - the challenges and problems regarding quality testing
  - the risks that the specified requirements will not be achievable in full, or
    that not all requirements will be correctly specified.

It must be stressed that the above lists are given purely to illustrate the areas of risk
which need to be considered as part of project management. Each project must be
considered in its own right.

Once identified, risks are not kept separate (e.g. business, project, Stage Plan). They
are all entered in the one Risk Log which is always reviewed in its entirety.

8.4     Managing risk

The management of risk is one of the most important parts of the Project Board’s
and Project Manager’s jobs. The Project Manager is responsible for ensuring that
risks are identified, recorded and regularly reviewed. The Project Board has three
responsibilities:

* notifying the Project Manager of any external risk exposure to the project
* making decisions on the Project Manager’s recommended reactions to risk
* striking a balance between level of risk and potential benefits which the
  project may achieve.

The Project Manager modifies plans to include agreed actions to avoid or reduce the
impact of risks. An ‘owner’ should be identified for each risk, who should be the
person best situated to keep an eye on it. The Project Manager will normally suggest
the ‘owner’ and the Project Board should make the decision. Project Board members
may be appointed ‘owners’ of risks, particularly risks from sources external to the
project.

In order to contain the risks during the project, they must be managed in a
disciplined manner. This discipline consists of:

* risk analysis, which involves the identification and definition of risks, plus
  the evaluation of impact and consequent action
* risk management, which covers the activities involved in the planning,
  monitoring and controlling of actions which will address the threats and
  problems identified, so as to improve the likelihood of the project achieving
  its stated objectives.

Figure 23 shows the major activities in the management of risk.

The risk analysis and risk management phases must be treated separately, to ensure
that decisions are made objectively and based on all the relevant information.

Risk analysis and risk management are inter-related and undertaken iteratively. The
formal recording of information is an important element in risk analysis and risk
management. The documentation provides the foundation which supports the
overall management of risk.

Risk analysis requires input from the management of the organisation. The
organisation’s management, in turn, is kept informed by the analysis in a highly
iterative manner. Communication is particularly important between the project and
programme levels within the organisation.
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Figure 23: The Major Activities in the Management of Risk

Where the project is part of a programme, the management of risk procedures used
by the project must be the same as those of the programme unless there are valid
reasons not to do so. Where a risk is uncovered in the programme, any affected
projects should be involved in the analysis of that risk. SimilarIy project risk
evaluation should include staff from the programme.

8.4.1    Risk analysis

Risk analysis is essential for effective management of risk. It comprises three
activities:

* risk identification, which determines the potential risks that could be faced
by the project
* risk estimation, which determines how important each risk is, based on an
  assessment of its likelihood and consequences to the project and business
* risk evaluation, which decides whether the level of each risk is acceptable or
  not and, if not, what actions can be taken to make it more acceptable.

The actions break into broadly five types:

* prevention , where countermeasures are put in place which either stop the
  threat or problem from occurring, or prevent it having any impact on the
  project or business
* reduction, where the actions either reduce the likelihood of the risk
  developing, or limit the impact on the project to acceptable levels
* transference, which is a specialist form of risk reduction where the impact of
  the risk is passed to a third party via, for instance, an insurance policy or
  penalty clause
* contingency, where actions are planned and organised to come into force as
  and when the risk occurs

* acceptance, where the Project Board decides to go ahead and accept the
  possibility that the risk might occur (believing that either the risk will not
  occur or the countermeasures are too expensive).



Any given risk could have appropriate actions in any or all of the above categories.
Alternatively, there may be no cost-effective actions available to deal with a risk, in
which case the risk must be accepted, or the justification for the project re-visited, i.e.
is the project too risky?

The results of the risk analysis activities are documented in the Risk Log. If the
project is part of a programme, project risks should be examined for any impact on
the programme (and vice versa). Where any cross-impact is found the risk should
be added to the other Risk Log.

Risk analysis activities are overlapping, with possibly many iterations involved.

Risk analysis is a process which will be conducted continuously throughout the
project as information becomes available, and as circumstances change. However,
there is a need to carry out a major risk analysis at the start of the project as part of
the processes:

* Preparing a Project Brief (SU4)
* Planning a Project (IP2)
* Refining the Business Case (IP3).

Project risks may, in turn, impact the Business Case. There must also be at least an
assessment of all risks during Managing Stage Boundaries (SB). Depending on the
individual project, there may be a need to re-assess risks on a more frequent basis.
The Project Manager and Project Board must constantly be on the lookout for new
or changed risks in the business and project environment, which will render the
project (as currently planned) wasteful or useless.

8.4.2    Risk management

Once the risks have been identified and evaluated, attention needs to focus on
managing them. Risk management logically follows risk analysis, though, as with
analysis, the two phases will overlap and often be done in parallel.

Risk management consists of four major activities:

* planning, which, for the countermeasure actions itemised during the risk
  evaluation activities, consists of:
  - identifying the quantity and type of resources required to carry out the
    actions
  - developing a detailed plan of action to be included in a Stage Plan
  - confirming the desirability of carrying out the actions identified during
    risk evaluation in the light of any additional information gained
  - obtaining management approval along with all the other aspects of the
    plans being produced

* resourcing, which will identify and assign the resources to be used for the
  work to carry out the risk avoidance or amelioration actions; these
  assignments will be shown in Stage Plans; the resources required for the
  prevention, reduction and transference actions will have to be funded from
  the project budget, since they are actions which the project is committed to
  carry out; decisions have to be made on how contingent actions will be
  funded



* monitoring, which consists of:
  - checking that execution of the planned actions is having the desired effect
    on the risks identified
  - watching for the early warning signs that a risk is developing
  - modelling trends, predicting potential risks
  - checking that the overall management of risk is being applied effectively

* controlling, which is taking action to ensure that the events of the plan
  really happen.

Risk management continues throughout the project. However, as a minimum,
actions will need to be carried out at the following points in the project
management cycle.
Risk planning and resourcing should be done in the processes:

* Analysing Risks (PL6)
* Executing a Work Package (MP2)
* Updating the Risk Log (SB4).

Risk monitoring and controlling should be carried out throughout the project.
During Closing a Project (CP) Follow-up Actions will need to be considered for any
outstanding risks which will continue into the product’s useful life.

Hints and tips for Risk

Where the project is part of a programme:

The Programme Manager is responsible for ensuring the management of project-related
risks, particularly those associated with interdependencies between projects
and programme-wide risks.

The Business Change Manager is responsible for assuring that the approach being
taken to managing risks is appropriate.

The Design Authority monitors risks associated with the programme’s products.

Where appropriate the Programme Director should take part in the risk procedure
at the project level. This can normally be done by attendance at End Stage
Assessments.

Risks are frequently common across projects and would benefit from being
centralised at program me level. The cost of corrective action can be reduced if it is
planned, agreed and actioned only once. Also problems can result from an
inconsistent approach being taken by projects.
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Figure 24: Quality in the PRINCE Template

9.1 Purpose

The purpose of this chapter is to outline the main elements of quality as they apply
to a project, and to put project quality in context with IS0 quality standards.

9.2 What is Quality?

Quality is defined in 1S0 8402 as the

‘totality of features and characteristics of a product or service which
bear on its ability to satisfy stated and implied needs’

Within projects, quality is a question of identifying what it is about the project’s
products or services which makes them fit for their purpose of satisfying stated
needs. Projects should not rely on implied needs. These lead to uncertainty and, as
such, are of little use.



9.3     Quality Management

Quality Management is the process of ensuring that the quality expected by the
Customer is achieved. It encompasses all the project management activities which
determine and implement the Project’s Quality Plan. The various elements of an
organisation’s quality management interrelate and are as follows:

* a Quality System with an organisation structure, procedures and processes
  to implement quality management. Both the Customer and the Supplier may
  have quality systems. The project may have to use one of these systems or an
  agreed mixture of both. PRINCE itself will typically form part of a corporate
  quality system where it has been adopted as a corporate standard.

* Quality Assurance, which sets up the quality system and is the means of
  assuring that the quality system operates to achieve an end product which
  meets quality and customer requirements. It creates and maintains the
  quality system, audits and evaluates it. A quality assurance function may be
  set up separate from and independent of the organisation’s project and
  operational activities to monitor use of the quality system across all projects
  within the corporate body. If such an independent body does not exist, the
  project assurance function within the project will assume the quality
  assurance role.

* Quality Planning which establishes the objectives and requirements for
  quality and lays out the activities for the application of the quality system.
  In the Project Initiation Document the quality approach for the whole project
  is defined in the Project Quality Plan. It is important that the Customer’s
  quality expectations are understood and documented prior to project
  commencement. This is done in Starting up a Project (S U). Each Stage Plan
  specifies in detail the required quality activities and resources, with the
  detailed quality criteria shown in the Product Descriptions.

* Quality Control, which is the means of ensuring that products meet the
  quality criteria specified for them. Quality control is about examining
  products to determine that they meet requirements.

9.3.1     Product Descriptions

The Product Description may need to be updated if a change to the product is
agreed.

A Product Description should not be changed, once approved, without passing
through change control.

9.3.2     Quality Review

The Quality Review is the primary technique in making project quality work for
PRINCE. It is fully described in the Techniques section of the manual.



9.3.3      ISO 9001:1994

IS0 9001 is a range of standards for Quality Management Systems. Many corporate
bodies use them as the basis for their Quality Management Systems, and are
certified as to their conformance to it. BS EN IS0 9001:1994 is the specific standard
covering Quality Management Systems in design and development areas, which
includes project management. The use of PRINCE can help an organisation to meet
this quality standard, and this help is explained in the IS0 9001 Appendix to this
manual.

9.4     The path to Quality

Figure 25 illustrates a typical path to planning for quality in the project and a stage.

There are two basic entry points for quality requirements into the project, the
Customer’s expectations of the final product’s quality and the Supplier’s (or
customer’s) Quality System. The latter may be based on meeting the requirements
of IS0 9001, which may have influenced the other input to the Quality System, the
corporate quality policy.

The Project Quality Plan states in general terms how the project will meet the
Customer’s quality expectations and any relevant Quality System(s).
The Stage Plan and its text describe in detail how that Project Quality Plan will be
carried out in the stage.

There will often be an independent quality assurance function which monitors and
may comment on the quality plans in the project.
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Figure 25: The path to Quality



9.4.1     What is special about Quality in the project environment?

First and foremost, success of the project should be measured by the achievement of
the overall objectives of the project, i.e. whether it has delivered a quality product.

In a production environment, the elements of quality management discussed above
will tend to have been thought through and will be in place on a permanent basis.
However, by its nature, the project is a temporary environment created for a
particular purpose. As such, any required quality management for the project may
have to be created for that project if the organisation does not already have a
quality system in place.

9.5     Making project quality work

Project quality planning must cover the following agreements to ensure that the
project delivers to an acceptable level of quality:

* how each product will be tested against its quality criteria
* when each product will be tested against its quality criteria
* by whom each product will be tested against its quality criteria.

The first aspect is actioned by Planning Quality (lP1 ) at the outset of the project,
during Initiating a Project. The last two aspects are actioned in the relevant Stage
Quality Plans, created in Planning a Stage (SBI).

Quality is achieved by a combination of actions. The quality criteria for all levels of
product are stated in measurable terms in the Product Descriptions (this is
described in Product-based planning). The process of producing the products and
services is controlled via Authorising Work Package (CSI ) and Assessing Progress
(CS2).

The final aspect is the process of using all the quality checking techniques defined
in the Quality System. These split largely into two groups:

* objective methods, where, after applying them, there is a largely definitive
  ‘yes’ or ‘no’ answer to whether the deliverable is ‘to quality’. Examples of
  these methods are the use of gauges and meters, testing and checklists.
* subjective methods, where the criteria involve either judgement or opinion,
  such as user-friendliness, conformance to business strategy and market
  acceptability. To control the process of checking conformance to quality in
  these areas, the process of Quality Review is available as defined in the
  Techniques section of this manual.

Hints and tips for Quality

It is almost always possible to define objectively-measurable criteria. But it is
sometimes not worth it, i.e. not cost- or time-effective
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Figure 26: Configuration Management in the PRINCE Template

10.1    Purpose

No organisation can be fully efficient or effective unless it manages its assets,
particularly if the assets are vital to the running of the organisation’s business. The
project’s assets likewise have to be managed. The assets of the project are the
products which it develops. The name for the combined set of these assets is a
configuration. The configuration of the final deliverable of the project is the sum
total of its products.

Within the context of project management the purpose of Configuration
Management is to identify, track and protect the project’s products.

Configuration Management is not optional. If more than one version of a product
has been created, then Configuration Management is being performed. It is just a
question of how well it is being done.

10.2     What is Configuration Management?

Configuration Management may be thought of as product control.

The construction of a car is a good example of the need for Configuration
Management. What components have to be brought together in order to assemble
the car? What about that recent change to the fascia – and the redesigned
windscreen wipers? How can the assemblers be sure that they have the correct
components? The answer is – from the records held by Configuration Management.



If a replacement window winder for a five-year-old model is needed, the car’s
serial number in conjunction with the records kept by Configuration Management
will ensure that the right one is supplied.

Configuration Management gives the Project Management Team precise control
over the project’s assets. Each product brought under Configuration Management
control is known as a configuration item. The title given to the person (or group)
operating the Configuration Management method is Configuration Librarian.

Configuration Management consists of four basic functions:

* identification – specifying and identifying all components of the final
  product
* control – the ability to agree and ‘freeze’ configuration items and then to
  make changes only with the agreement of appropriate named authorities.
  Once a product has been approved, the motto is ‘Nothing moves, nothing
  changes without authorisation’
* status accounting – the recording and reporting of all current and historical
  data concerned with each configuration item
* verification – a series of reviews and audits to ensure that there is
  conformity between the project’s products and the authorised state of
  configuration items as registered in the Configuration Management records.

10.3     Configuration Management and Change Control

There must be a close liaison between Configuration Management and Change
Control. A key element is the ability to identify and control different versions of
each configuration item. Once a configuration item has been approved, that version
of it never changes. If a change is required, a new version of the configuration item
is created which will encompass the change. The new version should be associated
with documentation of the change which caused the need for the new version.
Further guidance is provided in Appendix B – Configuration Management.



11    Change Control
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Figure 27: Change Control in the PRINCE Template

11.1 Purpose

Changes to specification or scope can potentially ruin any project unless they are
carefully controlled. Change is, however, inevitable. The control of change means
the assessment of the impact of potential changes, their importance, their cost and a
judgmental decision by management on whether to include them or not. Any
approved changes must be reflected in any necessary corresponding change to
schedule and budget.

In PRINCE all potential changes are dealt with as Project Issues.
An approach to the control of change is given in the Techniques section of this
manual.

11.2    What is being changed?

This chapter looks at the control of changes to specialist products, not management
or quality products. Two important points need to be made:

* if a product is to be changed, its Product Description should be checked for
  any necessary changes
* if a product has been approved by the Project Board, that product cannot be
  changed without the Project Board’s agreement.



11.3     Authority levels

One consideration at Project Initiation should be who can authorise changes to what
the project is to produce. 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 many requests to
change the initial agreed scope of the project.

* Is the Project Board prepared to make the time available to review all change
  requests?
* Does it wish to consider only the top priority changes and delegate decisions
  on minor changes to another body?
* How will changes be funded?
* Will the Project Board go back to corporate or programme management for
  extra funds each time a change is desired?

In some projects the Project Board may choose to delegate consideration of changes
to a group, here called a ‘Change Authority’. A budget to pay for changes is
normally given to this Change Authority. This arrangement can avoid a number of
Mid Stage Assessments in projects where the frequency of Project Issues is forecast
to be high.

The Project Board needs to decide before the project moves out of Initiation where
the authority for making changes lies, and these responsibilities must be written
into the appropriate job definitions.

11.4     Integrity of change

Project Issues should not be considered in isolation. Some other considerations are
as follows.

11.4.1    Benefit/Business Case driven

The Project Issues should be viewed against the benefits they offer, and their impact
on the Business Case.

11.4.2 Time/cost/function balance

There must be a balance between the advantage achieved by incorporating the
change and the time, cost and risk of implementing it. This is illustrated in Figure
28, Can the project afford the delay? Can the extra funds be found? (Or will the
change save time and money?) Is this a good way of spending the extra funds? Is it
too risky? Should (and can) the change wait until after the current project ends?
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Figure 28: Balancing the Risk

11.4.3    Where the project is part of a programme

If the project is part of a programme, the impact of the change on the programme as
a whole should also be considered. There may also be effects on other projects not
necessarily part of the programme.

11.5    Management of change and Configuration Management

If the project is using a Configuration Management method, the procedure used to
control Project Issues must be integrated with it. If the project is not in an
environment which already has procedures for change control and a Configuration
Management method, the change control procedure in the Techniques section of this
manual can be used.

Project Managers should constantly be looking for ways to take advantage of events
to improve on project costs, schedule or performance. These ways should also be
recorded as Project Issues (as well as the final outcome being recorded as part of the
Lessons Learned Report).

12      Introduction to Processes

12.1     Objectives

This chapter of the manual discusses the processes involved in managing a PRINCE
Project, and how those processes link with each other. The processes indicate the
normal content of a PRINCE project. Any project run under PRINCE will address
each of these processes in some form. HOWEVER, the key to successful use of this
process model is its tailoring. Each process must be approached with the question
‘How extensively should this process be applied on this project?’



12.2     The PRINCE process model
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Figure 29 Process overview

There are eight major processes, each made up of a collection of processes. The
major processes are:
* Starting up a Project (SU)
* Initiating a Project (IP)
* Directing a Project (DP)
* Controlling a Stage (CS)
* Managing Product Delivery (MP)
* Managing Stage Boundaries (SB)
* Closing a Project (CP)
* Planning (PL).

Planning (PL) is used throughout the process model.

These processes link to a range of project management techniques, some of which
are specific PRINCE techniques and are defined within the manual, and some of
which are generic and generally used techniques which are not defined within the
manual.

Project management is seldom straightforward enough to be a simple, linear
process. In a PRINCE context, there are essentially five parallel process levels to
take into account. The first four of these are management process levels, while the
fifth is of a ‘technical’ nature.



Figure 30 The Five Process Levels
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* At the highest level is programme management. While it is not part of
  project management as such, programme management is important, as it
  will often set the context for one or more projects. It is also worth noting that
  the type of programme management in use within a particular business or
  organisation may consist of more than one process level. It may also be
  applied with variable degrees of formality. Figure 30 suggests that this is a
  ‘Customer only’ domain. However, there may be certain circumstances
  where the Supplier takes some programme management responsibility.
* Within the project itself the highest level is Directing a Project (the Project
  Board work). At this level a minimum of management effort is expended.
* At the level of Managing a Project the majority of management effort is
  expended.
* At the lowest management level, Managing Product Delivery would be
  handled by Team Leaders.
* Below this, Developing Products (which is not part of project management).—
  carries out the tasks which produce the project’s interim and final products.

There are two major ways in which these levels interact. These are:

* The higher level processes exercise control over the lower levels. For
  example, Managing a Project provides the Work Package Authorisations
  which allow work to begin on the ‘technical’ product in the two levels
  Managing Product Delivery and Developing Product.

* The output of the lower level processes provides the inputs which allow the
  higher level processes to function effectively. For example, Managing Stage
  Boundaries  provides essential planning input and control information to
  allow the effective conduct of the Directing  a Project activities.



12.2.1     Structure of each process description

Below are outline descriptions of each of the processes in the process model. Each
process description has the following structure and format.

Fundamental principles

Under this heading the following questions are addressed:

* why have this process?
* what is it aiming to achieve in project management terms?
* why is this process fundamental to good project management, and hence a
  minimum requirement of PRINCE?

Context

This section puts each process in context with the other processes, and with
activities going on outside the scope of project management as defined by PRINCE.
Each context description is supported by a context diagram. The context diagram
shows all the information flows in and out of the process. The diagram for each
major process only shows the major information flows to avoid becoming too
complex to read.

Process description

This section describes the process by explaining the objectives and how the process
fulfils the fundamental principles, and gives a description of the steps involved in
carrying out the process.

No attempt has been made to lay out the steps in a strict sequence, since such a
hard and fast sequence seldom exists. However, they have been listed in as logical a
sequence as possible.

Responsibilities

This section specifies who should be accountable for the successful conduct of the
major process, and responsible for its management. These are only stated for the
processes, as it is at that level that responsibilities can be decided.

Information needs

This section contains a table of the important information required for the process
to function and achieve its objectives. Some entries will be products such as plans
and reports, others are in the nature of decisions.

Key criteria

This section highlights the main issues which will dictate the ultimate success or
failure of the process.



Hints and tips

Projects by their nature are very varied. The environments within which they
operate also vary tremendously. The PRINCE processes lay out the anticipated
requirements for the vast majority of projects in most environments. The Hints and
tips section provides some guidance on the application of PRINCE in certain
circumstances, and indicates how PRINCE might be applied in practice. IT IS NOT
EXPECTED TO BE A DEFINITIVE GUIDE. It is strongly advised that this section be
fleshed out using best practice and normal approaches for each project environment
which adopts PRINCE.

12.3     Summary of the processes

12.3.1     Directing a Project (DP)

Directing a Project runs from the start-up of the project until its closure.

This process is aimed at the Project Board. The Project Board manages by exception,
monitors via reports and controls through a number of decision points.

The key processes for the Project Board break into four main areas:

* Initiation (starting the project off on the right foot)
* Stage boundaries (commitment of more resources after checking results so
  far)
* Ad hoc direction (monitoring progress, providing advice and guidance,
  reacting to exception situations)
* Project closure (confirming the project outcome and bringing the project to a
  controlled close).

This process does not cover the day-to-day activities of the Project Manager

12.3.2     Starting up a Project (SU)

This is the first process in PRINCE. It is a pre-project process, designed to ensure
that the pre-requisites for initiating the project are in place. The process expects the
existence of a Project Mandate which defines in high level terms the reason for the
project and what outcome is sought. Starting up a Project (SU) should be very short.
The work of the process is built around the production of three elements:

* ensuring that the information required for the Project Brief is available
* designing and appointing the Project Management Team
* creating the Initiation Stage Plan.

12.3.3 Initiating a Project (IP)

The objectives of Initiating a Project are to:
* agree whether or not there is sufficient justification to proceed with the
  project
* establish a stable management basis on which to proceed
  document and confirm that an acceptable Business Case exists for the project
* ensure a firm and accepted foundation to the project prior to commencement
  of the work
* agree to the commitment of resources for the first stage of the project



* enable and encourage the Project Board to take ownership of the project
* provide the baseline for the decision-making processes required during the
  project’s life
* ensure that the investment of time and effort required by the project is made
  wisely, taking account of the risks to the project.

12.3.4     Managing Stage Boundaries (SB)

This process provides the Project Board with key decision points on whether to
continue with the project or not.

The objectives of the process are to:

* assure the Project Board that all deliverables planned in the current Stage
  Plan have been completed as defined
* provide the information needed for the Project Board to assess the
  continuing viability of the project
* provide the Project Board with information needed to approve the current
  stage’s completion and authorise the start of the next stage, together with its
  delegated tolerance level
* record any measurements or lessons which can help later stages of this
* project and /or other projects.

12.3.5     Controlling a Stage (CS)

This process describes the monitoring and control activities of the Project Manager
involved in ensuring that a stage stays on course and reacts to unexpected events.
The process forms the core of the Project Manager’s effort on the project, being the
process which handles day-to-day management of the project.

Throughout a stage there will be a cycle consisting of:

* authorising work to be done
* gathering progress information about that work
* watching for changes
* reviewing the situation
* reporting
* taking any necessary corrective action.

This process covers these activities, together with the on-going work of risk
management and change control.

12.3.6     Managing Product Delivery (MP)

The objective of this process is to ensure that planned products are created and
delivered by:
* making certain that work on products allocated to the team is effectively
  authorised and agreed
* accepting and checking Work Packages
* ensuring that work conforms to the requirements of interfaces identified in
  the Work Package
* ensuring that the work is done
* assessing work progress and forecasts regularly
* ensuring that completed products meet quality criteria
* obtaining approval for the completed products.



12.3.7     Closing a Project (CP)

The purpose of this process is to execute a controlled close to the project.

The process covers the Project Manager’s work to wrap up the project either at its
end or at premature close. Most of the work is to prepare input to the Project Board
to obtain its confirmation that the project may close.

The objectives of Closing a Project are, therefore, to:

* check the extent to which the objectives or aims set out in the Project
  Initiation Document have been met
* confirm the extent of the fulfilment of the Project Initiation Document and
  the Customer’s satisfaction with the deliverables
* obtain formal acceptance of the deliverables
* ensure to what extent all expected products have been handed over and
  accepted by the Customer
* confirm that maintenance and operation arrangements are in place (where
  appropriate)
* make any recommendations for follow-on actions
* capture lessons resulting from the project and complete the Lessons Learned
  Report
* prepare an End Project Report
* notify the host organisation of the intention to disband the project
  organisation and resources.

12.3.8     Planning (PL)

Planning is a repeatable process, and plays an important role in other processes,
main ones being:

* Planning an Initiation Stage (SU6)
* Planning a Project (IP2)
* Planning a Stage (SB1)
* Producing an Exception Plan (SB6).

PRINCE provides a product-based start to the planning activity. It also provides
planning framework which can be applied to any type of project. This involves:

* establishing what products are needed
* determining the sequence in which each product should be produced
* defining the form and content of each product
* resolving what activities are necessary for their creation and delivery.

13      Starting up a Project (SU)

13.1   Fundamental principles

* There must be a basic business requirement that triggers the project. Indeed
  before any work is commenced, or resources are committed, there is a
  requirement to be able to answer the basic question ‘Do we have a viable
  and worthwhile project?’ This question must be answered honestly to ensure
  that resources are not committed and wasted.



* Certain base information is needed to make rational decisions about the
  commissioning of the project.
* Nothing can be done in the project until responsibilities are defined and key
  roles have been filled. Someone has to ‘kick-start’ the project into being.
* Before approval can be given to enter the Initiation Stage, there should be an
  Initiation Stage Plan.

13.2     Context

This is the first process within PRINCE. The project begins once this process has
been conducted, and the Project Board has approved commencement.

Projects can be identified in a variety of ways and thus have a wide variation in the
information available to the Project Management Team at the time of start-up. It is
accepted that the Project Mandate may be anything from a verbal request to a
complete Project Brief.

The process expects the existence of information explaining the reason for the
project and the outcome expected. This set of information has been given the title
Project Mandate, to avoid confusion with more rigorously defined sets of
information created within PRINCE. Starting up a Project (SU) should be of short
duration.
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13.3 Process description

The work of the process is built around the production of three elements:

* ensuring that the information required for the Project Brief is available
* designing and appointing the Project Management Team
* creating the Initiation Stage Plan.

The objective of the process is to enable a controlled start to the project by ensuring
that:
* all the necessary project management authorities exist for undertaking the
  project
* sufficient information is available to formalise the terms of reference for the
  project
* individuals are appointed who will undertake the work required in Project
  Initiation and /or will take significant project management roles in the
  project
* the work required for Project Initiation is planned
* the organisation that will host the project team is informed of the existence
  and implications of the new project.

The process begins by receiving from some external source the definition of a
problem or opportunity which the project has to satisfy. ‘Project Mandate’ is a term
used for whatever information comes in to trigger the project, be it a Feasibility
Study or details on the back of an envelope. The closer the quality of information in
the Project Mandate can get to the ideal described in the Product Outline for the
Project Mandate, the easier the start-up process will be.

If the project is part of a programme, the programme should provide the Project
Brief and appoint some, if not all, members of the Project Board, thus reducing the
work required in this process.

The target work location is informed of the impending project, and requests are
made for any appropriate logistical support required to carry out Project Initiation.
An additional input which will help with the creation of both the Initiation and
Project Plans is the project approach, explaining the way in which it is intended that
the end products of the project are to be produced.

Hints and tips

It will not always be appropriate, or indeed possible, to appoint the entire Project
Management Team prior to the start of Initiation. But at least the Executive and
the Project Manager should be appointed, so that the input to Initiation can be
prepared and decisions can be made.

The Initiation Stage Plan may not have many elements in many cases.

13.4        Appointing a Project Board Executive and a Project Manager (SU1)

13.4.1    Fundamental principles

To get anything done in the project you need a decision-maker and someone to
undertake the planning.



13.4.2 Context

Before Initiation of the project can begin, there must be a plan for that Initiation
work, and the Project Board has to be appointed to approve the plan.
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Figure 32: Appointing a Project Board Executive and Project Manager

13.4.3     Process description

The objectives of this process are to:

* identify the Executive from the project’s stakeholders
* identify the Project Manager most appropriate for the project
* confirm their availability, their acceptance of these roles, and their
  commitment to carry them out
* appoint them to their respective roles.

A pre-requisite of this first process is the existence and availability of a Project
Mandate. Because this is the process which precedes the whole of the project, it will
be very variable in application, depending particularly on the quality of the Project
Mandate information. The following steps will be involved:

* ratify the key elements of the Project Mandate
* establish any missing information
* identify candidates for Executive and Project Manager
* establish the responsibilities for each role
* appoint Executive
* appoint Project Manager
* confirm appointments via agreement to job definitions by corporate or
  programme management and appointees.

The Project Mandate should indicate the general type of project, its size and
complexity and its political and business sensitivity. This information will help to
identify appropriate candidates for the Project Manager role.



There may be a draft Project Plan included in the Project Mandate from earlier
work. This would give an idea of the timeframe of the project, useful when
confirming the availability of people to fill the roles.

If the project is part of a programme, the Programme Director will appoint the
Executive and possibly the Project Manager as well.

The outline of the roles of Executive and Project Manager, given in Appendix D –
Project Management Team roles , should be used as the basis for discussion between
the Executive and the Project Manager on tailoring and agreement of their roles.

If the project is part of a programme, this work should have been done by the
Programme Director.

13.4.4     Responsibilities

Corporate or programme management.

13.4.5    Information needs

Management information  Usage Explanation

Project Mandate Input The trigger for the Project
Project Board Executive and Project output Agreed job definitions for the
Manager appointments Executive and Project
Manager

13.4.6     Key criteria

* If the project is part of a Programme, will the Programme Manager take the
  project Executive role on the Project Board?
* Does the proposed Executive have the financial and functional authority
  necessary to support the project adequately?
* Has the availability of candidates been measured against any forecast
  duration of the project to ensure that individuals are available for as much
  of the project as possible?
* Are any candidates likely to change jobs in the near future in a direction
  which would remove them from the project? If so, has this information been
  taken into consideration when making the appointments?
* Do the appointees have the skills and knowledge required to undertake their
  tasks?

Hints and tips

Where the size or importance of the project warrants it, agreed job definitions
should be signed by the person or persons undertaking the role plus, where
appropriate, their line management; copies should be held by that person or persons
and a signed copy also held in the project files.

For small or low-risk projects it may not be appropriate to have formal job
definitions, but the people should have read the role descriptions.

A Programme Director has responsibility for establishing the project Executive
for each project within a programme. If this is done, the work of this process is
reduced. The Programme Director may leave the appointment of the remainder of
the Project Board to the Executive.



13.5     Designing a Project Management Team (SU2)

13.5.1  Fundamental principles

* 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 specialist interests.
* Project management requires resources and calls for a range of skills, which
  must be available within the Project Management Team.
* It is important that consideration is given to all the activities which are
  involved in managing the project so that no important aspects are
  overlooked. It is also important that all the skills needed by the project are
  made available. All the roles identified in the organisation component must
  be filled in some way in each project.

13.5.2   Context

Having identified an Executive and the Project Manager, the next job is to review
the project size, complexity and areas impacted by the final outcome, then design
the Project Management Team with appropriate representation of User, Supplier
and project support.

In practice it is normal that this process and the next, Appointing a Project
Management Team, will have considerable overlap.
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13.5.3      Process description

The objectives of the process are to:

* design the Project Management Team structure appropriate to the size and
  nature of the project and the groups involved
* identify candidates for each role to produce a recommended Project
  Management Team.
* determine the responsibilities and requisite skills required for each position.

Where the project is part of a programme, the Programme Director has
responsibility for establishing the Project Board. If this is done, most of this process
will not be required. The Programme Director may, however, leave the appointment
of the remainder of the Project Board to the Executive.

The PRINCE Project Management Team structure described in organisation  and
Appendix D – Project Management Team Roles should be used as a basis for the
process. There are certain steps which must be undertaken:

* identify candidates for the Project Board roles and create their job
  definitions
* assess if any members of the Project Board are likely to delegate any of their
  assurance responsibilities; this will assist the Project Manager to advise on
  the design of any assurance roles and the selection of candidates to fill them;
  this aspect may need to be revisited after the other Project Board roles are
  actually appointed
* consider if separate individuals are likely to be needed as Team Leader(s) or
  whether the Project Manager will be filling this role personally; the final
  decision on this may not be taken until the planning of each stage
* examine the Project Mandate and Project Manager role definition and
  propose any project support roles required; a checklist of potential project
  support responsibilities is shown in Appendix D – Project Management Team
  Roles
* assign candidate names to all roles identified; the design should state
  whether each role will be allocated to one individual, shared or combined
  with another role.

13.5.4    Responsibilities

The Executive and Project Manager are jointly responsible for the design. The
Executive will take specific responsibility for the Project Board design. If the project
is part of a programme, the Programme Director may choose to appoint all
members of the Project Board or leave this to the project Executive. In the latter
case, the Executive should confirm the acceptability of the design with the
Programme Director.



13.5.5    Information needs

Management information Usage Explanation

Project Mandate Input Indicates the likely User and
Customer interests

Project Board Executive and Project Input The Executive and Project Manager
Manager appointments can identify possible candidates,

decide on any necessary support for
the Project Manager and assurance
support for the Executive

Project Management Team structure Output The basis of discussion with the 
other appointees and with senior
management

13.5.6      Key criteria

* If the project is part of a programme, Is there to be programme
  representation on the Project Board or as some part of the Project
  Management Team?
* Have the quality assurance functions been catered for?
* Does the design balance with the overall projected cost, criticality and
  importance of the project?
* Can the proposed Project Board members make the commitments required
  of them?
* Have all the roles and responsibilities been allocated? If not, are the
  exclusions justified?
* Does the design allocate roles and responsibilities to individuals with the
  requisite knowledge, time and authority to carry them out?
* Are all relevant stakeholders represented in the Project Management Team?
* How should the PRINCE model be adapted where the Customer or Supplier
  uses methods or technology which call for specific organisation and control
  models?
* Does the Project Management Team structure fit in with, and support, any
  programme management structure?
* Do any assurance and support roles fit into any overall programme or
  strategy assurance and support functions?

Hints and tips

The User and operational interests which will be impacted by the projectís
deliverable(s) should be considered for Project Board representation.

The Project Board is a decision making body, not a discussion group. For this
reason it is not a good idea to allow the Project Board to grow too large in size.
Ideally it should not grow beyond, say, 3ñ6 people for even a large project. It may
not always be possible to restrict it to this size, but often a separate User Group
can be set up which will appoint one of its members to act as its empowered
representative on the Project Board and sort out the voting rights.

While it is important to give consideration to all the items discussed above, it will
often not be possible to provide all the information needed to make full and definitive
appointments during Start-up, and thus there will often be a need to re-visit this
area during Initiation.



Ensuring that quality testing has appropriate User and/or Customer representation
is the responsibility of the Senior User. This should be taken into consideration
when discussing any delegation of the Senior User’s assurance responsibilities.
It is essential to ensure that the project is not adversely affected by delays in
Customer or Supplier management chains. This should be considered when thinking
of individuals, particularly when filling the various Project Board roles.

Where a third party is funding the project, it may be necessary for the financier to
be extensively involved in the management of the project. Project Board roles should
reflect this, but also emphasise the User’s role in specifying what is needed and
monitoring the project to ensure that the solution is going to satisfy these needs.

Where the project is part of a programme, this process can be used to design the
lines of communication between project and programme. This may mean
programme representation somewhere within the Project Management Team.

13.6     Appointing a Project Management Team (SU3)

13.6.1    Fundamental principles

* An essential for a well-run project is 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
  - what the reporting and communication lines are.
* There must be agreement and acceptance by everyone of their roles and
  responsibilities.
* There should be no gaps in responsibilities once the roles have been tailored;
  someone should be clearly responsible for each given management aspect.

13.6.2     Context

Having created a design for the Project Management Team, this now needs
discussion and agreement with the individuals identified.
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13.6.3 Process description

The objectives of the process are to:

* appoint people to:
  - the Project Board
  - project assurance (where appropriate)
  - Team Management
  - project support (where appropriate)
* ensure that these individuals understand their roles and responsibilities in
  the management and support of the project
* ensure that the individuals are actively committed to carrying out their roles
  and responsibilities
* confirm the reporting and communication lines.

These objectives are met by a process of consultation and discussion with all the
people involved and, if necessary, their management.

As agreement is reached with Project Board members on their roles, thoughts on the
delegation of any of their assurance responsibilities may change from the Project
Management Team design. This may lead to a redesign and a further round of
appointments or role modifications.

For any assurance or support personnel appointed, the Project Manager needs to
confirm what their availability to the project will be.

13.6.4     Responsibilities

The Executive is responsible for the appointments, assisted and advised by the
Project Manager. The Executive will have to liaise with corporate or programme
management to identify the appropriate personnel and negotiate for their
availability.

13.6.5    Information needs

Management information Usage Explanation

Project Management Team structure Input Identification of the planned 
allocation of roles

Agreed job definitions output Roles tailored to the project and the
individual

Updated Project Management Team output Appointed and confirmed Project
structure Management Team

13.6.6     Key criteria

* Did final agreement on job definitions cause any transfer or change of
  responsibilities which has an impact on another job?

Hints and tips

Each PRINCE role definition will need to be tailored to the particular environment
and individual. The resulting agreed job definitions should be signed by the
individual concerned and copies held by that individual and the Project Manager.

The Customer or Supplier may have a Project Support Office in existence from
which some or all of the project support identified may be obtained.



If the project is part of a programme which itself has a Programme Support Office,
thought will have to be given as to how the project will interface with the
Programme.

If the project is part of a programme, consideration will need to be given as to how
Project Issues are to be handled. For instance, the programme may offer (or insist
upon) a central control of all Project Issues. Suppliers may be accustomed to their
own arrangements.  Is theirs a better practice than the suggested PRINCE
procedure? Can all parties be persuaded to use the one procedure?

13.7    Preparing a Project Brief (SU4)

13.7.1 Fundamental principles

* The Project Board needs to satisfy itself that the project is worth doing
  before proceeding any further.
* The project needs to start with a reliable statement of requirements and
  expectation regardless of the vagaries of any pre-project processes.

13.7.2    Context
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The external trigger for the project is the Project Mandate. This process checks the
content of the mandate and enhances it, where necessary, into the Project Brief
which justifies the project.

Where the project is part of a programme the Project Brief should be created by the
programme, thus reducing the work of this process. The project team should
validate any provided Project Brief and may need to expand on some of the
statements in it. Any changes to the Project Brief provided by a programme must be
agreed by the Programme Executive (e.g. impacts on constraints, such as delivery
dates). Such changes would need impact analysis at programme level and may



cause entries in the programme and project Risk Logs.

13.7.3 Process description

The objectives of the process are to:

* prepare the formal terms of reference for the project
* ensure there is an outline Business Case based on the information provided
  in the Project Mandate.

The Project Mandate information may not be complete or accurate. This process
achieves a stable statement of project requirement in the form of the Project Brief.

The Project Brief needs to include high-level information on WHAT needs to be
done and WHY, WHO will need to be involved in the process, and HOW and
WHEN it will be done. The aim of the Project Brief is to allow the Project Board to
decide if there is sufficient justification to warrant the expenditure proposed by the
Initiation Stage Plan. The Product Outline for the Project Brief, given in Appendix A
  - PRINCE Product outlines, lists the information needed for this purpose.

The User requirements should be prioritised. Later if problems cause
reconsideration of the project’s scope, funds can then be targeted at those items
promising the highest return.

The level of detail needed for each element of the Project Brief will vary with
different project circumstances. However, each element needs to be considered,
even if the result of that consideration is that the element is not needed.

The Business Case will be refined as part of the Project Initiation Document and
throughout the project. However, the basic justification for the project needs to be
understood, either defined in the Project Mandate, or developed in this process and
added to the Project Brief.

The Project Brief should also be used to create the Project Quality Plan,

Risks may come to light during this process, therefore a Risk Log should be created.

13.7.4 Responsibilities

The Executive is ultimately responsible for the production of the Project Brief. In
practice much of the actual work may be done by the Project Manager and any
appointed project support staff.



13.7.5 Information needs

Management information Usage  Explanation

Project Mandate Input Basis of the Project Brief

Risk Log output Blank log ready to record risks

Project Brief output Submission to the Project Board 
part of the justification for

Initiation

13.7.6 Key criteria

* Does the Project Brief contain all the required information?
* Is the ’ownership’ of the project properly defined?
* Is there any potential disagreement on the Project Brief?
* Is the Project Brief suitable for a decision to be made on whether to authorise
  Initiation or not?
* If this project is one of a chain of related projects, does the content of the
  Project Brief conform to any prior projects?

Hints and tips

Check the Project Brief for the project informally with each member of the Project
Board before presenting it for formal approval.

Try to determine whether there are any conflicts of interest within the parties to
the project.

In small projects the Project Brief may not be produced as a separate document. It
may be more appropriate to go straight to producing an outline Project Initiation
Document which would then be refined. In such a case, Starting Up a Project (SU)
and Initiating a Project (IP) could combine into one process.

13.8     Defining Project Approach (SU5)

13.8.1   Fundamental principles

Before any planning of the project can be done, decisions must be made regarding
how the provision of a solution is going to be approached. For example, will the
solution be:

* bought ‘off the shelf’
* made to measure’
* developed in-house
* contracted to) third parties
* based on an existing product
* built from scratch
* based on specific technologies?

It is also necessary to make sure that the way in which the work is to be conducted
is in line with practices and guidelines currently understood between Customer and
Supplier, and does not jeopardise the project in any way.



13.8.2     Context
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The process takes information from the Project Brief, together with information
from a range of corporate and industry sources, to produce the defined project
approach.

The project approach should also be used when developing the Project Quality Plan.

13.8.3    Process description

The objectives of this process are to:

* decide how the work of the project should be approached
* identify any constraints on the way the work of the project must be carried
  out or the timing of certain product deliveries
* identify the skills required to conduct the work of the project.

In order to achieve these objectives, various steps have to be undertaken:

* examine, and if necessary refine, how the work is to be approached based on
  the overall direction given in the Project Brief, particularly within the Project
  Definition and the Business Case
* identify any constraints on time, money, quality and resource use or
  availability
* identify any corporate or industry standards which should apply to this
  project’s products or activities
* identify any corporate or industry statements of best practice which could
  apply to this project’s products or activities
* identify any security constraints which apply to the creation and long-term
  operation of the project deliverables
* identify the range of options open for conducting the work of delivering the
  project’s products and outcomes



* identify any maintenance and operational implications which might have an
  effect on the choice of approach
* identify any corporate strategies or statements of direction which could have
  a bearing on this project’s products and activities
* put the project in context with any other related work or corporate
  initiatives by establishing any external dependencies and pre-requisites
* identify the current thinking about the provision of solutions within the
  industry sectors and specialist skill areas involved
* identify the overall business criticality of the project’s outcome, and the
  current assessment of business risk
* consider how the finished product can be brought into use
* identify any training need for User personnel
* evaluate the possible approaches against the identified criteria and
  parameters
* select the most appropriate approach.

13.8.4    Responsibilities

The Project Manager is responsible for carrying out this process. However, the work
will need to be done by people skilled in the specialist areas involved, with input
from project support and assurance roles, under the overall direction of the Senior
Supplier.

13.8.5 Information needs

Management information Usage Explanation

Project Brief Input This product contains the information
upon which this process’s decisions

need to be made

Project Approach Output This forms part of the Project Plan
description within the Project Initiation
Document and is an input to Planning
Quality IPI

13.8.6     Key criteria

* Has an approach been selected which maximises the chance of achieving
  overall success for the project?
* Have the operational and support issues been addressed when selecting the
  approach to ensure that the benefits have the best chance of being realised?
* Given the approach selected, are risks being taken on a project which is
  critical to corporate success, or which is very high profile?
* Alternatively, are opportunities being missed to experiment, and potentially
  learn some lessons for the future, on a low-risk and/or non-critical project?
* Have risks to the various approaches been identified and evaluated so that
  the most appropriate options have been selected?
* Is there a need to bring in external resources? If so, does this have any
  impact on the mode of working?



Hints and tips

This process will be applied very differently in different environments, and as
such it must be actioned thoughtfully. The range of issues will vary tremendously
depending on the nature of the project, and the corporate environment. Examples
could include:

* what is the range of construction techniques available?
* should the components or specialist skills required be bought in, or provided ‘in-
house’?
* should existing tried and tested methods be used, or should the project
  experiment with new leading edge techniques?
* to what extent should decisions be left to a third party Supplier?
* to what extent should there be insistence on adherence to Customer standards?

If the project creates a product which replaces an existing product, check whether
the change-over to using the new product has implications for the project approach.

It may be that not everything can be decided at this stage, and there will he further
extension and refinement throughout tile project,

The Project Manager’s agreement with the Project Board on the technical and
quality strategy for the project may need to take account of any planned change of
Suppliers during the project.

13.9 Planning an Initiation Stage (SU6)

13.9.1 Fundamental principles

Initiating the project and preparing the Project Plan take time and consume
resources. The work should be planned and approved like any other project work.
Make sure that Initiation is not aimless and unstructured.

13.9.2 Context

Having already checked that there is a definition of what the project is to do, plus
some justification for doing it, the Project Board needs to know what is required to
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create the Project Initiation Document.

13.9.3     Process description

The objectives of the process are to:

* produce a plan (the Initiation Stage Plan) which covers the production of
  two management products:
   - the Project Initiation Document
   - the Stage Plan for the stage immediately following Initiation
* define the reporting and control arrangements for the Initiation Stage
* create a Risk Log to record and track the project’s exposure to risks – if not
  already created in SU4.

The Project Initiation Document is an extension and refinement of the Project Brief
with the addition of the Project Management Team details, the Project Plan and a
risk analysis. The Initiation Stage Plan needs to show the investigation and
development of the extra information required, plus the development of the Project
Brief into the format required for the Project Initiation Document. The Initiation
Stage should be a short and inexpensive one, compared to the likely total cost of the
project.

A stage structure for the project will be either already defined in the Project Brief or
developed during Initiation. At the end of Initiation the Project Board will expect to
see not only the Project Initiation Document, but a detailed plan for the next stage,
because the extent of their actual commitment will only be for the next stage.

The end date for the Initiation Stage should be checked against that held in the
programme plan. The Initiation Stage Plan will also give programme management
warning of any requirements from the programme and of the need to prepare to
review the Project Initiation Document.

13.9.4     Responsibilities

The Project Manager is responsible for planning the Initiation Stage. The appointed
assurance and support roles will assist. In particular, whoever is responsible for
business assurance needs to identify in the Initiation Stage Plan how the Business
Case and risk assessment will be checked.

13.9.5    Information needs

Management information Usage Explanation

Project Approach Input This defines the way in which the work
of the project will be conducted. This
will have a bearing on the scale of
work likely to be involved in initiating
the Project

Project Brief Update Details of the job to be done (plus any
earlier planning work done) are
contained in the Project Brief and will
help to size the Initiation Plan

Risk Log Update Updated with any significant extra
activities to counter risk exposure

Draft Initiation Stage Plan Output An essential product to gain approval
to perform Project Initiation. The Plan
for the Initiation Stage should be



discussed informally with the Project
Board. The assurance and support
roles identified will help with creation
of the Plan

 

13.9.6 Key criteria

* Does the Initiation Stage Plan show sufficient resources being available to
  help the Project Manager develop each of the elements of the Project
  Initiation Document?
* Has an appropriate level of management reporting been established as
  required by the size or risk of the Initiation Stage?
* Does the Initiation Stage Plan show how each element of the Project
  Initiation Document will be produced?
* Is there sufficient information for the corporate or programme management
  to make the decision on whether to continue with the project or not?
* Have those with assurance responsibilities indicated which parts of the draft
  Project Initiation Document they wish to be checked, how and by which
  resources?

Hints and tips

Communication with members of the Project Board should be so frequent in the
Initiation Stage that very formal reporting arrangements are not necessary.

The normal reporting frequency may be too long for such a short stage.

While it is always important to plan any work prior to commencement, for some
small, low-risk projects it may not be necessary to produce too formal a plan for
the Initiation Stage.

The amount of start-up and initiation work, even for large and complex projects,
is dependent on what work has gone on before.

14      Initiating a Project (IP)

14.1    Fundamental principles

A successful project should observe the following principles:

* a project is a finite process with a start and end
* all parties must be clear what the project is intended to achieve, why it is
  needed, how the outcome is to be achieved and what their responsibilities
  are in that achievement so that there can be genuine commitment to the
  project
* well-managed projects have an increased chance of success.

Following these principles will ensure that the project can be successfully scoped and
managed to its completion.

14.2     Context

lnitiating a Project (IP) is aimed at laying down the foundations for the fulfilment of
the principles described above.
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14.3 Process description

The objectives of Initiating a Project are to:

* document and confirm that an acceptable Business Case exists for the project
* ensure a firm and accepted foundation to the project, prior to
  commencement of the work, via the creation of the Project Initiation
  Document
* enable and encourage the Project Board to take ownership of the project
* enable and encourage the Project Board to make a decision on whether the
  project is viable, and to agree to the commitment of resources to the first
  stage of the project
* provide the baseline for the decision-making processes required during the
  project’s life
* ensure that by carrying out Initiation in an organised manner, the investment
  of time and effort required by the project is made wisely, taking account of
  the risks to the project
* monitor progress of Initiating a Project (II’) against the plans for the Initiation
  Stage.

Hints and tips

Because of the increasing levels of information, and hence understanding, which
emerge during the process, Initiation will usually be a set of iterations punctuated
by reference to Project Board members for feedback.

Where the project is well-defined and planned from the outset, Initiation can be a
very rapid exercise to confirm this and take ownership.

Where the project is part of a programme, the lines of communication and the
report structure between project and programme must be made clear in the Project
lnitiation Document. There are a number of alternative lines of communication
between Project Manager and Programme Director. The Project initiation
Document should make these lines as short and as clear as possible.

14.4      Planning Quality (IP1)

14.4.1     Fundamental principles

A key success factor of any project is that the outcome and deliverables of the
project conform to the customer’s quality expectations. This will only happen if
these expectations are both stated and agreed at the beginning of the project,
together with the means of assessing achievement of these within the final
deliverable.

14.4.2    Context

This process builds on the defined project approach and describes how quality will
be achieved in the subsequent planning processes.
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14.4.3     Process description

The objectives of this process are to determine the quality required for the products
of the project, and to plan the project’s approach to quality (the Project Quality
Plan) by:

* establishing the quality regime which will apply to the project
* defining the overall project quality criteria and assurance arrangements to
  be employed
* establishing the approach to be used within the project for the control of
  changes.

In order to achieve these objectives, various steps have to be undertaken:

* establish links to any corporate quality assurance function and ensure that
  all project quality activities support, and are supported by, this function.
  This may include assigning a quality assurance role for the project

* establish any quality assurance needs for the project management products
  and activities, especially meeting the needs of the Quality Management
  System where these are applicable

* establish the means by which overall success of the project’s ultimate
  products or outcomes is to be measured, and prioritise them
* identify quality responsibilities both within, and external to, the project
* identify the quality control techniques and procedures to be employed
  during the conduct of the project
* establish the Configuration Management and change control approaches to
  be adopted, including:
  - responsibilities
  - procedures
  - documentation.
See the chapters on Quality in a project environment, Change Control and
Configuration Management  for further information on the above aspects.



Where the project is part of a programme, the Project Brief passed down from the
programme may have included statements about quality planning. This would form
the basis of the Project Quality Plan. If there is any inconsistency between the
desired Project Quality Plan and what is contained within the Project Brief, this
must be resolved with programme management. Where the quality plans of the
programme and project are identical or very similar, the quality plan of the
programme should be referenced with only variations documented.

14.4.4     Responsibilities

The Project Manager is responsible, assisted by those with project assurance
responsibilities, particularly those connected to business assurance. Where a
separate quality assurance function exists within a corporate body, the work of this
process must be done in close co-ordination with that function.

14.4.5     Information needs

Management information Usage Explanation

Project Brief Input This document should contain the
overall approach to quality and the top
level project quality criteria. These are
refined and expanded during this
process

Customer and Supplier QMS Input Standards with which projects must
comply

Project Approach Input To establish the most appropriate
approach to quality, there is a need to
know how the project’s work is to be
approached as this could have a
fundamental effect on the methods
and resources used

Project Quality Plan Output This will contain the results of
Planning Quality (IP1 ) and will be an
element of the Project Initiation
Document output from Initiating a
Project (IP)

14.4.6 Key criteria

* Have all quality standards associated with the project’s area of impact been
  identified and considered?
* Have all those, and only those, standards relevant to the successful outcome
  of the project been included?
* Are the approaches to assuring quality for the project appropriate in the
  light of the standards selected?
* Are the quality criteria measurable or assessable by the quality control
  mechanisms identified?
* Are the change control and quality assurance methods appropriate for the
  scale, complexity and risk exposure of the project?
* How will quality assurance be provided on projects where the Project
  Manager is not technically qualified?
* Will ‘prepared by the Supplier and checked by the Customer’ be a sufficient
  quality criterion?



Hints and tips

Much of the information discussed above such as standards and quality assurance
functions may already be established and documented. It will usually be sufficient
for the Project Quality Plan to refer to this documentation, PLUS clear
identification and justification of any variation from the standards.

The Project and Stage Quality Plans may have to take into account any planned
change of Suppliers during the project, as they may have different quality standards.

14.5     Planning a Project (IP2)

14.5.1     Fundamental principles

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 evaluated and the Project Board can control
the project.

14.5.2 Context

The process uses the common Planning (PL) process to produce the Project Plan and
the detailed plan for the next stage. It includes the implications of the Project
Quality Plan from Planning Quality (IP1).

The Project Plan becomes a major element of the Project Initiation Document.

14.5.3     Process description

The objectives of the process are to:

* understand at a high level the totality of the work which is about to be
  undertaken, by:
   - identifying and, where possible, defining the major products of the project
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   - identifying the major activities to be performed to deliver the products
   - assessing the major risks of the project, and putting in place
     countermeasures, as highlighted in the Management of Risk chapter of this
     manual
   - estimating the effort needed
   - identifying the timescales achievable, given the project constraints and any
     key milestones
   - identifying the overall resource requirements and costs
* identify the key decision and review points for the project, and from these
  decide where the management stage divisions should be (as discussed in
  Stages)
* use the Planning process to produce the Project Plan
* trigger Planning a Stage (SBI ) to produce a detailed plan for the first stage of
  the project.

As this process is basically a planning process, the detailed steps needed to carry it
out are those explained in Planning (PL),

14.5.4     Responsibilities

The Project Manager is responsible, assisted where appropriate by project support
roles and guided by those with project assurance responsibilities, who also check
the results.

14.5.5     Information needs

Management information Usage Explanation

Project Approach Input This product will explain how the work
of the project is to be approached and
provides a key input into the planning
process

Project Brief Input This document contains the base
information about the project. It is this
information which this process uses
as the primary start point for the
planning process

Project Quality Plan Input  This product is needed because the
work carried out and the time and
resources needed to conduct it will be
influenced by the quality required and
the quality approach to be adopted

Project Plan Output This is the ultimate deliverable from
the process and its production is the
prime reason for carrying out the
process

Trigger for next Stage Plan Output Invokes Planning a Stage (SB1) to
preparation produce the next Stage Plan



14.5.6     Key criteria

Does the Project Plan show the appropriate balance between being comprehensive
and complete, and being sufficiently concise to be understandable? For instance:

* Are all the relevant parts of the Project Brief reflected in the Project Plan?
* Is the level of detail in the Project Plan appropriate for the project, bearing in
  mind:
   - the duration of the project
   - the levels of certainty or otherwise concerning the project’s outcome
   - the complexity of the project, e.g. the number of dependencies compared
     with the number of products, the number of departments or groups
     involved
   - the corporate and business risks involved?
* Will it support, and be supported by, the other elements of the Project
  Initiation Document? Also is it in sufficient detail to support development of
  the Project Initiation Document?
* Is the Project Plan in a state suitable to support the decisions to be made in
  Authorising a Project (DP2)?
* Is the Project Plan concise enough to be of practical use for the members of
  the Project Board?
* Has the Customer imposed any quality criteria on the final product which
  will require quality related work beyond normal expectations?

Hints and tips

Make sure the Project Brief is understood, as this should provide the base from
which the planning is done.

Having understood the way in which benefits are to be realised, there may be
implications for how the project should be run.

To arrive at a final Project Plan it will often be necessary to produce a draft plan,
then build a detailed next Stage Plan, before refining the Project Plan in the light
of the information gained.

There will be a need for a pass through the risk assessment process to assess the
risk scenario of the Project Plan itself.

14.6     Refining the Business Case and Risks (IP3)

14.6.1   Fundamental principles

* 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
  being done, and as such is a crucial element of the project.
* It is also important to anticipate any problems or threats to which the project
  could be subject so that appropriate actions can be taken to deal with them.

14.6.2    Context

The process takes the Outline Business Case from the Project Brief and the Project
Plan which shows the resource requirements. From these the activities of the
process produce a refined Business Case which is later incorporated into the Project
Initiation Document. It also expands on risks in the Project Brief, plus any extra
risks found since, and produces a Risk Log.
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14.6.3 Process description

This process involves creating and refining the Business Case.

The objectives of this process are to:

* refine the Business Case in the light of what is now known about the project
* add to the Risk Log any extra problem or threat to which the project may be
  subject
* modify the Project plan in the light of any risk exposure activities.

In order to achieve these objectives, various steps have to be undertaken.

For the Business Case:

* check whether recent external events have affected any of the benefits
  quoted in the Business Case held within the project Brief
* check whether the programme, corporate or strategic objectives which this
  project is expected to address are still likely to be achievable in light of the
  information gained so far during Initiating a Project (IP)
* re-quantify the benefits where appropriate, and identify any disadvantages
  which might arise from the project’s completion
* establish whether any additional business benefits have become apparent
* calculate and/or refine the cost elements based on the Project Plan and the
  latest information regarding the likely operational and maintenance
  characteristics of the project’s deliverables and outcomes
* refine or calculate the financial case, and re-cast the investment appraisal
  where appropriate.

For the Risk Log:

* identify any business risks which may impact the project
* assess the likelihood of each business risk occurring within this particular
  project
* assess the impact on the project if it does occur
* identify possible courses of action to ameliorate the business risk to an
  acceptable level.
For the Project Plan:

* evaluate the cost of the resolution actions against their value in alleviating



  the business risk
* add these to the Project Plan and/or the next Stage Plan [NB. This will
  involve an iteration back through Planning a Project (IP2) and possibly a re-visit
  to the Business Case elements].
* prepare any appropriate contingency plans for inclusion in the Project Plan.

There will be a step of balancing the agreed benefits with the identified costs and
risks in order to make a final decision on project viability. If the steps listed above
identify any changes which have a fundamental effect on the Business Case, the
Project Board will need to be informed as early as possible, since they may need to
escalate the issue to corporate or programme management.

Where the project is part of a programme, identified risks must be fed to the
programme support office.

14.6.4     Responsibilities

The Project Manager is responsible, assisted, where appropriate, by the project
support roles, and advised by those with project assurance responsibilities. The
Project Manager should discuss the Business Case and risks with the Project Board
informally before presentation in the Project Initiation Document.

14.6.5 Information needs

Management information  Usage Explanation

Project Brief Input Contains high-level views of the
anticipated Business Benefits and
risks as identified in Starting up a
Project (SU)

Project Approach Input Will contain information about the way
the work is to be conducted and could
provide input to both Business Case
and risk analysis

Risk Log Update Add any identified new risks.
Modify

with details of any changed risk

Project Plan Update Updated with any significant extra
activities to counter risk exposure

Business Case output Extract from the Project Brief and
update with the latest (more detailed)
information

14.6.6     Key criteria

* Are the risk avoidance costs commensurate with the costs implicit in the
  threats?
* Is it reasonable that the benefits claimed can be achieved by the anticipated
  project deliverables and outcomes?
* Is the information in a form which is understandable by the Project Board?
* Are plans in place/to be created by which the Users of the products will
  realise the benefits?

Hints and tips

The Planning (PL) process will have examined project risks. Concentration in
this process should be on business risks,



Each risk effect is itself a potential cause of another effect in a cause–effect chain.
The Project Manager has to decide where the chain should be cut to prevent or
reduce risks.

The Risk Log can be a large document. It may be appropriate to prepare a high-level
extract for presentation to the Project Board.

Where the project is part of a programme, the programmers risk monitoring
mechanism must be used at project level unless there are valid reasons not to do
so.

Where there is also a need to evaluate project risks at a programme level, it may be
sensible to combine this work and the maintenance of the Risk Logs at programme
level.

Funding normally comes from the Customer, but there are situations where the
Supplier fully or partially funds the project (Private Finance Initiative, for
example). This may give the Customer fewer rights to intervene or control the
project, and could affect the Customer’s ability to insist on the inclusion of risk
avoidance or reduction activities.

The Customer and Supplier are likely to have different Business Cases,

The  method of payment needs to be considered. Payment may be provided on a
regular basis throughout the life of the project, staged according to the delivery of
particular products, or in a lump sum at the end.

14.7    Setting up Project Controls (IP4)

14.7.1    Fundamental principles

Each decision on the project has to be made in a timely manner by the person or
group most appropriate to make that decision, and must be based on accurate
information. This process ensures that an appropriate control and monitoring
framework is put in place.

14.7.2 Context

The process builds on the established information to produce a statement of Project
Controls.
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14.7.3     Process description

The objectives of this process are to:

* establish the level of control and reporting required by the Project Board for
  the project after initiation
* develop controls which are consistent with the risks and complexity of the
  project
* establish the day-to-day controls required to ensure that the project will be
  controlled in an effective and efficient manner.

In order to achieve these objectives, various steps need to be undertaken:

* 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 existing Quality Management Systems or
  other standard procedures
* incorporate the control requirements specified in the Project Brief into the
  overall control environment as created by the above steps
* incorporate decision-making authorities and responsibilities into job
  definitions where appropriate
* establish the information needs associated with each of the decision-making
  processes
* establish monitoring mechanisms to satisfy these information needs
* establish the resource requirements to provide the monitoring information
* incorporate monitoring mechanisms into resource plans and job definitions
  where appropriate
* refine and define the reporting requirements within the project, as described
  in the Controls chapter of this manual
* establish the procedures required to produce and distribute the reporting
  information
* set up a blank Lessons Learned Report to record any useful lessons learned as
  progress is made through the project.
Where the project is part of a programme, controls must be put in place to feed
information to the programme.



14.7.4     Responsibilities

The Project Manager is responsible, assisted by project support and advised by
those with project assurance responsibilities.

14.7.5     Information needs

Management information Usage Explanation

Project Plan Update This will need to be updated with
resource requirements for control
activities

Risk Log  Update Risk levels will have an impact on
the

scale and rigour appropriate for
control activities. New or changed
risks may be noted as a result of
defining control and monitoring
activities. Also there is a need to put in
place monitoring devices for risks as
they develop

Project Quality Plan Input The achievement of quality is one
area which must be monitored and
controlled. There is, therefore, a need
to co-ordinate Project Controls with
the Project Quality Plan

Project Controls Output This will form part of the Project
Initiation Document

14.7.6    Key criteria

* Are the decisions being allocated to people equipped and authorised to
  make those decisions?

The next points are there to reinforce the motto ‘Not too little, not too much’.

* Are the controls appropriate for the risk, scale and complexity of the project?
* Is the level of formality established appropriate for the risk, scale and
  complexity of the project? This covers such things as reporting, monitoring,
  procedures and job definitions.
* Are all the participants committed to providing the information and acting
  on it?

Hints and tips

When creating the controls for the project, consider the communications
requirements of the project as well as the decisions being made.

Make sure that the level of control is appropriate to the project. Don‘t over-control
for the sake of it.

If the project is part of a programme, make sure that any programme reporting
requirements will be satisfied by the defined control structure.
Where information has to be fed back to a programme, this may be done by reports
from the project being examined by programme staff or by programme
representation within the project.



Programme representation is recommended in estimating the impact of change,

When creating the project schedule, appropriate milestones should be identified to
allow any required programme monitoring of project progress, such as the ends of
stages and the production of reports required for use by either the programme or
other projects.

14.8 Setting up Project Files (IP5)

14.8.1    Fundamental principles

Once the project is under way, it is important to keep track of all the information
being produced regarding the project and the management and specialist products.
There is a need to be able to manage different versions of products and to be able to
retrieve information quickly and reliably. These problems can be eased by
establishing a sensible and pragmatic project filing system at the start of the project.

14.8.2     Context

This process takes information from the Project Plan and produces the Project Filing
structure to add to the Project Initiation Document. It needs to interface with any
Configuration Management processes (see the Configuration Management chapter
and Appendix B – Configuration Management in this manual).
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14.8.3     Process description

The objectives of the process are to:

* institute a system of storing and retrieving all information relevant to the
  management of the project, the quality checking work done and the products
  themselves, which will provide appropriate support to the project team, and
  to the implementation of change management
* assign responsibility for managing this filing system.

It may be that a Configuration Management system is to be used which will provide
these facilities for some or all of the project’s products.



In order to achieve these objectives, various steps have to be undertaken:

* establish what information will be produced throughout the project and will
  need filing
* establish what deliverables will be produced throughout the project and the
  need for associated storage
* establish what retrieval requirements the project team has
* establish filing systems which are appropriate for the identified filing and
  retrieval needs.

The Issue Log and Quality Log are created during this process.

14.8.4     Responsibilities

The Project Manager is responsible, assisted by any project support roles and
advised by those with project assurance responsibilities.

14.8.5 Information needs

Management information Usage Explanation

Project Plan Input Contains all the information about the
deliverable the project is expected to
produce

Project Quality Plan Input Part of the Project Initiation Document

Issue Log Output Created in readiness to record all
Project Issues

Quality Log Output Created in readiness to record all
details of quality checks

Project Filing structure  Output Part of the Project Initiation Document

14.8.6 Key criteria

* Is the formality and rigour of the project filing system appropriate for the
  scale, risk and complexity of the project?
* Will the retrieval system produce all required information in an accurate,
  timely and usable manner?
* Will the Project Files provide the information necessary for any audit
  requirements?
* Will the Project Files provide the historical records required to support
  lessons learned?

Hints and tips

Projects with a wide geographical spread pose particular challenges for information
and product control. Computer networks make it very easy for there to be multiple
copies of information in varying states of accuracy and timeliness, It is difficult
to stop or totally control this.
With sensible design, computerised support can avoid the need for multiple copies
and ensure that staff only have access to the latest version of information.

The key to success is complete and rigorous naming conventions and version
numbering, so that it is at least clear what information is being looked at, and for
the Project Manager to have confidence that there is firm control over all master
versions of information and deliverables.

Consider the creation of a formal configuration Management system and the
appointment of a Configuration Librarian as discussed in the Configuration



Management Appendix to this manual.

Remember that ‘files’ do not necessarily mean paper. The Project Files will cover a
wide range of media, all of which need to be considered.

14.9     Assembling a Project Initiation Document (IP6)

14.9.1     Fundamental principles

There needs to be a focal point at which all information relating to the ‘what, why,
who, how and when’ of the project is gathered for agreement by the key
stakeholders, and then for guidance and information for those involved in the
project.

14.9.2 Context

The process takes all the information from the other IP processes and produces the
Project Initiation Document.
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14.9.3     Process description

The objectives of this process are to:

* provide a basis for the decisions to be made in Authorising a Project (DP2)
* provide a basis for all the other management decisions which need to be
  made during the life of the project
* provide an information base for everyone who needs to know about the
  project.

In order to achieve these objectives it is important to understand that the
information will need to be held and presented in various ways, and the Project
Initiation Document is unlikely to be one physical document.

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

* decide how the information can best be packaged and held so that the



  objectives above can be met for this particular project
* assemble the information from the previous processes
* add any narrative, explanatory, or navigational information required
* create the Project Initiation Document
* forward the information required for Authorising a Project (DP2).

Where the project is part of a programme, the Project Initiation Document must be
examined by programme support staff for any changes affecting the programmers
portfolio. Where there are changes which have been agreed, these need to be
reflected in the portfolio. If the changes are likely to have an impact on other
projects (e.g. a product required by another project will be produced later than
previously scheduled) then the changes should be disseminated.

14.9.4 Responsibilities

The Project Manager is responsible, assisted by project support and advised by
those with project assurance responsibilities as required.

14.9.5 Information needs

Management information Usage Explanation

Project Brief Input Provides information which will be
extracted/developed into the

Project
Initiation Document

Project Management Team structure Input Part of the PID
and job definitions

Project Approach Input Part of the PID

Project Quality Plan Input Part of the PID

Project Plan input Part of the PID

Business Case Input Part of the PID

Risk Log Input Part of the PID

Project Controls Input Part of the PID

Project filing structure Input Part of the PID

Project Initiation Document output Final end product of Assembling a
PID (IP6) and of Initiation

14.9.6 Key criteria

*  Is the Project Initiation Document going to provide all the information needs
  of the recipients?
* Is it easy to update those parts of the Project Initiation Document which are
  dynamic?

Hints and tips

Make sure that the presentational aspects of the Project Initiation Document are
thought through. The complete product can be large when all the detailed Product
Descriptions and job definitions are included. It can be daunting to receive the



whole document, and in some circumstances this could be counterproductive. Use
appendices to hold the detail and only publish these when requested.

Where the project is part of a programme, the Project Initiation Document must
be created with the needs of the programme in mind. One way to ensure this is for
the Programme Executive to play a part in the Project Initiation Document
production, rather than waiting to review the assembled document.

If the Project Board prefers to keep the Project Initiation Document as slim as
possible, just the Project Management Team structure can be put in the Project
initiation Document, with the job definitions retained in the project management
filing.

15     Directing a Project (DP)

Fundamental principles

Senior project management staff who have the authority and responsibility for:
* defining what is required from the project
* authorising the funds for the project
* committing the resources

will typically delegate day-to-day charge of the project to a Project Manager.
However, they must exercise overall control and take the key decisions. It is also
important that levels of authority and decision-making processes are clearly
identified.
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Directing a Project runs from after the start-up of the project until its closure
andincludes the work to:

* authorise the initiation of the project
* provide management direction and control throughout its life
* liaise with corporate and programme management
* confirm project closure.



It does not cover the day-to-day activities of the Project Manager.

This process is aimed at the level of management above the Project Manager, i.e. the
Project Board. The Project Board manages by exception, that is, 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 Project Board of any exception situation,

There needs to be a flow of information from the Project Board to corporate or
programme management during the project.

15.2     Process Description

The objectives of Directing a Project are to:

* ensure the ultimate success of the project judged by:
  - the ability of the results of the project to deliver the business benefits set
    out in the Business Case
  - delivery to agreed time, cost and quality parameters
* manage the identified risks to the project
* ensure the effective management of all people and resources concerned with
  the project
* commit the required resources
* make decisions on any changes when requested by the Project Manager
* provide overall direction and guidance throughout the project
* make decisions on exception situations
* ensure that the project and the products remain consistent with business
  plans and the external environment
* ensure that the necessary communications mechanisms are in place
* sponsor appropriate external communication and publicity about the project.

This process covers the direction of the project throughout its life cycle. The Project
Board pro-actively manages the project’s response to the external environment.
Within the project the Project Board should manage by exception. The Project Board
members are normally busy executives with a range of responsibilities, and
demands on their time should be kept to a minimum, while fulfilling their
responsibilities to the project, The key responsibilities are:

* overall directional decision making
* resource commitment.

Where the project is part of a programme, the authority to direct the project is
delegated to the Project Board by the Programme Director. Where decisions are
required which are outside the defined authority of the Project Board, these must be
referred to the programme Director for a decision.

The key processes for the Project Board are predominantly event-driven and target
the Project Board members to a small number of key decision points, plus informal
discussions where required. These key processes break into four main areas:

* Initiation (starting the project off on the right foot)
* Stage boundaries (commitment to further work after checking results so far)
* Ad hoc direction (monitoring progress, providing advice and guidance)
* Project closure (confirming the project outcome and bringing the project to a
  controlled close).

15.2.1    Initiation

Corporate or programme management should confirm the appointment of the
Project Board and other Project Management Team members which is done in
Appointing a Project Board Executive and a Project Manager (SU1) and Appointing a
Project Management Team (SU3). They must ensure that everyone is committed to the



work that is to be done.

A plan for the Initiation Stage only, which should be relatively short, is approved by
the Project Board at the outset. The purpose of the Initiation Stage is to produce a
high-level plan for the entire project, document its Business Case, examine the risks
involved, make management decisions about them and approve the plan for the
next stage. Planning an Initiation Stage (SU6) is where the Initiation Stage Plan is
prepared.

At the end of the Initiation Stage, the Project Board must agree whether it makes
sound business sense to continue with the project. If so, and if they approve the
Project Plan, the Project Board gives the go-ahead for the next stage.

15.2.2    Stage boundaries

As part of the Initiation Stage the Project Board and Project Manager will agree on
the division of the project into stages. The division is normally proposed by the
Project Manager and accepted by the Project Board during informal discussions
after production of a draft Project Plan.

Basically the Project Board only authorises the Project Manager to proceed with one
stage at a time. Between stages the Project Board reviews the whole project status
before approving the next Stage Plan if it is satisfied that the Business Case still
stands and the project will deliver what is required.

If problems occur during a stage, the Project Board may be asked by the Project
Manager to approve Exception Plans, which will bring the stage back under control.
This is as part of ‘management by exception’.

15.2.3     Ad hoc direction

The Project Board’s main objectives are to provide overall direction and guidance
throughout the project and to ensure that the project and the products remain
consistent with business plans. Activities to achieve these objectives are formally
defined as part of the Stage Plans, but the Project Board will want to support these
activities by receiving appropriate reports on key elements from the Project
Manager.

The Project Board must maintain a feedback on project progress to corporate or
programme management during the project.

The Project Board must also be mindful of any changes in the corporate strategy or
the external environment, and reflect the impact of such changes when directing the
Project Manager.

15.2.4 Project Closure

The project ends with confirmation by the Project Board that everything expected
has been delivered to the correct level of quality and that, where applicable, it is in
a state where it can be used, operated, supported and sustained.

There may be follow-on actions as a result of the project, about which the Project
Board must make decisions and refer to the appropriate bodies.

A date and plan for a Post Implementation Review can be agreed. This is a point in
the future when the benefits of the project and the performance of the finished
product can be assessed. Any lessons which have been learned which may be of
benefit to other projects are also directed to the relevant body.

Finally, the project’s support infrastructure can be disbanded.



The closure process will be modified in situations where the project is terminated
prematurely. It is likely that there will be follow-on actions, but all products may
not have been produced, and there may be little or nothing to support. It is unlikely
that there will be a need for a Post Implementation Review, but the review of the
End Project Report and Lessons Learned Report may be very important to
understand why the project has been prematurely terminated.

Hints and Tips

The Project Board needs to keep the balance of management by exception between
the two extremes of, on the one hand, interfering, and, on the other, deserting the
Project Manager once the project is under way.

The success of the process depends to a large extent on performing Setting up
Project Controls (IP4) well, therefore that process needs active Project Board
participation.

15.3     Authorising Initiation (DP1)

15.3.1     Fundamental principles

No-one should commit to large expenditure on the project before verifying that it is
sensible to do so.

15.3.2      Context

Authorising lnitiation is the first major activity for the Project Board.
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15.3.3     Process description

The objective is to ensure that the project is properly initiated by:

* ratifying the Project Brief with corporate or programme management
* approving a plan to develop the Project Initiation Document



* obtaining or committing the resources needed by the Initiation Stage Plan
* requesting the necessary logistical support via the Project Start-up
  Notification to the host organisation (the location where the work is to be
  done).

The Project Board must ensure that adequate reporting and control mechanisms are
in place for the Initiation Stage. A tolerance level should be set for Initiation, just as
for the later stages.

The Project Board is responsible for obtaining resources and providing a support
infrastructure for the project in line with those requirements identified in the
Initiation Stage Plan. The support infrastructure may include accommodation,
communication facilities, equipment and any project support.

15.3.4     Responsibilities

Responsibility rests with the Project Board, based on input provided by the Project
Manager and those with project assurance responsibilities. Corporate or programme
management is responsible for ratifying the Project Brief for the Project Board.

15.3.5 Information needs

Management information Usage Explanation

Job definitions Input Details of job
responsibilities

Project Management Team structure Input Details of who is to be involved in 
the management of the project

Project Brief Update Contains the ‘what’ and
‘why’ of the

project and is the document that
specifies the Project Board’s terms
of reference

Draft Initiation Stage Plan Update The work to be approved

Project Start-up Notification output Request for logistics support

Authorisation to proceed output The approved plan for the
Initiation

Stage

15.3.6     Key criteria

* Is there adequate funding for the project?
* Does the Project Brief demonstrate the existence of a worthwhile project,
  and hence justify the investment involved?
* Are external support and facility requirements available and committed?
* Have the most appropriate standards been applied, particularly if the
  Customer and Supplier standards differ?
* Are assurance responsibilities allocated and accepted?

Hints and tips

The Project Board should expect to be involved extensively during the Initiation
Stage, as this is the stage where the infrastructure of the project is laid down, the
foundation for tile project’s success.



Apart from requesting any staff to support tile Project Manager, the process also
has to formally agree with the host organisation the logistical support requirements
of tile forthcoming project. This would include any accommodation, equipment,
access security arrangements, tools and administration support.

Avoid smothering the Initiation process with excessive formality of reporting during
the stage.

Initiation should be a fast-moving process, hence the need for frequent ad hoc
discussions between Project Board and Project Manager.

Where a third party is funding the project, it may be necessary for the financier to
be extensively involved in the management of the project. Project Board roles should
reflect this, but also emphasise the User’s role in specifying what is needed and
monitoring the project to ensure that the solution is going to satisfy those needs.
Where the Supplier is funding the project, the Executive and Senior Supplier roles
will need tailoring to reject the financial responsibilities.

15.4 Authorising a Project (DP2)

15.4.1 Fundamental principles

No project should commit to significant expenditure without:

* management approval that an acceptable Business Case exists for the project
* checking that it fits with any relevant corporate and programme strategy
* assessment and acceptance of the risks involved
* an estimate of the time and cost involved
* checking that the project will be appropriately controlled.

15.4.2    Context

The process is normally undertaken at the same time as approving the Stage Plan
for the stage to follow Initiation. This process can be combined with Authorising a
Stage (DP3) to approve both the Project Plan and the next Stage Plan.

The approved Project Initiation Document triggers the next stage of the project.
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15.4.3    Process description

The objective of this process is to decide whether to proceed with the project.

This is based on approval or rejection of the Project Initiation Document. The
decision-making process is best understood by highlighting the key elements of the
Project Initiation Document (see the Product Outline for detailed contents). The
Project Initiation Document contains all the important management information
about the project. Once the Project Initiation Document is accepted by the Project
Board it is ‘frozen’ (baselined) so that a record is preserved of the project’s original
intentions. Later reviews of how successful the project has been, or whether it
diverged from its original aims can be measured from the Project Initiation
Document.
The Project Initiation Document should contain the following:

The Project objectives

The Project Board must satisfy itself that the project objectives are still achievable.

Project Quality Plan

The Project Quality Plan must state how the project intends to meet the Customer’s
quality expectations, and where quality responsibilities have been allocated. The
Project Board must satisfy itself that the quality expectations are correctly stated
and that the Quality Management System will deliver them.

Business Case

The Project Board has to confirm that an adequate and suitable Business Case exists for
the project, and that it shows a viable project.  The expected benefits and savings
should be supplied and approved by the Customer.  The project costs should come from
the Project Manager and match the Project Plan.

Risk Log

The Project Management Team should identify any risks (see the Management of Risk
chapter) facing the project’s products.  The Project Board should ensure that there is an
assessment of the risks, plus appropriate countermeasures and, where appropriate,
contingency plans.

Project Plan

The Project Plan gives an overall view of the major products, timescale and cost for the
project.  Any wide variation between this and any previous forecast for the project (e.g.
one done as part of a Feasibility Study) should be examined, and the Project Board
should assure themselves of the continued validity and achievability of the plan and
reasons for the variation.  The Project Plan needs to be co-ordinated with any relevant
strategic and programme management plans.

Project Organisation

Most, if not all, of the appointments of the Project Management Team will have been
finalised during the Start-up process.  These now have to be formally confirmed, and
any late appointment negotiated.  Each member of the team should have agreed their
role (as described in organisation), and this agreement is one of the items which the
Project Board has to confirm.

Controls

The Project Initiation Document will include details of the controls which will enable
the Project Board to keep overall control of the project.  This will include step-by-step
approval for the project to proceed via a series of End Stage Assessments, confirmation
of the tolerance level for the project and the stage after Initiation, and details of what
will happen if any stage exceeds its agreed tolerance.  There should be information on



the frequency and content of reports from the Project Manager to the Project Board,
together with details of how the Project Manager intends to control the project on a day-
to-day basis.  The Project Board must satisfy itself that these controls are adequate for
the nature of project.

External Interfaces

The Project Initiation Document will contain details of any required co-operation from
outside the project plus links to corporate or programme management.  It is the
responsibility of the Project Board to obtain this and confirm the availability as part of
this process.
15.4.4     Responsibilities

The Project Board is responsible for this process.  Most of the input will come from the
Project Manager.

15.4.5     Information needs

Management information Usage Explanation

Draft Project Initiation Document Input The document to be approved

Next Stage Plan Input Validation of the next part of the
Project Plan

Approved Project Initiation Document Output Baselined after approval
by the

Project Board for later
measurement

against actual achievement

Authorisation to proceed Output Approval by the Project Board to
begin  the next stage

15.4.6 Key criteria

* Does the project support corporate strategy and programmes?
* Is the Business Case acceptable?
* Are the risks manageable and acceptable?
* Can the Project Manager show how the Project Plan is achievable?
* Are the differing objectives of all parties clear at the point of initiation?
* Do the defined controls ensure that the differing objectives of all parties will
  remain clear at each point in the project?
* What happens if one party’s decision criteria require cancellation, while
  others propose continuance? Can contract termination criteria, terms and
  conditions be agreed to account for this, or should normal contract discharge
  conditions apply?
* Has PRINCE been adapted correctly to account for Customer or Supplier
  organisational or control models?
* Do the relevant risks and assumptions clearly identify the Customer and
  Supplier impacts?
* Can or should the Supplier have sufficient control over the Customer’s
  organisation to be required to bear any of the business risk?
* For each risk and assumption, are the respective Customer’s management,
  monitoring and containment responsibilities defined?
* Where a supply-side risk impacts on the Customer’s Business Case, is it
  clear whether the Supplier or the Customer will manage it?
* Is the project based on staged payments? If so, has an appropriately detailed
  level of identification of product or outcome delivery been identified? Do
  the Acceptance Criteria reflect the staged payments approach?



* If funding for the project is variable, has adequate consideration been given
  to how the Supplier will ensure that the contracted scope is fully funded?

Hints and tips

Time must be allocated by the Project Board to read and understand the Project
Initiation Document and to discuss any points at issue (with the Project Manager
and others), so that the decisions taken are well-informed.

The process is easier if the Project Board and Project Manager have been working
closely together during Project Initiation. There will be fewer surprises.

The project organisation structure must allow for communication to decision-making
forums which already exist within the Customer and Supplier organisations
as well as to temporary ones established to ensure effective management of the
project itself. This will normally be a Project Board responsibility. The potential
delegation of assurance responsibilities can be used to help achieve the required
communication.

In a fixed-funding project it must still be practical for the Customer to pay for
any cost increases caused by scope variations requested by the Customer.

Where the project is funded by the Supplier there may be implications for the
organisation and control of the project. This should be carefully described in the
job definitions of the Executive and Senior Supplier.

Where there is a wide differential between the Business Cases of the Customer and
the Supplier, it is less likely that consistent and compatible decisions and actions
will occur. Consider if knowledge and understanding of the Business Case
differentials would assist in assuring compatible behaviour.

Tight time constraints will tend to mitigate against the type of project relationship
which requires extensive, formal controls and communications between Customer
and Supplier. Review the standard PRINCE controls and their frequency in the
light of any time constraints.

When approving the Project Initiation Document, it should not be forgotten that
the next Stage Plan also needs approval.

Where funding for the project is variable, stage approval should include assurance
that funds for the stage are set aside. The choice and timing of stages may be done
to reflect any need to confirm continued funding.

15.5 Authorising a Stage or Exception Plan (DP3)

15.5.1 Fundamental principles

It is important that work commences on a stage only when the Project Board says it
should; this avoids the problems of projects continuing just because no one thinks
to stop them.

To enable this to happen, the project should be broken down into manageable
sections (stages) at the end of which the Project Board has to approve whether work
is to continue or not.

It is also important to spot problems early and react to them.



15.5.2 Context

This process authorises every stage (except the Initiation Stage) plus any Exception
Plans which are raised.
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Figure 48: Authorising a Stage or Exception Plan

15.5.3     Process description

The objective of this process is to decide whether to authorise the next stage of
work, and hence commit the required resources, based on:

* a view of the current status of the project
* a detailed forecast of the commitment of resources required by, and the
  products to be created from, the next stage of the project
* a re-assessment of the likely project end date
* a re-assessment of the risk situation
* a re-assessment of the Business Case and the chances of achieving the
  expected benefits.

The current status of the project is usually presented by the Project Manager
covering the results of the last stage compared to expectations.

The detailed forecast comes from the plan for the next stage, for which the Project
Manager is seeking approval. The detailed forecast should match the updated or
revised Project Plan.

The updated Project Plan and Business Case are compared with what they were at
the start of the project (and at the start of the last stage) to check that the project is
still viable.

Any changes to the Business Case defined in the Project Mandate or Project Brief
must be communicated to corporate or programme management.

The process may also be invoked when the stage or project is forecast to exceed its
tolerance levels. Early warning of such a situation should have been given to the
Project Board via an Exception Report handled in Giving  Ad Hoc Direction (DP4),



see Controls for a full explanation.

An Exception Report explains the cause of the deviation and the current situation,
the options, the Project Manager’s recommendation and the impact on the Project
Plan, Business Case and Risks.

In the case of a stage being forecast to exceed its tolerances the Project Manager will
ask the Project Board to authorise an Exception Plan. As with a Stage Plan, the
Exception Plan should be accompanied by an updated Project Plan, Business Case
and Risk Log.

If the forecast is for the project to deviate beyond its tolerances, the Project Board
must consider its brief and decide if the matter has to be referred upwards. As part
of the exception process the Project Board has to secure any necessary decisions
from outside the project. For example, if this project is part of a programme the
programme support office will have to examine the likely impact on the programme
and take appropriate action following approval by the Programme Executive or
Director as necessary.

Once authorised, an Exception Plan becomes the current Stage Plan.

Before authorising a Stage or Exception Plan the Project Board must ensure that
changes in the corporate environment, which may impact on the project or its
Business Case are brought to the attention of the Project Manager and dealt with
effectively.

15.5.4     Responsibilities

The Project Board has full responsibility for the process, based on information
provided by the Project Manager.



15.5.5    Information needs

Management information Usage Explanation

Next Stage Plan or Exception Input Plan for which the Project
Manager Plan is seeking approval

Product Checklist Input Summary list of major products to 
be produced by the plan with key 
dates

Updated Product Plan Input To allow the Project Board to
review

the whole project status

Updated Business Case Input To allow the Project Board
to check

that the project is still justified

Project Initiation Document Input Used to provide a baseline against
which to assess the advisability of 
any deviations

Project Management Team changes Input To allow the Project Board to
ratify (included within Stage Plan) any appointment changes

Updated Risk Log Input Check that the risks are still 
acceptable

End Stage Report Input Report of stage just completed. 
Helps assessment of

current situation.  (There
would not be one of these for the
Initiation Stage)

Authorisation to proceed Sign off Authorisation to proceed
with the

submitted plan. During Project
Initiation the Project Board

decides
how formal or informal it wishes

the
approval to be. The Project

Board, of course, has the authority to
reject the plan. It may ask for a re-

submission or decide to close the 
project

15.5.6 Key criteria

* Was everything expected of the current stage delivered? If not, was this with
  the approval of the Project Board?
* Are there clear statements about what is to be done about anything not
  delivered? Is it covered by a Project Issue? Is its delivery included in the
  next Stage Plan?
* Is the project still viable and does it remain focused on the same business
  need?
* Are the risks still acceptable?
* Are the countermeasures still valid, including any contingency plans?
* Does the Project Board want to, and is it able to, commit the resources
  needed for the next stage of work?
* In projects which have a different Supplier for each stage, is it documented



  and agreed by all Suppliers that the key project information will be made
  available to subsequent Suppliers?

Hints and tips

The Project Board members are likely to be busy people. Setting dates for any End
Stage Assessments can be difficult due to diary commitments. Get these meetings
into diaries as early as possible (at the previous End Stage Assessment) and accept
that, in the event, they may not fall exactly at stage end. Make sure that the stage
boundary issues are discussed somewhere near the end of stage rather than risk
that no discussion is held because people are not available.

Make sure that there are ‘no surprises’ from the outset, i.e. the project situation
should be discussed informally between the Project Manager and Project Board
and any problems sorted out before any formal request for authorisation of the
next stage.

Although a stage may stay within its tolerances, information may be produced
within a stage which shows that at some time in the future the project will exceed
its tolerances. An example would be information that the cost of equipment to be
bought a year down the line will exceed the project budget tolerance. It is important
that these types of issue are discussed as early as possible, so they should still be
raised with the Project Board.

Where the project deviates significantly from its tolerances, it may be better to
stop the current project and restart with a Project Initiation Document which
reflects the new situation.

In small projects the Project Board and Project Manager may agree to an informal
End Stage Assessment and authorisation to proceed to the next stage. But a formal
sign-off and authorisation by the Project Board is a useful document to have in
the management file if problems come along later and the Project Manager is
asked why a stage was undertaken.

If the Supplier is part-funding the project, it maybe necessary to modify the normal
Executive and Senior Supplier roles to reject this funding responsibility in their
respective authorities at stage end.

It is essential to ensure that the project is not adversely affected by delays in
Customer or Supplier management chains.

15.6    Giving ad hoc direction (DP4)

15.6.1    Fundamental principles

Even when a stage is proceeding according to plan and within tolerance, there may
be a need for the Project Board to be consulted. Such occasions might be:

* for advice on direction when options need clarifying
* when the impact of events external to the project needs to be considered
* to resolve resourcing issues which would affect tolerance
* to resolve areas of conflict
* organisational changes within the project.

It is also possible that, during a stage, the Project Board itself will need to pass
information to the Project Manager about external events and its own changing
requirements.
15.6.2     Context

This is a process which may be needed at any point during the project. It could be
prompted by an external event, or by information or circumstances arising from
within the project.
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15.6.3     Process description

The objectives are for the Project Board to:
* ensure that the project remains focused on the business objectives set, and
  remains justified in business terms
* ensure that the stage is progressing according to plan
* ensure that changes in the corporate or programme environment which may
  impact on the project are notified to the Project Manager and appropriate
  action is taken
* ensure that the project is kept informed of external events which may affect
  it
* make decisions on Project Issues or Exception Reports which are beyond the
  Project Manager’s authority
* advise the Project Manager of any change to Project Board personnel
* keep corporate or programme management informed about project progress.

The above objectives should be achieved without the need for the Project Board to
interfere in the project beyond the controls and reports it has agreed with the
Project Manager.

The Project Board should receive regular Highlight Reports from the Project
Manager with a frequency agreed for the current stage.

The Project Board should ensure that any serious risk situations are being
monitored sufficiently regularly to keep the risks under control. The Project
Manager will refer situations to the Project Board via an Exception Report where a
stage is forecast to exceed its tolerance.

Within its delegated limits of authority there may be occasions when the Project
Board may choose to:

* ask the Project Manager to submit an Exception Plan for the remainder of
  the stage to reflect the new situation (see Producing, an Exception Plan (SB6))
* reduce the scope of project expectations to bring it back within tolerance



  using change control (see Producing, an Exception Plan (SB6))
* abandon the project (see Closing a Project (CP)).

Project Issues may arise on which the Project Manager needs guidance. The Project
Board provides this guidance based on the impact of the Project Issue in question
on the Business Case and risks. Project Issues include all Requests For Change and
Off-Specifications raised. As these represent changes to the agreed Project Initiation
Document, it is a Project Board function to approve or reject any changes. Agreed
changes may need extra time and/ or funds.

Where a Project Issue goes beyond the brief held by the Project Board, the Project
Board has the responsibility of seeking a decision from corporate or programme
management.

The Project Board has the responsibility to obtain any extra or changed resources
which occur as a result of agreements with the Project Manager on issues raised.

The Project Board must ensure that external events which could impact the project
are monitored adequately and dealt with effectively

There will be times when a Project Board has to be changed. This may be because a
current member changes job, or extra Customers or Suppliers may be found and
they need representation on the Project Board. It is the Project Board’s job to notify
the-Project Manager. The Project Manager must then agree a job definition with the
new member(s).

15.6.4      Responsibilities

This is a Project Board responsibility. It may look to share some of this
responsibility with those with project assurance responsibilities.

15.6.5 Information needs

Management information Usage Explanation

Highlight Reports Input Regular feedback on progress from
the Project Manager

Exception Report Input Early warning of a deviation. May
trigger the creation of an

Exception
Plan



Request for advice Input Situations where a decision is 
needed which is beyond the 
authority of the Project Manager

Information from external sources Input Either feedback from a Project 
Board request or new

information which affects the direction
of the project

Corporate or Programme Output Feedback on project progress
Management Reports

Project Board direction Output Guidance and advice in
reaction to the inputs noted above

Premature Close Output Closing the project before its 
expected end

15.6.6      Key criteria

* Does the Project Manager know how to contact Project Board members in
  the event of problems arising?
* Are Project Board members aware of the need to react quickly to issues
  raised?
* Are Project Board members committed to prompt reading of Highlight
  Reports and to timely response to them?

Hints and tips

There are projects which are so dynamic that there will be many Requests For
Change. The Project Board and Project Manager should agree responsibilities, a
procedure and possibly a separate budget to handle these.

Expected external changes which can pose a threat to the project should be
documented as risks.

The Project Board may delegate among its members responsibility for monitoring
particular external sources for tiny potential impact on the project. Each individual
Board member will have prime responsibility for monitoring a particular area to
which the project might be sensitive, e.g. changing interest rates.

The Project Manager may seek Project Board guidance if any risks materialise.

Where the project is part of a programme, if there is to be a change in the composition
of that Project Board, the advice and approval of the Programme Director should
be sought.



15.7  Confirming Project Closure (DP5)

15.7.1    Fundamental principles

There needs to be a formal hand-over of responsibility and ownership of the
project’s products to the ultimate users.

For most final products there must be a reliable operational and support
environment in place.

Every effort should be made to pass on any lessons which have been learned from
the project.

15.7.2    Context

The process is triggered by the Project Manager carrying out the activities and
producing the management products of Closing a Project (CP). It is the last work
done by the Project Board prior to its disbandment.
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15.7.3     Process description

The project needs to be closed down in an orderly manner.

The objectives of this process are to:

* ensure that the project has a clearly defined end and an organised hand-over
  of responsibility to the group(s) who will use, support and-sustain the
  products

* release the resources provided to the project
  gain formal acceptance from the Customer that the acceptance criteria set
  down at the outset have been met adequately
* direct any changes which have not been implemented to an appropriate



  authority for attention
* establish a future method for verifying that the project has produced the
  desired benefits
* enable the Project Board to recommend closure of the project to corporate or
  programme management.

To achieve these objectives, various steps need to be undertaken:

* ensure that all the completed products have been approved by the Customer
  or are covered by approved concessions (if there have been any concessions,
  these may also be covered in Follow-on Action recommendations)
* ensure that, where appropriate, the resulting changes in the business are
  supported and sustainable
* ensure Follow-on Action Recommendations have been distributed correctly.
  These recommendations will have listed all the follow-on actions from the
  project, those Project Issues which were pended by the Project Board and
  any proposals for new work emanating from the project. These have to be
  directed to the appropriate body. They may be given to the support team to
  implement or they may go to a programme board or strategy group for
  consideration as projects in their own right.
* approve the Lessons Learned Report for distribution.
  A number of lessons may have been learned during the project about
  weaknesses or strengths of the processes, procedures, techniques and tools
  used, when they were used, how they were used and by whom. If there is
  anything which could benefit other projects within the remit of the corporate
  body, the Project Board has the responsibility of ensuring that this
  information is passed on to the relevant people, such as quality assurance.
* prepare closure notification.
  The Project Board advises those who have provided the support
  infrastructure and resources for the project that these can now be
  withdrawn.
* publish and distribute the plans for any Post Implementation Review.

15.7.4     Responsibilities

This is the responsibility of the Project Board, supported by those with project
assurance responsibilities.

If a Post Implementation Review is set up, it is the responsibility of the Project
Board to ensure that the person responsible for its conduct is properly briefed and
that accountability is passed to that person.

15.7.5     Information needs
Management information Usage Explanation

Project Initiation Document Input Used as the baseline against
which to assess how far the project 

deviated from its initial basis. Also 



contributes some of the
information against which to judge the
success of the project

Operational and maintenance Input Confirmation that the final product
acceptance can be used and supported

Project Closure recommendation Input Assurance from the Project
Manager

that everything has been done

End Project Report Input More information on which to
judge the success of the project

Customer acceptance Input Confirmation that the Customer
accepts the products

Follow-on Action recommendations Approval Recommendations for ail pended
issues and other future actions

Post Implementation Review Plan Approval Suggested plan for assessing the
achievement of project benefits.
Ratified by the Project Board to

be
passed on to the people

responsible
for carrying it out

Lessons Learned Report Approval Project lessons that have been 
learned which might be

useful to pass on to other projects

Project Closure Notification Output Notification that facilities and 
support can be withdrawn

15.7.6     Key criteria

* Have the results and products been accepted, and are they no longer
  dependent on work which is part of this project?
* Is the business ready to support, sustain and further develop the
  environment and products delivered?
* Are the customers content with the results and products?

Hints and tips

Give recognition to teams and individuals for significant project achievements
and success,

Even if it is not obligatory, it is a sensible precaution to have written confirmation
of their acceptance from those who will be responsible for the operation and
maintenance support of the delivered product.

16     Controlling a Stage (CS)

16.1     Fundamental principles

Once a decision has been taken to proceed with work, and resources have been
committed, the Project Management Team must be focused on delivery within the



tolerance laid down.

This means controlled production of the agreed products:

* to stated quality standards
* within cost, effort and time agreed
* ultimately to achieve defined benefits.

To achieve this success, the project must:

* focus management attention on delivery of the stage’s products or outcomes
* focus the resources used during the stage towards this end
* keep the risks under control
* keep the Business Case under review
* carefully monitor any movement away from the direction and products
  agreed at the start of the stage to avoid ‘scope creep’ and loss of focus.

16.2     Context

This process handles day-to-day management of the project. It is started after
approval of a Stage Plan.

Controlling a Stage (CS) drives Managing Product Delivery (MP), the interfaces being
the authorisation of a Work Package, any specified reports and the return
confirmation that the Work Package has been completed satisfactorily.

Figure 51, plus the following processes, shows the ‘natural’ pattern of events, and
ensures that all necessary actions are carried out on a regular basis. HOWEVER,
much of project management is of an ad hoc nature, driven by problems and
circumstances as they arise. This means that any or all of Controlling a Stage (CS)
may be used in an event-driven manner as well as on the regular basis indicated.



16.3      Process Description

The objectives of Controlling a Stage (CS) are to:

* deliver the right products
* ensure that quality is achieved as planned
* deliver products on time and to cost within agreed tolerance
* correctly direct and conduct work on products
* properly direct and utilise resources
* update plans with actuals, enabling progress to be checked against the plan
* correctly cost resource usage
* correctly manage any deviations from Stage or Project Plans
* inform all interested parties about project progress in a timely manner
* ensure that projects are stopped or re-directed if the reasons for setting them
  up have been invalidated by internal or external events.

Central to the ultimate success of the project is the day-to-day control of the work
which is being conducted. Throughout a stage this will consist of a cycle of:

* authorising work to be done (CSI )
* monitoring progress information about that work (CS2)
* watching for changes (CS3 and CS4)
* reviewing the situation and triggering new work authorisations (CS5)
* reporting (CS6)
* taking any necessary corrective action (CS7).

If changes are observed which are forecast deviations beyond agreed tolerances,
Escalating Project Issues (CS8) covers the activities of bringing the situation to the
attention of the Project Board.

Other factors which must be borne in mind are that:
* the current stage contains work and involves resource expenditure which
  have been authorised by the Project Board. It is therefore important to give
  the Project Board feedback on progress against its expectations
* all individual items of work in a stage should be authorised (see the format
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  of Work Package Authorisation in Appendix A – PRINCE Product outlines)
* project work can be adequately controlled only against a plan
* if the project is to be successful, the Project Manager and Project Board must
  react quickly to changes and deviations from the agreed Stage Plan.

Hints and tips

The emphasis within this process is on the processes and techniques of controlling
a management stage, However, much of the ultimate success of the project will be
just as dependent on the handling of the people and ‘politics’ of the project.

16.4     Authorising Work Package (CS1)

16.4.1     Fundamental principles

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, in broad terms, work only
commences and continues with the consent of the Project Manager.

16.4.2     Context

The process will be running constantly throughout a stage. It interfaces with
Managing Product Delivery (MP) which handles the production of the deliverables
involved and provides plan updates to Assessing Progress (CS2) during the project.
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16.4.3     Process description

The objectives of this process are to keep control over the work of the team(s) by:



* issuing work instructions to the Team Manager(s) to commence work
* revising the instructions as required following management decisions.

On some occasions the people working on the project will be directly responsible to
the Project Manager. In this case the Project Manager and the Team Manager will be
one and the same person.

In order to achieve the above objectives, various steps have to be undertaken:

* review the Product Descriptions for the product(s) to be delivered. Ensure
  that they describe what is required and add any constraints and
  responsibilities required
* brief the Team Manager(s) and hand out the Work Package with all relevant
  documentation and information, including the terms of reference covering:
  - the cost and effort the work is expected to consume
  - the timescale for completion
  - the progress reporting arrangements
  - any individuals, groups or products with whom it is necessary to interface
    in the performance of the work
* ensure the Team Manager has the correct resources to carry out the work
* identify any problems or risks associated with the work and incorporate any
  necessary changes or other measures to handle these
* ensure the Team Manager is committed to completion of the work within the
  terms of reference laid down
* instruct the Team Manager to proceed via an appropriate form of Work
  Package Authorisation.

The ‘work’ discussed in the overview above could be by people and resources
within the Customer organisation, by outside Suppliers, or a combination of the
two. It could also cover the supply of products or services which do not involve any
actual effort. The objectives and steps outlined apply in all circumstances. The
formality of Work Package Authorisation will depend on the project situation. The
suggested content of a Work Package Authorisation is given in Appendix A –
PRINCE Product outlines

16.4.4     Responsibilities

The Project Manager is responsible, assisted by any support roles, and in agreement
with the relevant Team Managers.

16.4.5   Information needs

Management information Usage Explanation

Stage or Exception Plan Input New work from Stage Plan, either
expected or as an outcome of Taking
Corrective Action (CS7) The Stage



Plan may need to be updated by
Assessing Progress (CS2) in minor
areas such as a result of discussions
between the Project Manager and the
Team Manager during Authorising Work
Package (CSI )

Product Description(s) Input Description of the required product(s)
including quality criteria

Proposed Work Package Input Details of the work required, including
dates and information on any
constraints

Work trigger Input Corrective actions

Authorisation to proceed Input Authorisation by the Project Board to
proceed with the Work Package

Work Package Authorisation Output Formal handover of responsibility for
the detailed conduct of the work and
delivery of any products from the
Project Manager following agreement
with the Team Manager

Plan adjustments Output Any adjustments after negotiation with
the Team Manager

16.4.6     Key criteria

* Is the Team Manager clear as to what is to be produced, and what has to be
  done to produce it?
* Is the Team Manager clear about the effort, cost and timescale expectations in
  connection with the work involved?
* Is the Team Manager clear about the expected quality of the work and
  products, and also clear about how that quality is to be checked, as defined
  in the relevant Product Descriptions?
* Is the work achievable within the terms of reference laid down?
* Is the Team Manager committed to the achievement of the work?
* Has the Stage Plan been updated as required, based on the agreement on the
  Work Package?
* Should any project assurance involvement be planned, especially in quality
  checking?

Hints and tips

In a simple, low-risk project, Work Package Authorisation may be reasonably
informal, although thought should be given to recording an individual’s work and
performance for appraisal purposes.

If a third party is involved, Work Package Authorisation should always be formally
documented.
A Work Package may spread over more than one stage. Where possible, it should
be broken down so that its intermediate parts fit into one management stage or
another.

It is often good practice for the people responsible for a Work Package to be involved
in writing the relevant Product Descriptions. If this is done, the Product
Descriptions should be reviewed by other people.

This process must be done in conjunction with Accepting a Work Package (MP1).
This overlap covers the negotiation with the Team Manager on dates and other
parameters.



If there is a contract in operation between Customer and Supplier, this may have
an impact on the terms of the authorisation. The reverse is also true, so the
authorisation of Work Packages should be considered during contract preparation.

16.5 Assessing Progress (CS2)

16.5.1      Fundamental principles

In order to make informed decisions and exercise rational control, it is necessary to
know what has actually happened, to be compared with what it was hoped would
happen. Project management can become dominated by ‘fire fighting’ and day-to-day
problem solving. This can result in project Managers losing sight of the overall
goal. It is vital that this is countered by a steady flow of information which fills in
the bigger picture, and simple, robust monitoring systems to supply the
information.

16.5.2     Context

Assessing Progress (CS2) monitors the status of resources and allocated work, and
reviews the Quality Log (as updated by the quality checks carried out by the
team(s)). It also keeps the Stage plan up to date.
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16.5.3     Process description

The objective of assessing progress is to maintain an accurate and current picture of:

* progress on the work being carried out
* the status of resources

by receiving and reviewing progress information from the Team Manager(s).

In order to achieve the objectives, various steps have to be undertaken:



* collect in all progress information for all work currently being undertaken
* collect feedback on recent quality checking activities carried out
* assess the estimated time and effort to complete any unfinished work
  (including that not yet started)
* assess the availability of resources in the period under review and for the
  remainder of the stage (or project)
* review with the Team Manager(s) whether work will be completed on time
  and to budget
* update the Stage Plan with actuals to date
* identify any points which need attention.

The main data-gathering control for Project Manager is the Checkpoint, described in
the Controls chapter. The Assessing Progress process can also be used by Team
Managers within their teams. The information is then passed to the Project Manager
in a Checkpoint Report.

16.5.4    Responsibilities

The Project Manager is responsible, assisted by any support roles, with input from
Team Managers.

16.5.5    Information needs

Management information Usage Explanation

Checkpoint reports Input Flows of information, either written or
verbal depending on the need for
formality. The information will cover
current status against plan

Quality Log Input Confirmation, or otherwise, from the
Team Manager(s) that the work and
products have been produced to the
quality standard specified

Work Package status Input To update the Stage Plan

Stage Plan Update Updated with actuals to date and
forecasts

16.5.6    Key Criteria

* Is the level and frequency of progress assessment right for the stage and /or
  Work Package?
* Is the information timely, useful and accurate?
* Are the estimates of outstanding work objective?

Hints and tips

Progress should be measured and reported in a manner which is suitably accurate
and does not allow exaggeration of progress.

Measurement of progress and status is easier if the information collection is product-
based,
as in planning.

The use of Earned Value Analysis should be considered in order to obtain an accurate
view of expenditure.

Depending on project factors, such as size and geography, the process may be run



formally or informally. The Project Manager may hold Checkpoint meetings with
Team Managers, and the Team Managers may hold their own Checkpoint meetings
with the team.

16.6     Capturing Project Issues (CS3)

16.6.1    Fundamental principles

During the course of managing the project, various problems, queries and changes
will occur. They will arrive in a haphazard manner, and will need to be captured in
a consistent and reliable way, so that they can be assessed and managed properly.

It is also important that Project Issues are not forgotten, especially if there is no
immediate solution.

16.6.2     context

The process of capturing Project Issues is by its nature ad hoc, since it takes in
details of problems, queries and changes as they occur. These details can come from
a wide range of sources both internal to the project and external.

Capturing Project Issues produces information to go forward to Examining Project
Issues (CS4). The process should be read in conjunction with the Change Control
approach  defined in the Techniques section of the manual.

This process is the window for all external stimuli, such as changes of scope.
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16.6.3 Process description

The objective is to capture, log and categorise all Project Issues. While most will be
directly related to the project, the process must allow for Project Issues which have
an impact outside the project, e.g. a programme.

A Project Issue is anything which could have an effect on the project (either
detrimental or beneficial). Project Issues include:

* a change in requirements, however minor (even apparently very minor
  changes can have major long-term implications)
* a change in the environment applicable to the project, e.g.:
  - a legislative change
  - a corporate change of direction
  - a new Customer
  - a new Supplier



  - an unexpected change to a member of the Project Management Team
  - actions by a competitor
  - a programme management directive
  - a corporate reorganisation

* a problem occurring or being identified, which was not anticipated during
  risk analysis

* an anticipated, but unavoidable, risk occurring

* a problem or error occurring in work completed or currently under way.

The Change Control approach chapter in the Techniques section suggests how this
logging can be done.

The process of recording Project Issues can be used to note any external
developments which affect the project.

Project Issues can arise from a very wide range of sources, can come in many forms
and show themselves in many ways. The first requirement of this process is,
therefore, to provide a consistent and reliable method of capturing all Project
Issues.

Once a Project Issue has been identified, it must be logged for future reference and
to enable progress on its resolution to be tracked.

Apart from general problems and questions, three specific types of outcome can
result:

* a Request For Change, which, for whatever reason, will cause a change to
  the specification or Acceptance Criteria of the project; any additional cost to
  carry out the change will normally have to be funded by the Customer
* an Off-Specification, covering errors or omissions found in work already
  conducted or planned for the future; additional costs to carry out this work
  will normally fall on any Suppliers involved
* a change to the composition of the Project Management Team.

A final requirement of this process is to provide a consistent output to the following
process, Examining Project Issues (CS4).

All Project Issues should be entered into the Issue Log as soon as they are
identified.

Suggested structures for a Project Issue, Request For Change, an Off-Specification
and an Issue Log are given in Appendix A – PRINCE Product outlines.

16.6.4    Responsibilities

The Project Manager is responsible, although a project support role may be
nominated to act as the central focus for receiving and documenting Project Issues.

16.6.5    Information needs

Management information Usage Explanation

New Project Issues Input Any Issues being raised against the
project from whatever source, to be
logged in the Issue Log and the type of
Project Issue to be decided

Issue Log Update Repository of all Project issues and
their status



16.6.6     Key criteria

* Are all significant Issues being documented?
* Is this a new Issue or a previous one differently worded?
* Is the source of the Issue identified?
* Does the Issue affect the Project Plan as well as the Stage Plan?
* Is the Project Issue an enquiry which can be answered without changing the
  Stage Plan?

Hints and tips

Sometimes a Project Issue is so complex that it is better to split it into several
smaller Project Issues.

Where the project is part of a programme, Project Issues must be copied to the
Programme Support Office for it to look for any impact on the programme or
other projects within the programme.

16.7     Examining Project Issues (CS4)

16.7.1     Fundamental principles

Before making a decision on a course of action, each Project Issue should be
assessed for its impact and alternative actions considered.

16.7.2     Context

Capturing Project Issues (CS3) captures and catalogues all Project Issues. The capture
of a Project Issue should trigger its analysis. All open Project Issues should be
reviewed and courses of action be recommended for consideration during Reviewing
Stage Status (CS5).
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16.7.3     Process description

An initial examination of a Project Issue should be done as soon as it is logged.
On a regular basis all open Project Issues should be reviewed. Decisions on a course
of action should not be taken until the Project Issue can be seen in the wider context
of stage status, product delivery and progress against plan. The exception to this
delay is where the Project Issue raises an urgent need for action.

In order to prepare Project Issues for review in Reviewing Stage Status (CS5), the
following steps need to be taken:

* assemble all available and relevant information about the Project Issue,
  including anything which pertains to the Issue’s effect on:
  - costs
  - timescales
  - benefit achievement and/or value
  - risks
  - meeting the requirements of the project
  - meeting the stated quality standards

* update the Risk Log if the Project Issue relates to a previously identified risk
  or reveals a new risk
* recommend a course of action.

 recommendation may address a number of Project Issues.

16.7.4    Responsibilities

The Project Manager is responsible. Members of the teams may be required to
assess the impact of Project Issues on products, workload, cost, schedule and risk,
and devise alternative courses of action. Some of the administrative work may be
delegated to an appointed project support role. Those with project assurance
responsibilities should be involved in the examination of the impact of Project
Issues on the products, risks and the Business Case.

16.7.5 Information needs

Management information Usage Explanation

Business Case Input Reference back to the Business Case
to evaluate the impact of the Project
Issue

Stage Plan Input One of the bases for impact analysis

Project Plan Input To check if the Issue affects the project

Issue Log Update A list of all outstanding Project Issues
and their status, updated with impact
analysis information

Risk Log Update Current risks which may be affected by
an Issue. To be updated if any action is
recommended which will affect a risk or
generate a new one

16.7.6     Key criteria

* Who would be best to evaluate the Issue?
* How urgent is the decision? By when does a decision have to be taken?
* Is any special action needed to assure the Customer’s best interests during
  the evaluation?
* Was time and effort for Issue evaluation put in the Stage Plan?
* How do any relevant contracts handle changes?
* Is there a separate change budget?



* What products would be affected by the Project Issue?
* Who would be involved in taking any action?
* What alternative courses of action are there?
* What would solution of the Project Issue cost in effort and money?
* What is the impact of the Project Issue on the Business Case?
* Would implementation change the current project objectives, as specified in
  the Project Initiation Document?
* What would the impact of the Project Issue be on anything in the Risk Log?

Hints and tips

The impact analysis for a new Project Issue should be done as soon as possible
after receipt. Time should be built into the Stage Plan for people with the necessary
expertise to do the analysis.

Reviews of open Project Issues should occur on a regular and frequent basis.

This process and CS5 (Reviewing Stage Status) need not be formally separated in
small to medium-sized projects, but information gathering talking to the originator
might be hard to do during a stage status review.

The urgency and the importance of a Project Issue are not the same thing. Deal
with urgent Project Issues quickly. Deal with important Project Issues
comprehensively.

Filter out the trivia as early as possible to allow concentration on the important
Issues.

Feed back information on actions to the authors of the Project Issues.

16.8     Reviewing Stage Status (CS5)

16.8.1     Fundamental principles

A Project Manager’s job can easily become dominated by day-to-day problem-solving.
This can mean that overall progress is not checked regularly. 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 balance between planning ahead and reacting to events.

There will often be a need to incorporate unplanned activities.

A regular check must be kept on external events which could affect the project.



16.8.2     Context

This process provides the means for a regular assessment of the stage status. The
process decides if:

* further Work Package Authorisations should be issued
* any plan modifications are required.

If the stage and project are within tolerance, the next actions are Reporting Highlights
(CS6) to the Project Board and Authorising Work Package (CSI ) for the next tranche of
work.

If corrective actions are needed, and the stage and project are predicted to stay
within tolerance, the next process will be Taking Corrective Action (CS7).

The Project Manager may seek guidance from the Project Board about any Project
Issue (Escalating Project Issues (CS8)) and should always do so if the stage or project
is predicted to go outside tolerance. Another reason for reference to the Project
Board would be that a Project Issue affects policy external to the project.

Where Configuration Management is in operation a status account would be
provided for the Project Manager, showing the planned products and their status. If
it is the last stage of the project, the Project Manager would ask for a status account
for all products to confirm that they are all approved.
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16.8.3     Process description

The first objective of this process is to check periodically that the current stage is
kept within the tolerances set down by the Project Board by:

* reviewing progress against the Stage Plan
* reviewing resource utilisation and future availability
* reviewing the effect of Project Issues on change budget and Stage and Project
  Plans
* establishing whether the stage will go outside the tolerances or not
* passing Project Issues likely to cause tolerance to be exceeded to the Project
  Board – via Escalating Project Issues (CS8) – for consideration.

If corrective action is needed, but the Stage is forecast to stay within tolerance, the
action can be taken by the Project Manager, as described in Taking Corrective Action
(CS7).

The second objective of the process is to review the project status, specifically:

* checking that the Business Case is still valid
* reviewing the Risk Log for possible changes
* establishing whether or not the project will go outside the tolerances.

In order to achieve these objectives, various steps have to be undertaken:

* identify any variation between plan and actual progress
* check for any variation in the expected future resource availability
* assess any current risk to the Stage Plan for any change to the exposure
* check the updated Stage Plan for any new risks
* review external developments for any impact on the project
* check to see if anything has happened within the project or externally which
  will impact the Business Case
* assess whether the stage will stay within tolerances
* use Authorising Work Package (CSI ) to authorise any necessary new work
  required by the Stage Plan.

16.8.4     Responsibilities

The Project Manager is responsible, supported by any support roles and those with
assurance responsibilities. It may be necessary on occasions to consult Project Board
members for guidance, especially with regard to Project Issues or resource short-falls
or external events which may impact the Business Case or Risk Log.

16.8.5     Information needs

Management information Usage Explanation



Issue Log Input This product will show the current
situation regarding all Project Issues.
These may be needed for reference
when deciding on appropriate action to
deal with them

Risk Log Input This product shows the current
understanding of the problems and
threats to the project

Project Plan Input Data to check if any stage problem (or
potential change) would have an
impact on the Project Plan

Stage Plan Update The latest information regarding
progress on the work currently in hand,
or completed since the process was
last conducted or since the Stage Plan
was last reviewed. The Stage Plan
provides the baseline against which
progress is measured, and against
which the meeting of the stage
tolerances is measured. The product
will be updated with any minor
amendments

Plan deviation Output The information to be passed to Taking
Corrective Action (CS7)

Stage Status information Output This information goes forward to
Reporting Highlights (CS6)

Stage End Notification Output Trigger for Reporting Stage End (SB5)

Notification of Project end Output Trigger for Closing a Project (CP)

Proposed plan revision Output Trigger, plus information for Escalating
Project Issues (CS8)

Work trigger(s) Output Trigger(s) plus information for
Authorising Work Package (CSI )

16.8.6     Key criteria

* Have all the aspects of progress, Project Issues and risk been considered?
  Have they been balanced to create a complete picture of the current status of
  the project?
* Have all reasonable courses of action been considered when deciding on the
  best way forward?
* Has the project been honest with itself concerning the likelihood of staying
  within tolerance?
* Do the estimates to complete seem reasonable in the light of all the
  information available?

Hints and tips

While this is shown as a discrete process to emphasise the importance of regular
progress checking, it will often happen concurrently with other processes. For
instance, at the same meeting which carries out this process, Highlights could be
produced (Reporting Highlights (CS6)), and the following period’s work authorised
(Authorising work package(CS1)).



Reviewing stage status is a cyclic/iterative process.

Stage status should be reviewed regularly, the frequency of the reviews being related
to the length of activities in the plan and the need (or otherwise) for close control.
Small to medium projects might review weekly. Large projects might review each
fortnight or monthly.

The status of items on or near the Critical Path (see the Planning process if this
term is not understood) may need to be monitored more frequently than other
elements of the plan.

Where the project is part of a programme, any new or changed risks must be fed to
the Programme Support Office to check for possible impact on other parts of the
programme.

16.9     Reporting Highlights (CS6)

16.9.1   Fundamental principles

The Project Board has overall accountability for the outcome of the project, while
delegating day-to-day management to the Project Manager. Good reporting
structures keep the Project Board informed and involved.

16.9.2 Context

The process produces Highlight Reports to be passed to the Project Board (Giving
ad hoc Direction (DP4)).

16.9.3     Process description

The objective of this process is to provide the Project Board with summary
information about the status of the stage and project at the frequency defined by the
Project Board.
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In order to achieve this objective, various steps have to be undertaken:

* assemble the information from the Checkpoint Reports and any significant
  revisions to the Stage Plan from Taking Corrective Action (CS7)
* identify any current or potential problems from Reviewing Stage Status (CS5)
* produce the Highlight Report
* distribute the report to the Project Board and any other agreed recipients.

16.9.4     Responsibilities

The Project Manager is responsible, assisted by any project support roles.

16.9.5 Information needs

Management information Usage Explanation

Stage Plan Input Information on products delivered and
the status of schedule and budget

Plan revisions Input Plan revisions resulting from
consideration of corrective action

Checkpoint reports Input Information about progress on the
project against the plan.

Risk Log Input Have any risks changed?

Issue Log Input Information about any potential
problems which need to be brought to
the attention of the Project Board

Highlight Report Output Information formatted as required by
the Project Board

16.9.6 Key criteria

* Has the information been produced in the form requested by the Project
  Board?
* Is the report being distributed with the agreed frequency?

Hints and tips

The report should be kept as short as possible, consistent with the information
needs of the Project Board. A suggested target length is one to two pages.

16.10 Taking Corrective Action (CS7)

16.10.1 Fundamental principles

Changes and adjustments to the project need to be made in a considered and



rational way, even when they appear to be sufficiently manageable to be absorbed
within tolerance.

16.10.2 Context

The process is triggered by the identification of a deviation and instigates corrective
action. Input may be needed from other members of the Project Management Team.

16.10.3     Process description

The objective of this process is to select, and (within the limits of the stage and
project tolerances) implement actions which will resolve deviations from the plan.
Decisions may be required from the Project Board via Giving ad hoc direction (DP4).
The Project Manager has to decide when to seek the advice of the Project Board.

In order to achieve this objective, various steps have to be undertaken. If the input
comes from Examining Project Issues (CS4) some of these steps may have been taken
in Reviewing Stage Status (CS5). The steps are:

* collect any pertinent information about the deviation
* identify the full cause and effect of the deviation
* identify the potential ways of dealing with the deviation
* select the most appropriate option
* where direction from the Project Board is sought, assemble all information
  about the problem (it may already be a Project Issue ) plus any
  recommendation
* update the Stage Plan
* trigger corrective action.

16.10.4 Responsibilities

The Project Manager irresponsible, supported by project assurance and project
support roles, and in consultation with Team Leaders if appropriate.
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16.10.5 Information needs

Management information Usage Explanation

Plan deviation Input The plan problem which requires
corrective action

Issue Log Input This contains details of any Project
Issues, Requests for Change or Off-
Specifications that could be causing
deviations from plan

Updated Stage Plan Update Amended with the implications of the
corrective action selected

Work trigger Output Corrective action

Request for advice Output Request for advice on corrective action

16.10.6    Key criteria

* Have all sensible options for corrective action been considered?
* Is there confidence that after the corrective action has been taken, the stage
  and project will still stay within tolerance?
* Were the impacts on Business Case and risks fully considered?
* Has the Stage Plan been updated to reflect the corrective actions?

Hints and tips

Beware the cumulative effect on budget and costs of small changes.

Beware the direction in which some small changes may be taking the project.

16.11     Escalating Project Issues (CS8)

16.11.1    Fundamental principles

A stage should not go outside the tolerances agreed with the Project Board.
The Project Manager should always present a recommendation when escalating
Project Issues.

16.11.2    Context

This can be advance warning to the Project Board of a deviation before presentation
of an Exception Plan. The Project Manager can only take corrective action or
maintain the ‘status quo’ alone while the stage is forecast to stay within the
tolerances set by the Project Board. Escalating Project Issues (CS8) applies where any
corrective action would take the stage or project beyond the tolerance margins.

The decision by the Project Board in response to the escalation may lead to the
production of an Exception Plan, where cost and/or time targets are adjusted, or to
the approval of an Off-Specification where a quality concession is required.
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16.11.3     Process description

One of the major controls available to the Project Board is that they set tolerances
for each stage. (Tolerance is fully described in the Controls chapter.) The Project
Manager only has authority to proceed with a stage while it is forecast to stay
within the tolerance margins. If the stage is forecast to go outside the tolerance
margins (possibly as the result of a corrective action) the Project Manager must
bring the situation to the attention of the Project Board.

One item likely to cause a deviation is a Project Issue. Project Issues are fully
described in the chapter on Change Control. There may be one or more Project
Issues, the implementation of which would take the stage (and possibly the entire
project) beyond the agreed tolerances. The decision on which (if any) changes to
approve for action must be taken by the Project Board.

Other causes may be poor estimation, a change in resource availability, resources
under- or over-performing, unplanned tasks, tasks not needed and re-work.

In order to retain the Project Board’s overall control, the following steps are taken:

* carry out a full impact analysis of the deviation; the analysis should cover
  specialist, User and business impacts
* identify and evaluate options for recovery (or to take advantage of good
  news)
* select a recommendation
* put the situation, options and recommendation to the Project Board in an
  Exception Report
* the Project Board indicates support or otherwise for the Project Manager’s
  recommendation.

The suggested content of an Exception Report is given in Appendix A - PRINCE
Product outlines.
Where an exception situation has been identified, an Exception Plan has to be
devised which either recovers a situation that is outside tolerance or proposes a



new plan with a new target cost and time, plus new tolerances around that target.

The Project Board’s advice should be sought before devising the Exception Plan. All
current constraints should be investigated with the Board to see if they still stand in
the light of the new situation. The Project Manager will advise the Project Board of
the impact of the deviation on the Project Plan, Business Case and risks. Various
options should be identified and a course of action recommended to the Project
Board. An Exception Plan should be prepared in line with the recommended
actions. The Exception Plan replaces the remainder of the current Stage Plan.

The parts of a plan which can be varied in response to an exception situation are:

* cost
* delivery date
* quality
* scope.

Speed is an important factor in notifying the Project Board of an exception situation.
Some of the above steps can be done in Exception Planning.

It will often be necessary to revise the Project Plan as described in Updating a Project
Plan  (SB2),

16.11.4     Responsibilities

The Project Manager is responsible for escalating Project Issues. Those with project
assurance responsibilities should also be monitoring any situations which could
cause a deviation, and should bring the matter to the Project Manager’s attention.

16.11.5 Information needs

Management information Usage Explanation

Project Initiation Document Input This baseline allows comparison of any
change against original expectations

Stage Plan Input Updated with the actuals so far, this
shows the likely impact on the stage of
the deviation in question

Business Case Input The latest version allows examination
for impact of the issue on the Business
Case

Project Plan Input This indicates the project status and
the overall effect of any deviation

Issue Log Input Details of the change(s) which may
have caused the exception situation

Risk Log Input Details of the risk exposure which may
have caused the escalation

Project Board responses In and Out Passes on to Producing an Exception
Plan (SB6)

Exception Report Output Description of the exception situation,
its impact, options, recommendation
and impact of the recommendation

16.11.6     Key criteria

* Is the Project Issue within the remit of the project? If not, has guidance been
  given on how to progress it?
* Is the stage forecast to go outside its tolerance margins?
* Is there anything within the Project Manager’s remit which would bring the



  stage back within its tolerances without reducing quality or project scope?
* Have the implications for the Business Case and risks been considered?
* Have all sensible alternatives been considered?
* Is there a recommended course of action for the Project Board to consider?
* Has the impact on the Project Plan been calculated?

Hints and tips

The approval of Project Issues for which work needs to be done in the current stage
may be the factor which drives the stage’ outside its tolerances. The Project Board
should be made aware of this likelihood when they are considering the requests.

Such potential deviations should be forecast as far in advance as possible without
‘crying wolf’. The Project Manager is expected to try to contain the situation,

Previous Highlight Reports might have set alarm bells ringing that the stage might
exceed its tolerances.

One option available to the Project Board in response to an exception situation is
to stop the project.

One cause of an exception might be a Supplier going out of business.

It is necessary to undertake impact analysis on the options to counter a forecast
deviation.

User input should be sought on the impact to the user community of the deviation
and options.

Specialist input should besought on the impact on the specialist of the deviation
and options.

The business impact should cover the Project Plan, Business Case and risks.

The Project Board may decide to accept an Off-Specification without corrective
action, turning the Off-Specification into a concession.

Consider the need for speed in notifying the Project Board. The process can be
done in three steps; a brief statement, followed by supporting information, followed
by Exception Planning.

16.12     Receiving Completed Work Package (CS9)

16.12.1     Fundamental principles

Where work has been allocated to individuals or teams, there should be a matching
confirmation that the work has been completed and accepted.

16.12.2     Context

This process records the successful completion and return of Work Packages. This
information is then passed to Assessing Progress (CS2).
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16.12.3    Process description

The completed Work Package is checked to see that it conforms to the Product
Description and specification, standards and constraints agreed as part of the
authorisation of that Work Package.

Any approvaIs defined as part of the Acceptance Criteria are checked to be in order.

The completed, accepted product is now baselined. Any subsequent changes to the
product must pass through change control. This would be an automatic part of any
Configuration Management method being used.

16.12.4 Responsibilities

The Project Manager is responsible, assisted by any appointed project support staff.
Information will be provided by the individual or Team Manager responsible for
completion of the Work Package.

16.12.5     Information needs

Management  information Usage Explanation

Completed Work Package Input Signed off confirmation that the Work
Package is complete and acceptable

Work Package status Output To update the Stage Plan

16.12.6 Key criteria

* Are all individuals or teams whose work is to interface with the completed
  Work Package happy with the product(s)?
* Are the sign-offs sufficiently independent of the creator(s)?

Hints and tips

There is a close link between the management information requirements of this
process and the technical requirements of any Configuration Management Method
being used in receiving and recording completion data. The Configuration
Management Method will also take charge of the deliverable from the Work Package
and be responsible for its storage – see Chapter 10 – Configuration Management
and Appendix B – Configuration Management.



17 Managing Product Delivery (MP)

17.1    Fundamental principles

Managing Product Delivery allows a controlled break between Project Manager and
product creation/provision by third party Suppliers. The process needs careful
implementation to avoid being over-bureaucratic.

17.2    Context

The third party may not be using PRINCE, so this is a statement of the required
interface between the Team Manager and the PRINCE method being used in the
project.

In many projects the Project Manager will allocate work directly to the individual
who is to do the work and combine this process with the authorisation of the Work
Package.
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17.3    Process description

The objectives of this process are to allow a Team Manager to:

* agree work with the Project Manager
* get it done
* hand it back to the Project Manager.

Where external Suppliers are involved, the acceptance of Work Packages will be
affected by the terms of their contract.

The Team Manager ensures that planned products are created and delivered by the
team to the project by:

* making certain that work on products allocated to the team is effectively
  authorised and agreed



* accepting and checking Authorised Work Packages
* ensuring that work conforms to any interfaces identified in the Work
  Package
* creating a Team Plan for the work
* ensuring that the work is done
* ensuring that work progress and forecasts are regularly assessed
* ensuring that completed products meet quality criteria
* obtaining approval for the completed products.

17.4    Accepting a Work Package (MP1)

17.4.1 Fundamental principles

The fundamental principle of this process is that before a Work Package is allocated to
the team there should be agreement with the Project Manager on:

* what is to be delivered
* what constraints apply
* any interfaces to be recognised
* whether the requirements of the Work Package are reasonable and can be
  achieved.

17.4.2    Context

This process is the management interface between the Team Manager and the Project
Manager for the transfer to the team of work to be done.

The process is the Team Manager’s counter to Authorising Work Package (CSI). There
will be many iterations of the two processes during the project.
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17.4.3     Process description

The suggested content of a Work Package is given in Appendix A – PRINCE Product
outlines. This process identifies the work of the Team Manager to accept a piece of
work from the Project Manager.

The Team Manager has to agree the Work Package with the Project Manager. The
steps for this are:



* clear agreement with the Project Manager on 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 tolerance margins for the Work Package
* understand the reporting requirements
* understand how, and from whom, approval for the deliverables is to be
  obtained
* understand how the approved deliverables are to be formalIy handed over
* confirm how the Project Manager is to be informed of completion of the
  Work Package
* produce a Team Plan which shows that the Work Package can be completed
  within the constraints
* perform risk analysis, planning and resourcing.

Product Description(s) should exist which describe the product(s) required, including
the Quality Criteria. The Stage or Team Plan should indicate agreed constraints, such
as time and effort.

17.4.4 Responsibilities

The Team Leader is responsible for the agreement with the Project Manager.

17.4.5 Information needs

Management information Usage Explanation

Work Package Input Package put together by the Project
Manager in Authorising Work Package
(CSI ) for the Team Manager’s
agreement

Stage Plan Update Identifies some of the constraints of the
Work Package, such as start date,
effort, target date(s). May need
updating after the negotiations

Team Plan Update Details of the Work Package are added
to the team s workload

Risk Log Update The Team Manager adds any risks
identified in the Team Plan to the log

Authorised Work Package Output Work Package checked and agreed by
the Team Manager

17.4.6    Key criteria

* Has there been full consultation on the Work Package between the Project
  Manager and Team Manager?
* Is there a cost and time allowance for the quality checking work and any re-work
  which may be required?
* Are the reporting requirements reasonable?
* Are any interfacing requirements achievable within the constraints?
* Are any links to the project’s Configuration Management Method clear and
  consistent with the way in which the products will be controlled in the team?
* Has any required interface to quality assurance been made clear, and the
  interface with the team established?
* Are any risks and the means of managing them identified?
* What is the resource availability over the period covered by the Work Package?
* What skills and experience are needed by the Work Package elements?
* Does the individual or group agree with the work allocated?
* Is there adequate description of the quality required?
* Are any standards and techniques to be used defined?

Hints and tips



Where the project has no Team Managers and the Project Manager hands work directly
to a team member, this process can be used informally by the individual.

This process ‘matches’ Authorising Work Package (CS1) and the two will be done
together.

17.5 Executing a Work Package (MP2)

17.5.1 Fundamental principles

The fundamental principles of this process are that:

* whatever the type of project, the actual task of creating the required products
  needs to be managed
* in the same way that work is delegated to a Team Manager, so the tracking of
  that work is also delegated.

17.5.2 Context

This process may occur at a level which is not using PRINCE, for instance when a
third party is involved. There is, therefore, no definition of specific standards or
procedures to be used, just a statement of what must be done in order for the Team
Manager to liaise with the project.

17.5.3     Process description

The work on an Authorised Work Package has to be monitored at the depth
required to provide feedback to the Project Manager as defined in the Authorised
Work package. The necessary steps are:

* capture and record the effort expended
* determine the status of each product in the Work Package
* monitor and control the risks associated with the Work Package
* evaluate with the creator(s) the amount of effort still required
* feed the progress and status information back to the Project Manager in the
  manner and at the frequency defined in the Work Package
* ensure that the required quality checking procedures are carried out and
  that the product(s) satisfy the quality standards defined in the Work Package
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* advise the Project Manager of any problems which might impact the agreed
   tolerance levels for the Work Package.

17.5.4 Responsibilities

The Team Manager is responsible for the process.

17.5.5 Information needs

Management information Usage Explanation

Authorised Work Package Input Work agreed with the Project Manager

Team Plan Update Record allocation, planned effort,
actual effort and progress, plus any
modifications required

Quality Log Output Details of the checks carried out on the
product to ensure conformance to
quality standards, are added to the log

Checkpoint Reports Output Progress reports to the Project
Manager at the frequency defined in
the Work Package

Completed Work Package Output Confirmation that the Work Package is
complete and acceptable

17.5.6     Key criteria

* Is the work divided into sufficiently small segments to facilitate the required
  level of control?
* How will progress be monitored?
* How will the final product(s) be checked?
* Does the Team Plan include the quality checking work?
* Are the team members’ progress recording and reporting procedures at the
  right level for the project reporting requirements?
* Is work being done to the requirements and constraints of the Work
  Package?
* Are progress recording and reporting in sufficient detail to give early
  warning of any threat to the tolerance margins?
* Were the quality checks fully carried out?

Hints and tips

The Team Manager may need to add extra information to the Work Package to indicate
version control or Configuration Management methods to be used within the team.

Procedures must be put in place to keep the Project Manager up to date on progress.

Even if the team is not using PRINCE, it must provide the Project Manager with
the required information in the format stipulated in the Work Package. Therefore,
it would be sensible to have recording and reporting procedures which match those



of the project (or even use the respective PRINCE reports).

17.6     Delivering a Work Package (MP3)

17.6.1 Fundamental principles

Just as the Work Package was accepted from the Project Manager, notification of its
completion must be returned to the Project Manager.

17.6.2 Context

The return of the actual products of the Work Package may be handled by the
Configuration Management system used by the project. The essence of this process
is that the Team Manager must ensure that the products are handed over correctly
and advise the Project Manager that the hand-over has occurred.

The process may trigger Authorising Work Package (CSI) (for the next Work Package)
or may overlap with it.

17.6.3     Process description

The process has three elements:

* obtain sign-off by any required quality checkers for the products developed
* hand over the completed products
* advise the Project Manager of completion of the Work Package.

The methods of achieving these elements should have been defined as part of the
Work Package Authorisation.

17.6.4     Responsibilities

The Team Manager is responsible for the process.

17.6.5     Information needs

Management information Usage Explanation

Completed Work Package Update Details of the work agreed with the
Project Manager

17.6.6     Key criteria

* Has the identified recipient accepted the product(s)?
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* Has hand-over been completed, including any Configuration Management
  aspects?
* Are any agreed statistics available for the Project Manager to record in the
  Stage Plan?
* Did anything happen during execution of the Work Package which is worthy
  of addition to the Lessons Learned Report?

Hints and tips

If the Work Package contained a number of products to be developed, they may be
handed over to the project’s Configuration Management system as they are
approved. This may cover a considerable period of time before the Project Manager
is notified that the whole Work Package has been completed.

The level of formality required will vary according to the project; formal when
third parties are involved, informal when the Project Manager manages the work
directly.

18    Managing Stage Boundaries (SB)

18.1 Fundamental principles

Projects, whether large or small, need to be focused on delivering business benefit,
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 re-directed or stopped to avoid wasting time and money.

18.2 Context

Before the end of each stage except the final one the next stage is planned, together
with a review and update of the Business Case, risk situation and overall Project
Plan.

There could well be changes of personnel and management, necessitating changes
to the Project Management Team.

There is also a requirement to re-visit the Project Quality Plan and Project Approach
to check whether they need changing or refining.
The steps of this process will also be used when creating an Exception Plan.
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18.3    Process description

The objectives of the process are to:

* assure the Project Board that all products in the current Stage Plan have been
  completed as defined
* provide the information needed for the Project Board to assess the
  continuing viability of the project
* obtain authorisation for the start of the next stage, together with its
  delegated tolerance margins
* record any information or lessons which can help later stages of this project
  and /or other projects.

The stage immediately post-Initiation is normally approved at the same time as the
Project Initiation Document. If so this process would need customising for that
situation.

18.4    Planning a Stage (SB1)

18.4.1 Fundamental principles

Planning each stage of the project ensures that:

* there is sufficient detail for day-to-day control to be exercised against the
  plan
* each Stage Plan has the commitment of the Project Board and Project
  Manager
* the Project Board is fully aware of what it is approving at the start of each
  stage.

18.4.2    Context



The process is triggered by the approaching end of the current stage.
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18.4.3     Process description

The main objective is to prepare a plan for the next stage of the project. The high-level
summary of the next stage is expanded from the Project Plan into sufficient
detail that the Project Manager will be able to control progress against it on a day-to-
day basis. The Planning  (PL) process is used to develop the plan.

The plan should include all products, not only the specialist ones but management
and quality products as well. A typical management product would be the next
Stage Plan which will require preparation towards the end of the stage. Quality
activities and products should also appear in the plan. Whoever is providing project
assurance should be consulted about the timing and resourcing of quality activities
before the Stage Plan is presented to the Project Board.

The management structure of the next stage must be specified and any new or
changed job definitions prepared.

18.4.4   Responsibilities

The Project Manager is responsible, assisted by project support. The plan should be
checked out by those with project assurance responsibilities, particularly with
respect to how quality checking will be monitored.

18.4.5 Information needs

Management information Usage Explanation

Issue Log Input May contain information that affects the
next stage

Current Stage Plan Input The results of the current stage may
affect the planning of the new stage
activities



Project Brief Input Contains the ‘what’ and ‘why’ of the
project and is the document that
specifies the Project Board’s terms of
reference

Trigger for next Stage Plan Input Invokes Planning a Stage (SBI )to
produce the next Stage Plan

Project Management Team structure Update This should be updated with any
changes for the coming stage

Project Plan Update Provides the major products of the
stage and a high-level estimate of its
duration and resource needs. Also
requires updating to reflect the next
Stage Plan estimates

Risk Log Update Update with any new or changed risks
revealed by the coming Stage Plan

Draft next Stage Plan Output Produced by this process

18.4.6    Key criteria

* Are the major products shown in the Project Plan for the next stage reflected
  in the next Stage Plan?
* Are all User, Customer or other resources required to validate the quality of
  products identified?
* Are the resources used to validate quality in line with the requirements of
  the Project Quality Plan?

Hints and tips

Ensure that any externally produced products are shown in the plan, together
with sufficient monitoring points to assure the Project Board that these products
are both on schedule and to the required quality.

Check any external dependencies to ensure that there has been no change in the
scope or constraints of products expected from them.

The Stage Plan will need to be prepared in parallel with any relevant Team Plans.

Ensuring that quality control procedures are used correctly is jointly the
responsibility of the Senior Supplier and Senior User. Does the plan show how
this responsibility will be carried out, particularly by the Senior User? The plan
needs User involvement in checking products delivered by the Supplier.

Where the project is part of a programme, it is unlikely that programme staff will
want to record this level of detail, except for any inter-project dependencies. The
Project Plan is a more appropriate level. However, the programme may wish to
hold a copy of the Stage Plan for reference.

18.5    Updating a Project Plan (SB2)



18.5.1    Fundamental principles

The Project Board uses the Project Plan throughout the project to measure overall
progress. As stages are completed or planned in detail the Project Plan must be
updated to reflect the latest understanding of the project, and to allow the Project
Board to revise its expectations.

18.5.2   Context

The Project Plan is updated based on three documents; the Stage Plan for the stage
which is finishing, the next Stage Plan, and any Exception Plan triggered by
Escalating Project Issues (CS8). Actuals are taken from the first and the forecast
duration and costs from the last two.
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18.5.3     Process description

The Project Quality Plan and Project Approach are re-assessed and refined to reflect
the current understanding of the project, and to form a basis for updating the
Project Plan.
The Project Plan is updated based on the actual costs and schedule from a
completed Stage or Exception Plan, the new detail of activities and costs from the
next Stage Plan (unless there is no next Stage or Exception Plan) and any acquired
knowledge about the project. The last might be information about changes which
have been agreed by the Project Board and which will cause activities in the next
Stage Plan.

The Project Manager should describe in the End Stage Report (or Exception Report)
why any change to the Project Plan has occurred.

18.5.4    Responsibilities

The Project Manager is responsible, assisted by project support, and the work
checked out by those with project assurance responsibility.



18.5.5     Information needs

Management information Usage Explanation

Current Stage Plan Input The results of the current stage may
affect the project planning

Next Stage Plan Input The extra detail in the Stage Plan may
reveal the need to modify the Project
Plan

Project Approach Update Events may have occurred which
modify the approach

Project Quality Plan Update Quality results so far may show the
need to adjust the Plan

Project Plan Update Revised in the light of the actuals from
the current stage and the forecast of
the next Stage Plan. Also updated to
reflect any changed or extra products
sanctioned by the Project Board

18.5.6 Key criteria

* How reliable are the figures for cost and schedule for the stage just
  completing? (Especially if fed information from Team Plans. )
* How do the results of the stage impact the Project Plan?
* How does the next Stage Plan impact the Project Plan, Business Case and
  risks?
* Did any other information come out of the last stage which will impact later
  stages of the project?

Hints and tips

If the Project Plan is being updated because the scope of the project has changed,
make sure that there is an audit trail between cause and effect, e.g. the changes are
recorded in the Issue Log.

18.6     Updating a Project Business Case (SB3)

18.6.1  Fundamental principles

Projects 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.

18.6.2 Context

The update of the Business Case and the Project Plan is a cyclic process during
stage end processes throughout the project.
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18.6.3     Process description

The objective is to re-visit and revise, where necessary, the costs, benefits and
timings stated in the Business Case. These may have been affected by internal or
external events.
Various factors will affect this process including:

* the final implementation date of the project may have changed, for better or
  worse, which might affect some or all of the benefits
* the cost of delivering the outcome might have changed, thus affecting the
  cost side of the cost/benefit analysis
* approved changes will have affected products, hence benefits
* externally the corporate or programme environment into which the outcome
  will be delivered may have changed
* the situation with regard to external resources or Suppliers may have
  changed beyond the control of the project.

A revised Business Case is created. The Risk and Issue Logs are examined to see if
anything has changed which might affect the Business Case.

It is worth noting that changes may improve the Business Case, just as well as
weaken it.

The Project Board is ordinarily only authorised to continue while the project
remains viable (i.e. the benefits will be realised within the cost and time parameters
set out in the currently agreed Business Case). If costs and/or time are to be
exceeded, or it becomes clear that benefits will be substantially lower than those set
out in the Business Case, the Project Board needs to have the revised Business Case
approved afresh by corporate or programme management.



18.6.4    Responsibilities

The Project Manager is responsible, assisted by project support, and the work
should be checked out by those with project assurance responsibilities.

The project’s benefits are a prime responsibility of the Customer.

18.6.5   Information needs

Management information Usage Explanation

Project Plan Input Have any changes to the Project Plan
been made which affect the Business
Case?

Issue Log Input Are there any new Issues that threaten
(or could improve) the Business Case?

Risk Log Update Are there any new risks that threaten
the Business Case?

Business Case Update Revised to account for any changes to
the project that may affect it

18.6.6     Key criteria

* Has anything happened external to the project which affects the Business
  Case?
* Has the Project Plan changed such that it impacts the Business Case, for
  example, in terms of overall cost or the date of the scheduled outcome?
* Has it become impossible to achieve some or all of the identified benefits?

Hints and tips

Reviewing the Business Case is best done after the Project Plan has been brought
up to date.

It is sensible to review the Business Case after any activities caused by reaction to
risks have been added to the new Stage Plan. These activities or their cost may
have an effect on the Business Case,

18.7    Updating the Risk Log (SB4)

18.7.1   Fundamental principles

Risks change during the life of the project. New risks arise. Old risks change their
status. The exposure of the project to risk should be regularly reviewed.

18.7.2   Context

The update of the Risk Log is a cyclic process during stage end processes
throughout the project. This is the minimum number of times to review risks.
Lengthy or risky projects will need to review risks more frequently.
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18.7.3    Process description

The objective is to re-visit and revise, where necessary, the risks in the Risk Log.
These may have been affected by internal or external events.

Each risk should be examined to see if it has increased, disappeared, decreased,
happened or stayed the same.

The next Stage Plan or an Exception Plan may raise new risks or change existing
risks. This process should therefore be carried out in conjunction with Planning a
Stage (SB1) and Producing an Exception plan (SB6).

Updates to the Project Plan and Business Case may also contain changes which
affect items in the Risk Log. The Business Case update may also have raised new
Project Issues which in turn raise new risks or affect risks already recognised.

For further guidance on risk see Chapter 8 – Management of Risk.

18.7.4     Responsibilities

The Project Manager is responsible, assisted by project support, and the work
should be checked out by those with project assurance responsibilities.

Each major risk should have an ‘owner’, the member of the Project Management
Team best placed to observe the risk and the factors affecting it.

18.7.5 Information needs

Management information Usage Explanation

Project Plan Input Have any changes to the Project Plan
been made that affect the risks?

Next Stage Plan Input Does the new Plan contain any new or
changed risks?

Risk Log Update Has anything changed?

Issue Log Update Are there any new Issues that threaten
(or could improve) the risks?

18.7.6     Key criteria

* Has the situation changed with respect to any of the identified risks?
* Have any new risks been identified?
* Have contingency plans been put in place, where possible, for any risks now
  regarded as serious?



18.8     Reporting Stage End (SB5)

18.8.1    Fundamental principles

The results of a stage should be reported back to those who provided the resources
and approved its execution so that progress is clearly visible to the Project
Management Team.

18.8.2 Context

This process is invoked when the Project Manager identifies that a stage is nearing
its end. Reporting Stage End (SB.5) involves a review of the impact of the stage on the
Project Plan, the Business Case and the identified risks. Except for the final stage it
is done as a precursor to the presentation of the next Stage Plan.
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18.8.3    Process description

This process should happen as close as possible to the actual end of a stage. The
results of the stage are presented in an End Stage Report.

The report includes the actual results of the stage in terms of costs, dates achieved
and products produced. These are compared with the original Stage Plan. A
statement is made comparing the results with the agreed tolerances for the stage. A
report is given of the quality control activities undertaken and the results of that
work.

A summary is given of all Project Issues received during the stage and what has
happened to them.
The next Stage Plan and the revised Project Plan (if there is one) accompany the End
Stage Report. The report identifies any variations from the previous versions of
these plans and assesses any changes to the risk situation. If the project is still
viable in the Project Manager’s view, a request to proceed to the next stage will
accompany the End Stage Report.



Any lessons learned during the stage are added to the Lessons Learned Report. This
report is not included in the End Stage Report, but any lessons from the current
stage are summarised in the End Stage Report.

18.8.4 Responsibilities

The Project Manager has the responsibility, with assistance from project support.
Informal agreement to the report’s data and conclusions should be obtained from
those responsible for project assurance.

18.8.5 Information needs

Management information Usage Explanation

Current Stage Plan Input Contains information about the
products, cost and dates of the current
stage

Issue Log Input Identifies the issues raised during the
stage

Risk Log Input Source of information about the status
of current risks

Quality Log Input Information about the quality activities
and results from the teams that
produced the products

Next Stage Plan Update Data for the End Stage Report and
request for authorisation to proceed

Lessons Learned Report Update Updated with any new lessons

Request for authorisation to proceed Output This may be formal or informal
according to the project’s situation

End Stage Report Output Performance of the stage against plan

Project Plan Output Have any changes been made to the
Project Plan that affect Stage or
Exception Plans?

Project Brief Output Submission to the Project Board as
part of the justification for the next
Stage Plan or Exception Plan

18.8.6     Key criteria

* Have all products identified in the Stage Plan been produced?
* Have they all been checked for quality?
* Have they all been accepted by the Customer?
* What was the actual resource usage and cost in the stage?
* How many Project Issues were received during the stage?
* How many changes were approved and implemented, in part or completely,
  during the stage and what was their impact on the Stage Plan?
* Have any changes been carried over into the next stage?
* Does the project still look viable?
* Is the Project Plan still forecast to stay within tolerance margins?
* Does any new or changed risk exposure require a contingency plan?
* Are there any strengths, weaknesses or omissions in the standards and
  practices used which should be noted for corporate quality management?
* Can any useful measurements be noted from the stage which would benefit
  the planning of future stages or other projects?

Hints and tips



Following the motto ‘no surprises’, the Project Manager should informally keep
the Project Board aware of what the End Stage Report will say. Any problems
should, wherever possible, be resolved before presentation of the report,

The level of formality or informality in the presentation of the End Stage Report
depends on factors such as the project size and the desires of the Project Board,

Where the project is part of a programme, the Programme Support Office must
examine the End Stage Report, the next Stage Plan and the updated Project Plan
to ensure that the project stays in tune with the programme.

18.9    Producing an Exception plan (SB6)

18.9.1    Fundamental principles

A stage is deemed to be in exception as soon as current forecasts for the end of the
stage deviate beyond the delegated tolerance bounds. The project is in exception if
the whole project is likely to go beyond tolerance bounds.
If either stage or project is forecast to deviate beyond its agreed tolerance
boundaries, it no longer has the approval of the Project Board. A new plan must be
presented to take the place of the current plan.

18.9.2    Context

The deviation should have been recognised during Controlling a Stage (CS). The
Project Manager will have brought the situation to the attention of the Project Board
through an Exception Report. The Project Board will have requested the Project
Manager to produce an Exception Plan. The Exception Plan will then be presented
to the Project Board.

18.9.3     Process description

If a stage or the project is forecast to go outside the tolerances agreed with the
Project Board when the plan was approved, and the situation cannot be rectified,
the Project Manager has no further mandate to carry on with the work. The Project
Board must be advised of the situation at the earliest possible moment.
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The Exception Plan will have the same structure as other PRINCE plans. It should
run from the present time to the end of the stage. If it is the Project Plan which is in
exception, a revised Project Plan should be created, taking into account the actuals
to date.

18.9.4    Responsibilities

The Project Manager is responsible for producing Exception Plans with the help of
any project support, and would work with those responsible for project assurance
to check it.

18.9.5    Information needs

Management information Usage Explanation

Current Stage Plan Input This is the plan from which the
deviation has occurred and which will
define the tolerances and the extent of
the deviation. It can also be used to
extrapolate what would happen if the
deviation were allowed to continue

Issue Log Input This may contain details of the reasons
for the project or stage going into
exception

Exception Report Input This warning should have been sent to
the Project Board at the first indication
of a probable deviation. It is the trigger
for the start of this process

Risk Log Update What is the impact of the deviation and
Exception Plan on the risks?

Exception Plan Output The product of this process, a plan
which replaces the current Stage Plan

18.9.6     Key criteria

* Has the deviation adversely affected the Business Case for the project?
* What extra risks does the approved option bring?

Hints and tips

If it is the project tolerances which are under threat, a revised Project Plan would
be produced.

Where the project is part of a programme, the Programme Support Office must
examine the Exception Plan to ensure that the project remains consistent with the
programme.

The Project Manager should be wary of over-estimating the ability to recover
from a forecast deviation.

19     Closing a Project (CP)

19.1    Fundamental principles

One of the defining features of the project is that it is finite – it has a start and an
end. If the project loses this distinctiveness, then it loses its effectiveness over
purely operational management approaches.

So, a clear end to the project:



* is always more successful than the natural tendency to drift into operational
  management. It is a recognition by all concerned that either the operational
  regime must now take over, or the products from this project become feeds
  into some subsequent project, or into some larger programme; the current
  project has run its course
* helps achieve business objectives by avoiding waste and by providing a
  useful opportunity to take stock of achievements and experience
* provides an opportunity to ensure that all unachieved goals and objectives
  are identified, so that they can be addressed in the future.

19.2    Context

Preparation for closing the project is triggered by the approaching end of the final
stage of the project. All the CP processes may be done in parallel or at least with
considerable overlap.
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The method of Closing a Project has to be tailored to suit the needs of the particular
project. For example, if the project is part of a programme or a series of projects,
this may affect how some of the fundamental principles, such as follow-on actions,
are handled. The project may be closely connected with a subsequent project and
may have been planned ahead that way. All the results of the first project feed into
the subsequent one with no need to be concerned about maintenance, operation or
other follow-on actions. If the project has delivered an intangible product, for
example to bring about a change in philosophy, then the objective of ensuring
operation and support arrangements are in place may not be appropriate.

19.3 Process description

The following is an illustrative list of aims of the process to close the project.
According to the type of project, they may not all be required,

* Ensure that the objectives or aims set out in the Project Initiation Document
  have been met



* confirm fulfilment of the Project Initiation Document and the Customer’s
  satisfaction with the products
* provide formal acceptance of the products
* ensure that all expected products have been handed over and accepted by
  the Customer
* ensure that arrangements for the support and operation of project products
  are in place (where appropriate)
* if the project has been closed prematurely, document what has been achieved
  and recommend the way forward
* identify any recommendations for follow-on actions
* capture lessons resulting from the project
* prepare an End Project Report
* plan any Post Implementation Review required
* notify the host location of the intention to disband the project organisation
  and resources.

The process covers the Project Manager’s work to wrap up the project either at its
end or at premature close. Most of the work is to prepare input to the Project Board
to obtain its confirmation that the project may close.

The Project Initiation Document is examined to check the actual results of the
project against the original (or as modified by the Project Board) expectations. All
planned products should have been approved and delivered to the Customer or be
ready for hand-over.

The Project Manager prepares an End Project Report which comprehensively
evaluates the actual project outcome versus that envisaged in the Project Initiation
Document.

There may be a number of Project Issues which were held over by the Project Board.
These may lead to new projects or enhancements to the products of the current
project during its operational life. The Project Manager sorts these out into
appropriate follow-on actions.

The Lessons Learned Report, which has been developed during the project, is now
completed and made available outside the project.

The host location is notified that the provided resources will no longer be required
and release dates are given.

Suggested contents of the management products described in this process can be
found in Appendix A – PRINCE Product outlines.

19.4     Decommissioning a Project (CP1)

19.4.1   Fundamental principles

The main principles are that:

* every project should come to an orderly close
* Customer and Supplier should be in agreement that the project has delivered
  what was expected; this expectation should have been defined at the outset
  of the project
* everyone who has provided support for the project should be warned of its
  close, so that they can plan for the return of the resources provided for that
  support
* project records should be retained to assist with possible audits or the
  production of estimating metrics.

19.4.2    Context

In exceptional cases the process may be used because the Project Board directs the



Project Manager to close-the project before its planned end.
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19.4.3    Process description

The objectives of the process are to:

* check that all Project Issues are closed or transferred to Follow-on Actions
* ensure that all project products have been approved and handed over to the
  Customer or User
* confirm that the delivered products meet any needs defined in the
  Customer’s specification for operation and support (where applicable)
* confirm that the correct operational and maintenance environment is in
  place (where applicable)
* complete and store all project information
* prepare a notification to all involved organisations that the project is to be
  closed and resources disbanded.
The Project Manager prepares the Project Closure Notification to the host location
that the project resources and the support services can be disbanded. This has to be
confirmed by the Project Board.

Before closure of the project can be recommended, the Project Manager must be
assured that the expected results have all been achieved and delivered (or have
been told by the Project Board that the project is to be closed prematurely).

Where a product has to be supported and sustained during its useful life, there
must be confirmation in the report by the people who will use and support the
product that they have received the product in a state which allows them to carry
out their duties.

To permit any future audit of the project’s actions and performance, the Project
Files should be secured and archived. The files should include a copy of the Project
Closure Notification and Follow-on Action recommendations.

Where a Configuration Management system is being used, a Status Account should
be obtained to confirm that all products have been approved.



19.4.4    Responsibilities

The Project Manager has responsibility for the process, but may need assistance to
gather the necessary input and prepare elements of the report. The Project Manager
should have informal contact with the Project Board during this time to ensure that
there will be no problems with its confirmation of the project closure in Confirming
Project Closure (DP5).

Those currently responsible for project assurance should also be consulted by the
Project Manager for their views on the completeness of work before making the
recommendation.

19.4.5 Information needs

Management information Usage Explanation

Project Initiation Document Input Statement of the project’s Acceptance
Criteria

Issue Log Input Check that all Project Issues have
been closed or transferred to follow-on
actions

Product Status Account Input Confirmation from Configuration
Management records that all products
are approved

Premature Close Direction Input Instruction from the Project Board to
close the project before its expected
end

Notification of Project End Input The trigger from stage monitoring that
the normal end of the project is near

Customer acceptance Output Confirmation that the Customer
accepts the products

Operational and maintenance Output Confirmation that the product can be
acceptance operated and supported

Project Closure Notification Output Notice to the host location that the
project is about to close, so that plans
can be made to disband and re-deploy
any provided project support services

Project files Archive Preserve the project records for use by
auditors or other enquiries

19.4.6    Key criteria

* Have all products in the Project Initiation Document been approved and
  delivered? (Remembering that the Project Initiation Document may have
  been updated during the project to reflect any agreed changes.)
* If there has been deviation from the Project Initiation Document, is the
  Project Board still prepared to accept the project closure? Are those
  deviations reflected in the End Project Report and Lessons Learned Report?
  Where appropriate, are any deviations reflected in the Follow-on Action
  Recommendations?
* Are there any outstanding Project Issues which have not been put into
  ‘pending’ status by the Project Board?
* Have the operational and support teams formally agreed that they are ready
  to accept hand-over (if appropriate)?
* Are the project resources and support services (if any were provided) no
  longer required?
* Are there any contractual implications when decommissioning the project?

Hints and tips

The Configuration Management system used on the project to control and record
the status of products should check that all products are complete and handed



over.

19.5     Identifying Follow-on Actions (CP2)

19.5.1    Fundamental principles

The fundamental principle here is that if there is any unfinished business at the end
of the project, it should be formally documented and passed to those who have the
authority and responsibility to take action.

19.5.2     Context

Most of the input will be those items on the Issue Log which were held back by the
Project Board.

The output is submitted to the Project Board as recommendations.
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19.5.3    Process description

The aims of the process are to:

* establish actions required following the project
* document any Follow-on Action Recommendations
* recommend a date and plan for any Post Implementation Review(s)
  considered necessary.

A number of actions may be required after the project. The input will come mainly
from those Project Issues which were put into ‘pending’ status by the Project Board
during the project.

All unfinished work is documented in Follow-on Action Recommendations.

Many project products should be re-examined after a period of use to check on their
quality, effectiveness in use and achievement of benefits. Examination of the
updated Business Case will identify if there are any expected benefits whose
achievement cannot be measured until the product has been in use for some time. If
this is the case, a recommended date and plan should be made for a Post
Implementation Review, the benefits to be measured at that time and the
measurements to be applied. These benefits should have been defined in the
Business Case.



19.5.4     Responsibilities

The Project Manager has responsibility for this process.

19.5.5    Information needs

Management information Usage Explanation

Issue Log Input Unactioned Project Issues will form the
basis of any follow-on actions

Business Case Input This will reveal benefits whose
achievement cannot be measured
immediately and will therefore need a
Post Implementation Review

Post Implementation Review Plan Output Suggested plan for a Post
Implementation Review for ratification
by Project Board

Follow-on Action recommendations Output Recommendations for further work
which the Project Board must direct to
the appropriate audience for attention

19.5.6    Key criteria

* Is a Post Implementation Review needed to measure achievement of
  business benefits and re-examine the quality of products after a period of
  use?
* How much time needs to elapse before these benefits can be measured?
* Are the benefits for this project alone, or combined with other project
  outcomes?
* Which ‘pending’ Project Issues should be recommended for follow-on action
  by the operations and support team?
* Which ‘pending’ Project Issues should be recommended to be turned into
 Project Mandates for potential enhancement projects or referred to
  programme management for further action?

Hints and tips

Arrangements for any Post Implementation Review should be discussed informally
with the Project Board before making any recommendation to avoid any
disagreement in the subsequent process, Confirming Project Closure (DP5).

The date for the Post Implementation Review should be set as soon after the project
close as possible. The quality of a product may have appeared fine during testing,
but is it still good after a period in the working environment? Also, where some
benefits will take much longer to come to fruition it is worth considering a
recommendation to the Project Board that these are the subject of other, later Post
implementation Reviews.

Dependent on the type of project product, there may be contractual issues to be
resolved for the operation and maintenance support of the products.

Where the project is part of a programme, the Project Board’s recommendation to
close the project should be reviewed by the Programme Manager in the light of the
list of follow-on actions recommended.

Where appropriate, the follow-on actions should be assigned by the Programme
Manager, if the project is part of a programme.

19.6     Evaluating a Project (CP3)

19.6.1     Fundamental principles



Successful organisations learn from their experiences with projects. This is more
likely if the lessons learned are somehow preserved beyond the end of the project.

19.6.2     Context

This is the internal project evaluation. There may be a separate external evaluation,
for example, from a quality assurance group.

The partially-completed Lessons Learned Report is finalised. This is created at the
outset of the project and incremented as the project progresses with observations on
what aspects can usefully be noted to help future projects. It should include
observations on management, technical and quality procedures.
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19.6.3    Process description

The objectives of the process are to:

* assess the results of the project against what it was intended to achieve
* examine the records of the completed project to assess the quality of its
  management, especially quality and risk management
* identify lessons to be learned from the project and applied on future
  projects.

End Project Report

The updated Project Plan allows the Project Manager to document in the End
Project Report how well the project has performed against its Project Initiation
Document, including the original planned cost, schedule and tolerances.

Not all benefits will be seen to have been achieved by the time of project closure.
Any achievements or non-achievements which can be defined should be part of the
report. A note of any benefits which need to be measured after operational use of
the final product is passed to Identifying Follow-on Actions (CP2).

The report should also take into consideration the effect on the original Project Plan
and Business Case of any changes which were approved. The End Project Report
should give final statistics on changes received during the project and the total
impact of approved changes. Any outstanding ones should match up with follow-on
actions defined in Identifying Follow-on Actions (CP2). Statistics may also be
appropriate for all quality work carried out.

Lessons Learned Report



At the start of the project an embryo Lessons Learned Report should be created. A
note should be added to this every time the Project Management Team spot
something about the management, specialist or quality processes and procedures
which either made a significant contribution to the project’s achievements or caused
a problem.

In this process all the notes should be correlated and turned into a report, including
any views with hindsight on the project’s management. The report should be aimed
at answering the question ‘What should be done differently next time?’

The report is also the repository of any useful measurements and quality statistics
collected during the project which will help in the planning and estimation of
subsequent projects.

19.6.4    Responsibilities

The Project Manager bears overall responsibility, but additional information could
come from anyone involved in the project.

19.6.5 Information needs

Management information Usage Explanation

Issue Log Input The reasons for Off-Specifications may
provide lessons for future projects

Risk Log Input What risks were considered and what
happened to them may provide
lessons for future projects

Quality Log Input This may indicate whether the quality
policy and procedures were adequate.
Statistics of the number of quality
checks made and the errors found are
also useful to a quality assurance
function

Lessons Learned Report Update This should be an on-going document
from the start of the project, completed
with relevant notes

End Project Report output Evaluation of the management, quality
and technical methods and procedures
used in the project and
recommendations for changes

19.6.6     Key criteria

* Which management processes or procedures have worked well?
* Which management processes have had problems?
* Was it easy to achieve the required quality?
* Which quality procedures have worked well?
* Were there any weaknesses in quality procedures for specific types of
  product?
* How well did risk strategies work?



* Were there any unforeseen risks?
* How well were the risks managed?
* Was the contingency used?
* Was training in the management, quality and delivery processes and
  procedures adequate? Were there recognisable benefits from the level of
  training given, or recognisable problems caused by lack of training?
* How well did any support tools work?
* Could anything have been done to improve skill levels before the relevant
  work was done?

Hints and tips

Concentrate on items which can be of use to future projects,

Observations on failures and omissions can be as useful as identification of
successful elements.

Consider if  there are any lessons about the quality procedures which should be
directed to any quality assurance function. These might be weaknesses in current
standard practices, new quality testing requirements from the products of the project
which are not currently covered by standards or new ways of testing quality which
the project has pioneered,

Where the project is part of a programme, the Programme Support Office should
review the Lessons Learned Report for applicability to the programme or individual
projects within the programme.

20     Planning (PL)

20.1 Fundamental principles

Effective project management relies on an effective planning and control process.
Even small projects require planning.

Planning provides all personnel involved in the project with information on:

* what is required
* why it is required
* how it will be achieved and by whom, using what specialist equipment and
  resources
* when events will happen.

Product-based planning is a key component of PRINCE and provides a
comprehensive approach to effective planning. It is the method which enables the
Project Manager to:

* define what the project has to deliver
* provide definitions of success to the people working on the project via
  measurable statements of the quality required
* objectively monitor and control progress.

20.2     Context

Planning is a repeatable process, and plays an important role in other processes, the
main ones being:

* Planning an Initiation Stage (SU6)
* Planning a Project (IP2)
* Planning a Stage (SBI)
* Producing an Exception Plan (SB6).



Planning is also an iterative process. There will be a series of loops through the
planning steps as extra information becomes available or adjustments are made.



20.3    Process description

In PRINCE, plans are produced on the basis that:

* plans are constructed by identifying the final products required, all requisite
  intermediate products, and then the activities and appropriate resources
  necessary to deliver them
* plans should cover management and quality needs as well as the Customer’s
  products
* there should be assurance that all activities are thought through in advance
  and to a level consistent with the control requirements identified in the
  Project Initiation Document.

PRINCE provides a product-based start to the planning activity and a planning
framework which can be applied to any type of project. This involves:

* establishing what products are needed
* determining the sequence in which each product should be produced and
  any dependencies
* resolving what activities are necessary for their creation and delivery.

After these initial steps, the normal steps of planning are used:

* deciding when the activities should be done and by whom
* estimating how much effort each activity will consume
* estimating how long the activities will take
* agreeing what quality control activities and resources are needed
* calculating how much the overall effort will cost
* producing the budget from the cost of the effort plus any materials and
  equipment which must be obtained
* assessing the risks contained in the plan
* identifying the management control points needed.
The steps involved are the same for all levels of plan.
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Several iterations of the planning process are normally needed.

The Project Quality Plan for the project is a pre-requisite for planning. This should
have been defined as part of Starting up a Project (SU).

Hints and tips

Keep plans relevant. Be aware of the audience for the prepared set of plans and aim
to provide an appropriate level of detail.

Time must be allowed for planning, it is a time-consuming exercise. Planning for
the next stage should start towards the end of the current stage.

It is easier and more accurate to plan short stages than long ones.

Where the project is part of a programme, programme staff should be involved or
referenced during planning to ensure that any questions which affect the programme
are resolved. This will help avoid re-work following presentation of the plan.

20.4    Designing a Plan (PL1)

20.4.1 Fundamental principles

A plan is the backbone of every project and is essential for a successful outcome.
Good plans cover all aspects of the project, giving everyone involved a common
understanding of the work ahead.
Designing a plan will ensure that all aspects are adequately covered. It is important
that the plan can be easily assimilated by all involved.

20.4.2     Context

This process includes decisions on the approach to planning for the project and
therefore needs to be used early in the project. These decisions must be made before
any of the other PL processes can be used.

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.

The strategies for tackling the project and ensuring quality of the products will
already have been defined during Defining Project Approach (S U5), and Planning
Quality (IP2).

20.4.3    Process description

Choices need to be made for planning tools, estimating methods, levels of plan and
monitoring methods to be used for the project. Any recipients of plans and their
updates should be identified. There may be a central function which consolidates all
plans for senior management, particularly if the project is part of a programme.

Planning tools

One of the first decisions will be to identify any planning and control aids to be
used by the project. There may be a company standard or the customer may
stipulate the use of a particular set of tools. The choice of planning tool may in part,
however, depend on the complexity of the project. If so, the choice may need to be
deferred until after some of the other planning processes.
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According to the size and complexity of the project the next decision is the number
of levels of plan required. The Project Plan is mandatory. The division of the project
into stages may already be defined (by common practice or work done previously).
The identification and selection of stages is discussed in Planning a Project (IP2). The
number of levels of plan will be dictated by the level of control required and the
scale of the project. It may be valid to restrict the number of levels because the
additional work involved in maintaining more plans does not justify the extra
levels.

The Planning and Stages components in this manual describe the PRINCE concept of
plan levels. The number of levels chosen for the project should reflect a balance
between:

* the different information and control needs of the Project Manager and
  Project Board
* the effort of creating extra plans
* the problems involved in ensuring compatibility between different plan
  levels.

There should be an agreed definition of the contents and level of detail for each
level of plan which it has been decided will be required. Examples here would be:

* to what level of detail should the Project Plan go?
* what is the maximum length of time for any activity in a stage or lower level
  without further breakdown?
* how is the quality work to be shown on the various plans?
* who is to be involved in planning the quality activities in a Stage or Team
  Plan?

Estimating

The method(s) of estimation must be chosen. Each facet of the project may need its



own estimation method. Estimating may be done by:

* using computer tools
* a group of experienced planners
* top-down or bottom-up methods
* discussion with those who will do the work
* any combination of these.

The methods chosen should be evaluated, and comments made in the End Project
Report and Lessons Learned Report when the project ends.

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

Allowances

There are two possible allowances which may have to be considered for inclusion
within the project’s plan structure:

* a Change Budget
  The Project Manager and the Project Board must agree how to cater for
  funding changes to requirements. Producing Exception Plans to ask the
  Project Board for extra money to cover the implementation of Requests for
  Change is the basic process, but this can be irritating if it has to be done
  frequently. If the environment suggests that there will be many changes
  during the project it is sensible to discuss with the Project Board whether
  there should be a change budget. If so, consideration must be given to how
  this should be handled when producing the plans.

* Contingency Plans
  In the Management of Risk a Contingency Plan is one answer to the question
  ‘What do we do if this risk occurs?’. Where a serious risk exists, the Project
  Board may require the Project Manager to create a Contingency Plan and
  add the necessary budget for it – only to be used if the risk occurs.
  These are not mandatory and their use depends on each project’s circumstances.

20.4.4      Responsibilities

Ultimately the responsibility for the decisions in designing a plan rests with the
Project Board, but in practice the Project Manager would produce recommendations
for informal Project Board approval. Local standards may pre-empt some of the
decisions. The assurance roles have a responsibility to check the designs.

20.4.5    Information needs

Management information Usage Explanation

Project Approach Input The approach may impact on the
number of stages and plan levels
required

Project Quality Plan Input The contents of plans, level of detail
and monitoring needs will be affected
by the Project Quality Plan

Plan Design Output A statement of the planning approach,
levels of plan, tool set to be used and
major monitoring methods

20.4.6     Key criteria

* What planning, estimating, monitoring and risk assessment methods will be
  used?
* What tool set should be used to help with planning, estimating, monitoring
  and risk assessment?



* What level of detail about the products, their creation, quality checks and
  plan monitoring does the Project Manager require for day-to-day control?
* What level of detail does the Project Board need:
  - before commitment to a plan?
  - to monitor progress against a plan?
* How many levels of plan are suitable for this project?
* To what level of detail does each plan need to go?
* How will any quality checks be shown on the plans?
* How will tolerances be assigned?
* Should there be a change budget?
* What level of productivity for team members should be used?
* How will contingency allowances be handled (if appropriate)?

Hints and tips

A lot of time can be wasted in producing a very good plan to achieve the wrong
objective.

The use of planning tools is not obligatory, but it can save a great deal of time if
the plan is 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.

If there is a need to use Team Plans, the Stage Plan would normally act as a
summary of the key start and end dates, together with any interfaces between the
Team Plans and with the external environment.

The Project Manager should decide what level of efficiency is to be taken for project
members when planning their work. No-one is 100% efficient. The estimator must
know how to treat non-planned time such as telephone calls, ad hoc meetings,
sickness.

Watch out for ‘double counting’, e.g. adding in allowances both when estimating
and when scheduling.

The Project Manager should decide in conjunction with the Project Board how to
budget for contingency, i.e. the allowance for possible estimating shortfalls, delays,
overlooked products or activities. This is especially critical in fixed-price work.
The amount of contingency budget added should be documented to assist with
future estimation, together with how much is actually used.

Small projects may only have one plan after the Initiation Stage Plan, and, therefore,
one level of plan. It may be sensible to consider different levels of presentation of
the plan for the different levels of readership. Most planning software packages
offer such options.

When working with sub-contractor companies, a copy of their plan(s) may form
part of the overall plan. A decision will need to be taken on whether sub-contractor
plans are shown separately or built into the Project and/or Stage Plans.

Not all projects need a 45-page plan, but equally a half-sheet of paper is likely to
be insufficient for most Project Plans.

Where the project is part of a programme, the programme may have developed a
common approach to project planning. This may cover standards (e.g. level of
planning) and tools, These will be the starting point for designing any Project
Plans. Any project specific variations should be highlighted and the agreement of
the Programme Manager sought.

20.5     Defining and Analysing Products (PL2)



20.5.1   Fundamental principles

By defining a plan in terms of the products to be delivered, the creation, quality and
appropriateness of those products can be managed and controlled more easily. In
addition, by defining the required products, everyone involved can see and
understand the required outcome.

20.5.2    Context

Once the decisions have been made in Designing a Plan (PLI), this process will be
the normal start point for producing the plan.

20.5.3     Process description

This process is divided into three steps:

* identify the business products, plus the management and quality products to
  be produced
* describe each of them in terms of their quality requirements and ensure that
  they are fully understood and agreed by everyone involved
* sequence them in their logical order of creation.

These steps are described in more detail in Product-based planning.

The first step in the product-based planning technique is to define the results which
are required of the project (the end products).

Business Products

The Project Brief should identify the major products or results which will satisfy the
business needs. The planner should develop and refine the list to ensure that it
contains a complete and correct specification of both the final products and also the
main intermediate ones which have to be developed as stepping stones to the final
products.

Management Products

Apart from the business products the planner should also list the management
products, such as contracts, plans, approvals and reports which will consume
resources and time and will need to be created at certain points in the plan.

The Risk Log should be examined to see if extra management products (such as
reports) are needed in order to monitor a risk situation.

Quality Products

The quality products, such as Product Descriptions and quality control documents
should also be listed, particularly in the lower-level plans.
The lists must then be kept up to date throughout the project as changes to the
project are agreed.

Product Descriptions

In order to ensure full understanding of every product, a Product Description is
written for each one, describing the product in terms of its purpose, content,
derivation and required quality attributes – Appendix A – PRINCE Product outlines
gives examples of the description of management products.

Product Flow Diagram

In order to understand the inter-relationships between the products, they are put
into the required order of creation and any dependencies between them identified.



Product Checklist

This is a useful summary for the Project Board, a list of the major products to be
produced in a stage, plus the expected key dates.

20.5.4     Responsibilities

The Project Manager is responsible for the process. There should be consultation
with the Customer, Users and specialists to ensure that all the required products are
covered. The results should be vetted by those with assurance responsibilities.

20.5.5     Information needs

Management information Usage Explanation

Project Approach Input This defines the level of plan required,
the tools to be used, estimating
techniques and the approach to
contingency allowances

Project Quality Plan Input This will guide the selection and
placement of quality control activities

Product Breakdown Structure Output A hierarchical table of all the products
required to be created in the plan

Product Descriptions Output A description of each product plus its
quality criteria

Product Checklist Output A summary list of the major products of
the plan and the planned dates in their
delivery

Product Flow Diagram Output A diagram showing the sequence in
which the products should be
produced

20.5.6      Key criteria

* Has the plan reached the agreed level of detail?
* Are all quality and management products identified as well as business
  products?
* Are the quality and management products/activities added correctly to the
  sequence of work?
* Does the plan need any products from external sources?
* Have these been shown correctly in the sequence of work?
* Have known risk factors been identified?
* Does the management of risks require any extra products?
* Have these been shown correctly in the sequence of work?

Hints and tips

A decision point can be associated with one or more intermediate products on
which the decision will be based.

The list of products, their required sequence and their descriptions should all be
quality reviewed for accuracy and completeness.

Required quality is a criterion against which the product will be accepted. When
working in a Customer/Supplier relationship, this may form the basis of project
acceptance.

The definition of the major end products or results required to satisfy the business
needs should be documented within the Project Initiation Document as part of the
project objectives.



20.6     Identifying Activities and Dependencies (PL3)

20.6.1    Fundamental principles

Simply identifying products may be insufficient for scheduling and control
purposes. The activities implied in the delivery of each of the products need to be
identified to give a fuller picture of the plan’s workload.

20.6.2    Context

As with the other Planning processes, Identifying Activities and Dependencies will be
done iteratively. Activities and extra products may be required in response to
identified risks, so the Risk Log should be checked.

20.6.3     Process description

This process is divided into three steps:

* identify all activities necessary to deliver the products
* establish the interdependencies between activities
* ensure that dependencies both internal and external to the project  are
  covered.

Agreed Specification Site description
document curent stateagree specification

Acceptance criteria

Contract

define acceptance
criteria

negotiate contract

Approved design Cleared site

Marked out
layout

Stocked bedsPatio Tool shed

LawnBarbecue Purchased tools

Finished garden

design layout clear site

mark out layout

buy paving
dig foundations

build patio
construct beds
stock beds

buy shed
lay shed base
assemble shed

build barbecue prepare lawn purchase tools

sign off acceptance criteria

Figure 78: Example Product Flow Diagram with activities added

All the activities required to create or change the planned products have to be
identified. After a Product Flow Diagram has been created the activities are most
easily identified by using a transformation process. Transformation identifies the
activities needed to take one product or set of products and turn it into the next
product or set of products in the sequence. There may be only one activity or there
may be a group of activities, depending on the level of detail required for the plan.



A very visible means of identifying the activities is to add them to the Product Flow
Diagram. Taking the Product Flow Diagram from the example of the project to
create a landscaped garden, described in the chapter Product-based planning, Figure
78 is a simple illustration of adding the activities. It should be remembered that
adding activities between products does not necessarily imply their final sequence.

Another way of performing this step is to make out a separate list of the activities,
still using the Product Flow Diagram as the source of information. An extra column
on the list can be used to store the activity duration’s when these are calculated in
preparation for drawing a network. Figure 79 illustrates this type of list.

Figure 79: Example List of Activities

Duration

10 Document current state 2

15 Agree specification 4

2Define acceptance criteria20

25

30

35

40

45

50

55

60
65

70

75

80

85

90

95

Negotiate contract 3

Design layout 8

Clear site 16

Mark out layout 4

Build patio 24

Construct beds 16

Stock beds 16

Buy shed 4
Lay shed base 8

Assemble shed 4

Purchase tools 2

Build barbecue 4

Prepare lawn 16

Sign off acceptance criteria 1

Present final invoice 1

The list of activities should include management and quality activities as well as the
activities needed to develop the business products.

The activities are best shown in the order in which they have to be performed. The
Product Flow Diagram gives a good indication of the major sequence of activities.

Any constraints should also be identified. There are two types of constraint –
internal and external.

An example of an internal constraint is that work on product C cannot start until
products A and B are finished. Examples of external constraints may be:

* the delivery of a product required by this project from another project
* waiting for a decision from programme management.
Wherever possible, external constraints should be described as a dependency on the
availability of an external product. Resource-based constraints (e.g. Is the resource
available to do the work?) are not considered here. They are a question for the
scheduling process.

The activities should include any which are required to interact with external
parties, e.g. obtaining a product from an outside source or converting external
products into something which the plan requires.



20.6.4     Responsibilities

The Project Manager is responsible for this process. There should be support from
any Team Leaders whose team contributes to execution of the plan in question.
Help may also be found from any quality assurance or project support staff
allocated to the project. The checking of the work is part of the responsibility of the
assurance roles.

20.6.5     Information needs

20.6.6     Key criteria

* Can any activities be carried out in parallel?

Management information Usage Explanation

Product Flow Diagram Input The products and their dependencies
are the basis of defining the required
activities and their dependencies

Product Descriptions Input The derivation section of the
description may contain information
helpful in identifying dependencies

Risk Log Input The log may contribute risk monitoring
activities which need to be added to
the plan

List of Activities Output All the activities required to produce
the products

Activity dependencies Output Any dependencies between the
activities in the above list

* Can any activities overlap?
* Are any gaps needed between certain activities?

Hints and tips

Guard against an explosion of activities at this stage beyond the detail appropriate
to the level of plan.

Keep things simple. If in doubt, don’t overlap activities.

20.7      Estimating (PL4)

20.7.1     Fundamental principles

Estimating is not prediction, but it is better than not estimating at all.

20.7.2   Context

Estimating follows identification of the activities and precedes scheduling.

20.7.3     Process description

The objective of this process is to identify the resources and time required to
complete each activity. This will include not only people, but also all other
resources which will be required.

This is an iterative process. Since the type of estimating will vary according to the
type of project, the statements here are of a general nature.

A Project Plan will normally require top-down estimating (i.e. an estimate for the



total project, broken down across the normal stages for a project of this type),
whereas a Stage Plan would use bottom-up methods (an estimate for each product
built up into a figure for the whole stage).

The major steps in a typical estimating process are:
* Identify resource types required
  The type of resources required to carry out the activities needs to be
  identified. Specific skills may be required depending on the nature of the
  project, i.e. type and complexity. Requirements may include non-human
  resources, such as equipment, travel, money.
  It is important to agree a definition of resource types. For staff this should
  include:
  - the skills and experience level(s) required
  - their affiliation so that the commitment required of different parts of the
    organisation can be identified.

* Estimate effort required for each activity
  The estimated effort required, by resource type, can now be added to the
  activity list. At this point the estimates will be approximate (i.e. provisional
  estimates).
  The reliability of estimates depends on:
  - how detailed is the understanding of the activity
  - the assumptions made
  - understanding the products (from the Product Descriptions).
The assumptions that underpin the estimate, the margin of error and the
degree of confidence in the estimate should be recorded in the plan. This
information will enable the Project Board to set appropriate tolerances.
Tolerances are fully described in Controls. If current understanding is
insufficient, the earlier planning processes may have to be re-worked.

20.7.4     Responsibilities

The Project Manager is responsible for estimation. It is a difficult job and wherever
possible extra help should be sought. It requires previous experience in the subject
matter of the plan as well as training in the job of estimation. This is where
expertise from project support can help greatly.

20.7.5     Information needs

Management information Usage Explanation

All planning information so far Input Products and activities that require
estimation

Activity estimates Output Estimated activities are passed to the
scheduling process

20.7.6     Key criteria

* Is the estimation to be done against known resources or general
  requirements for skill and experience?
* What level of productivity should be taken for the resources?
* Should allowance be made for different levels of productivity in the
  resources?
* What supporting infrastructure does the estimate assume is in place? Are
  these assumptions documented in the plan text?

Hints and tips

There may be a computerised estimating tool, written text, tables, graphs or
formulae available for the type of work identified in the plan. These tools are
normally based on information of actual time taken by identical or similar activities
to the ones required in the plan. The figures can generally be tailored to some
extent to reflect more closely the environment for which the plan in question applies.



Estimation is best done by a group of two or three people experienced in both the
subject matter and estimating. This number fends to balance out any individual
over-optimism or pessimism in estimation.

Where possible, estimating should include discussion with the people who will be
responsible for doing the work.

In large projects or difficult areas of work it is prudent to estimate at least twice,
either by using two distinct approaches or by allowing two different sets of people
to estimate independently.

When resources have been estimated it may become clear that resource constraints
cannot be met. If this should happen, the matter should be referred to the Project
Board.

More uncertainty should be expected in o Project Plan than in a Stage Plan. A
Stage Plan is for a shorter timeframe, in the near future and planned to much
greater detail.

Refer to the Lessons Learned Reports from earlier similar projects, Understanding
past estimation successes and failures by reading the Lessons Learned Reports of
other projects can assist with estimating.

Any assumptions made during the estimation process should be documented under
the heading of ‘Assumptions’ in the plan text. If the assumption refers to a risk,
the risk should be documented in the Risk Log.

If contingency has already been added, don’t compound it. For example, where
contingency is added to an individual’s work, the Team Leader should not add
more contingency to the Team Plan, nor the Project Manager add more contingency
to the Stage Plan.

20.8     Scheduling (PL5)

20.8.1    Fundamental principles

A plan can only show the ultimate feasibility of achieving its objectives when the
activities are put together in a schedule which defines when each activity will be
carried out.

20.8.2     Context

Scheduling follows estimates of the time for each activity, and is followed by an
assessment of the risks inherent in the plan. The schedule may need to be re-visited

during the planning process to refine and improve the way in which the plan will be
carried out.

20.8.3     process description

The objectives of scheduling are to:

* match available resources to the identified activities
* schedule work according to the defined sequence and dependencies
* smooth resource usage within the bounds of the identified dependencies and
  any overall time constraints
* identify surplus resource effort or additional resource effort needed and
  negotiate with the Project Board to resolve these
* calculate total requirements for human and other resources and produce a
  cost for these.



There are many different approaches to scheduling. Either the steps can be done
manually or a computer planning and control tool can be used.
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Figure 80: Planning Network

Typical scheduling steps are:

* Draw a planning network
  Take the list of activities and their duration’s and produce a network of the
  activities, based on the dependencies, from beginning to end. This provides
  useful information, such as what the total duration might be, given no
  resource constraints. Figure 80 is a network of the listed activities for the
  landscaped garden. The activity numbers correspond to the activity list in
  Figure 79.

The number on the left above each box is the duration time for that activity.
The number on the right above the box is the Earliest Finish Time for that
activity. For example, the Earliest Finish Time for activity 20 is day 6
(activity 15 takes 4 days and activity 20 takes 2 days).

* Assess resource availability
  The number of people who will be available to do the work (or the cost of
  buying-in resources) should now be established. Any specific information
  should also be noted, e.g. names, level of experience, percentage availability,
  dates available from and to, external or internal resource. The project may
  also require non-human resources; this availability must also be assessed.

* Produce a draft schedule and assign responsibilities
  Using the resource availability and the information from the activity
  network, resources are now allocated to activities. The rule is ‘allocate
  resources in order of ascending float’, i.e. allocate resources first to activities
  with zero float (on the Critical Path). Those activities with the greatest
  amount of spare time (float) are lowest in priority for resource allocation.
  The result will be a schedule which shows the loading of work on each
  person and the usage of non-people resources. The duration of each activity
  can be amended, based on knowledge of the resource effort required and the
  availability of the appropriate resource type.
  The schedule is often displayed as a Gantt chart. Figure 81 illustrates a Gantt



  chart for the landscaped garden. The activity numbers correspond to the
  activity list in Figure 79.

* Level resource usage
  The scheduling of any contingency allowances should be considered and
  built into the plan.
  The first allocation of resources may result in uneven resource usage, maybe
  even over-utilisation of some resources at certain times. Responsibilities are
  re-assigned, activities moved about within any ‘float’ they may have, and
  activity duration changed from the original estimate to reflect resource
  constraints. The end result of this step is a final schedule in which all
  activities have been assigned and resource usage equates to resource
  availability.

* Confirm control points
  The first draft schedule enables the control points identified earlier (in the
  Product Flow Diagram) to be confirmed by the Project Board. End of stage
  activities (e.g. drawing up next stage plan, producing end of stage report)
  should be added to the activity network and a new schedule produced.

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



20.8.4     Responsibilities

The Project Manager is responsible for scheduling. For Team Plans, the Project
Manager would involve the person responsible for the work contained in the plan,
e.g. a Team Leader.

20.8.5     Information needs

Management information Usage Explanation

Activity estimates Input When studied with the resource
numbers, these give the activity
duration

Activity dependencies Input These give the required sequence of
work in the schedule

Resource availability Input The start and end dates of resource
availability, plus the amount of time
they are available in this period are
required

Schedule output A list of activities and their allocated
resources plus the dates over which
the activities will take place

20.8.6    Key criteria

* Have all types of required resource been considered?
* Has the critical path been identified?
* Has sufficient monitoring been planned for activities on the critical path?
* Have any training requirements been incorporated?

Figure 81: Bar Chart
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* Has resource availability been realistically assessed?

Hints and tips

At project level, resources need not be identified by name, but the type of skills
required to carry out an activity should be identified.

The availability of the resources required (including those required for Quality
Reviews) should be checked with the relevant line managers.

Be realistic about the availability of resources. Allowance should be made for
holidays and time which people will spend on non-project activities. The average
working week is only 4 days after allowing for holidays, training, sickness, etc.
Of those 4 days at least another half day will be spent on other duties, even by
dedicated staff e.g. quality reviewing for other projects, line management, meetings.

The use of a skills matrix may assist a scheduler when using internal resources.
This will allow appropriate people to be pinpointed, as well as giving an overall
view of the skills available to the project.

When the availability of resources has been discussed with line managers, any
agreement reached with them should be documented immediately.

20.9    Analysing Risks (PL6)

20.9.1    Fundamental principles

Commitment to a course of action without consideration of the risks inherent in that
course is courting disaster. Risks should be considered and modifications made to
the course of action in order to remove or lessen the impact of those risks.

20.9.2     Context

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.

20.9.3 Process description

Analysing risks runs parallel to all other planning work. It is an iterative process
and the results of analysing risks or making planning assumptions may result in
returning to previous steps and repeating the process as necessary.

An overview of the management of risk is given in the Components section of this
manual.

Each resource should be examined for its potential risk content. Is the resource a
known quantity? Is the quality of work required and the ability to meet deadlines
known? Is the level of commitment known? Will the resource be totally under the
control of the Project Manager? Where the answer is ‘No’ there is a risk involved.
Countermeasures would include tighter and more frequent monitoring until
confidence in the resource is achieved. It might be better to allocate work which is
either easy to do or less critical to the schedule until the skill level has been
checked.

Each activity should be checked for risk. Is there any spare time or does the entire
schedule depend on no slippage for the activity? Everything on the critical path
therefore represents a risk. At the very least the countermeasures should include
more frequent monitoring to give early warning of any problem.

The planning information produced so far should be examined for risks. All
identified risks should be entered into the Risk Log.



Examples of risk which might be inherent in a plan are:

* a sub-contractor might fail to deliver a needed product on time
* a product to be delivered by a third party might be of poor quality
* a resource may not perform at the required level
* a specific resource on which the plan is dependent might be removed from
  the project
* external events may create a crisis
* the timetable is very tight and depends on the timely delivery of several
  products, any of which might be delayed.

20.9.4     Responsibilities

The Project Manager is responsible for the analysis and monitoring of risks with
assistance from those with assurance responsibilities. There may be risks outside
the control of the Project Manager. These fall within the responsibilities of the
Project Board. The Project Manager should discuss any such risks with the Project
Board to ensure that the risks are being adequately monitored.

20.9.5 Information needs

Management information Usage Explanation

All previous planning information Input Basis for the risk analysis

Risk Log Update Any new risks should be added to this

20.9.6 Key criteria

* Are there any dependencies on products or other support from external
  sources which have not been listed as risks?
* When does the cost of risk avoidance or reduction approach the cost of the
  risk if it occurs?
* Has a range of means of addressing each risk been considered?
* Are the risks so great that it puts the viability of the project in question?

Hints and tips

There are various risk management and analysis methods and tools available to
assist with these aspects of the process. Examples are the approach embodied in the
CCTA Management of Risk publications, the CCTA Risk Analysis and Management
Method (CRAMM), and the European Risk Management Method (RISKMAN).

Allocate a resource in which management has confidence to each high risk or critical
activity.

Monitor the schedule and quality of any external product to be delivered on which
any activities in the plan are dependent.

Check items such as holidays and training to make sure that they don’t have an
impact on the schedule.

Consider the actions needed in case of illness of any resource which cannot be
replaced, Train other resources as back-up for any critical and scarce skills.

The addition of risk management activities will elongate the schedule and require
extra resources. The benefit of the protection against risks is valuable, but remember
to allow for the ‘cost’ of these activities in the plan.

Where the project is part of a programme, any risks identified at programme level
should be examined for impact on the project. Where there is an impact, the risk
should be added to the project Risk Log. Careful consideration should be given to



whether further project-specific risk analysis is required. Similarly, any project
risks should be examined for programme impact.

20.10    Completing a Plan (PL7)

20.10.1    Fundamental principles

A plan is not simply a diagram. It is incomplete without certain supporting
narrative sections.

20.10.2    Context

Having completed the schedule and assessment of the risks satisfactorily, the plan
and its supporting text need to be consolidated by the Project Manager for
presentation to the Project Board.

20.10.3     Process description

Text needs to be added to explain the plan, any constraints on it, external
dependencies, assumptions made, the risks identified and their required
countermeasures. A suggested text for a Project Plan and a Stage Plan is given in
Appendix A – PRINCE Product outlines.

The format of plans presented for approval should be a summary and show the
major products and activities which will occur throughout the plan and describe the
resource requirements. Project Board approval will ‘freeze’ the plan as a baseline.

The graphical presentation of the plan is normally a Gantt or bar chart. Most
computerised planning and control packages provide a report in this format. Such
packages also provide a report on resource requirements.

The majority of the material for the narrative sections of the plan will evolve as the
previous steps in the planning cycle are undertaken. Some of it will already be
known because of adherence to local standards.

Tolerance margins for the plan should be agreed with the Project Board. Depending
on such factors as size, complexity and risk there must be agreement on what
amount of deviation from planned cost and timescale is to be allowed before the
plan is considered to be out of control. Tolerances are discussed more fully in
Controls.

The products of the planning cycle should be checked for completeness and
reasonableness, by people experienced in planning and who know the project
subject, prior to presenting them formally to the Project Board for approval.

Amend the plans as required by the quality check.

The Product Checklist should now have the planned start and end dates added
from the plan.

The Project Plan forms part of the Project Initiation Document and is submitted at
the End Stage Assessment of the Initiation Stage. The plan for the stage after
Initiation is also presented at the Initiation End Stage Assessment.

Subsequent Stage Plans are presented at the End Stage Assessment of the previous
stage.



20.10.4 Responsibilities
The Project Manager is responsible for completing each plan.

20.10.5     Information needs

Management information Usage Explanation

Assessed Plan Input Basis of the final planning package

Product Checklist Update Start and end dates added to the list

Completed Plan for approval output For approval by the Project Board

20.10.6     Key criteria

* When considering a suitable level of tolerance, what level of confidence is
  there in the plan?
* Has consideration been given to the business risks and constraints when
  setting tolerance levels?
* Has the format of the plan presentation material been agreed with the
  Project Board?
* Will the planning tool produce acceptable formats and quality for the
  presentation?

Hints and tips

Keep plans simple. It is a good discipline to try to keep all graphical plans presented
to the Project Board to one sheet of paper. In this way the plan is easily prepared,
easily read and therefore more likely to be understood. Anything which cannot be
displayed in this way should be summarised and the detail included in a lower
level of plan. Similarly, do not use complex symbols, or present plans which require
education or too much explanation for them to be understood.

It might be worth considering: the replacement of the graphical Project Plan with
the Product Checklist.

Do not rely on pictures alone. As far as planning is concerned, it is not necessarily
true that ‘a picture paints a thousand words’. Although a Gantt chart can show
what is intended to happen, and then what actually happened, it does not show
why it should happen that way, or why something is different from the plan.

The narrative of a plan describes the thought that went into the plan, the
assumptions made in preparing the plan and any risks inherent in the plan. This
is particularly important when presenting plans for approval. The readers are
then able to accept both the plans and the assumptions and risks, and the planner
obtains informed approval and commitment to the plans from senior management.

If can usually be transferred to a spreadsheet or graphical package where the
required presentation can be constructed.

The Project Manager should discuss the plan informally with the Project Board
and any assurance responsibilities appointed by the Project Board before formally
presenting it for approval.

The presentation of the plan should be appropriate for the audience. In some
circumstances it may be necessary to break down into further detail areas of a plan
for the use of teams or individuals.

Be wary of producing an overly complex plan, containing lots of detail which
might be better supplied in narrative form. A confusing or too detailed plan may
‘switch off’ the reader.

It helps if assumptions are consistent across all the projects of a programme.



TECHNIQUES

21    Product-based planning

PRINCE provides a product-based framework which can be applied to any project
to give a logical sequence to the project’s work. The use of this technique is
recommended for all levels of plan required in a project. The technique is closely
allied to Defining and Analysing Products (PL2).

There are three steps to the product-based planning technique:

* producing a Product Breakdown Structure
* writing Product Descriptions
* producing a Product Flow Diagram.

21.1     Product-based planning example

The explanation of product-based planning is supported by an example. The basis
of the example plan is described below.

A landscape gardener is asked to design and construct the rear garden for a local
businessman, The area is an acre in size, currently waste land filled with post-building
rubbish, brambles etc. It is bordered by a suitable fence which does not
need to be replaced. The businessman says he has some vague ideas about what he
wants. These include:

* a large patio
* a brick-built barbecue on the patio
* lots of lawn
* flower beds with lots of colourful shrubs and flowers.

He will get a gardener in to look after the garden when it is finished, so he wants a
garden shed to be put in a discreet corner of the garden, filled with the tools which
the gardener will need.

All that is known about the businessman is that he has a lot of money, but getting
money out of him can be difficult. The landscape gardener decides that he will pin
the customer down by getting a written specification, then get agreement to a
design. Because of the ‘tightwad’ reputation, the landscape gardener will ask for
part payments in advance of those products requiring heavy expenditure (Stage
selection).

The example is done at a Project Plan level.

21.2     Producing a Product Breakdown Structure

Breaking down a product into its constituent sub-products helps clarify and identify
all necessary work for its creation.

This is the first step in PRINCE product-based planning. The ‘product’ is the end
deliverable of the project and may be a tangible one such as a machine, a document
or a piece of software, or it may be intangible, such as a culture change or a
different organisation structure. For the purposes of this explanation, these will all
be called ‘products’.

21.2.1    Identifying Products

The objective is to identify the products or outcomes, whether business need,
management or quality, whose creation is the subject of the plan.



All the products of the plan are drawn up in a hierarchical structure, known as a
Product Breakdown Structure. At the top of the chart is a single box which
summarises the overall product of the plan, e.g. a new marketing strategy, a business
plan, a new car, a computer system, a new employment policy. This is then
decomposed into three boxes which represent:

* the products whose development is the subject of the plan, plus
* the management ‘products’
* quality ‘products’ which will be created to support the management and
  control of the plan.

This decomposure into three legs is purely a device to remind the planner to think
of the management and quality products.

Each of these boxes is then decomposed into its major parts to form the next level of
the structure. Each of these ‘boxes’ may then be decomposed until an appropriate
level of detail for the plan in question is reached. Figure 82 shows an example of the
typical management products branch of a Product Breakdown Structure. Figure 83
shows a hierarchy of the standard quality products. These would be part of a Stage
Plan or a Team Plan.
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Higher level boxes must be completely defined by the lower leveI boxes to which
they are attached.

In the landscaped garden example, the Product Breakdown Structure might be
constructed shown in Figure 84.
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Sign-offs

Product descriptions

Figure 84: Landscaped Garden Product Breakdown
Structure



Figure 84 is a high level view of all the products of the project. A hierarchical
diagram of the specialist or technical products might look like Figure 85.

21.2.2     Key criteria

* What products are required to solve the business need?
* What management products must be generated during the plan to ensure
  guidance and control?
* What quality products must be delivered for the Customer, audit or quality
  assurance?
* Does the plan rely on items being delivered from external sources?
* Is responsibility for these clearly identified and agreed?
* How will progress on external products be monitored by this project?
* Are the appropriate Checkpoints in the plan?
* How will the quality of external products be checked?
* Have suitable project staff been appointed to monitor the quality of external
  products?
* Are the frequency, timing and time allocated sufficient to ensure quality?

Hints and tips

The products in a plan include not only those which will be developed within the
plan, but any ‘products’ external to the plan (and possibly outside the project)
which are required as input to the work identified in the plan.

If the Product Breakdown Structure is being created manually, a numbering system
should be devised which will indicate each product’s level in the hierarchy and its
parent.

Assistance could be sought from a ‘quality specialist’ when defining quality,
particularly when adherence to recognised standards is part of the acceptance
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Cleared
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Figure 85: Landscaped Garden Example – Specialist Product Breakdown Structure



criteria.

21.3     Writing Product Descriptions

A clear, complete and unambiguous description of products is a tremendous aid to
their successful creation.

A Product Description should be written for a product as soon as possible after the
need for the product has been identified. This will be a draft which is liable to 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 its creation is baselined.

A documented and agreed Product Description ensures that all personnel affected
by that product have the same understanding. A description should be written for
each significant product to ensure that it is understood, to provide a pointer to the
way in which the product is to be presented, and to define the quality expectations
for it.

21.3.1 Product Description contents

A Product Description needs to define a number of things about the product.
Information is needed about:

* Product Title
* Purpose
  What purpose will this product fulfil? Is it a means to an end, or an end in
  itself?
* Composition
  What are the components of the product? For example, if the product is a
  document, this would be a list of the expected chapters or sections. For a
  low-level component, this section will be a description of the product.
* 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 product is obtained from another department or team.
* Format and Presentation
  Is there a standard appearance to which the finished product must conform?
* Allocated to
  To whom has the job of creating the product been given?
* 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
  which are documented elsewhere, or it might be a full explanation of some
  yardstick to be applied.
* The Type of Quality Check Required
  What kind of test, inspection or review is to be used to check the quality or
  functionality?
* The people or skills required for reviewing/testing and approving the
  product.
  Either identification of the people who are to check the quality, an indication
  of the skills required to do so, 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 check is to be done.

If there are any relevant checklists covering the product’s development, these
should also be identified in the description.

Any changes to a Product Description after it is baselined must pass through
change control.



Although the responsibility rests with the Project Manager, it is wise to involve
representatives from the area with expertise in the product or products in question.
If formal project support is available, this may be a good source of assistance.

21.3.2 Key criteria

* Are the products clearly and unambiguously defined?
* What type of quality check will be needed for the type of product or
  products to be produced by this plan?
* Are there centrally-held standards to which the description can point when
  it comes to defining the quality criteria?
* Does the User/ Customer want any specific standards used?
* Who are the right people to write each Product Description?
* Are suitable checklists available to help check the products?

Hints and tips

Writing a Product Description helps clarify how much work is needed to create
the product, This can be a big help in estimation.

Concentrate the writing of Product Descriptions on any products in the project
with which the Project Manager is not familiar and those which in past projects
have been done badly.

Appendix A – PRINCE Product outlines contains outlines of the standard key
management and quality products. It should not be necessary for each project to
re-define these unless there are changes to them.

Writing good Product Descriptions is not a trivial undertaking. In particular,
quality criteria, determining an acceptable product from an unacceptable one, need
careful thought.

It is a good start to get the User or Customer involved in the writing of Product
Descriptions, defining quality expectations and in deciding how the product can
be checked against these expectations.

Test the setting of Quality Criteria by asking the question ‘How will I know when
work on this product is finished as opposed to stopped ?‘

Listing the composition of a product can often remind the planner of another product
which is needed.

Very often the same product types are created in many plans. Standard Product
Descriptions can be written which can be used by many plans.

Are there any standard checklists which can be used?

Be careful not to ‘over-engineer’ the Product Description. It exists to help and
support the production and planning processes and is not an end in itself

Don ‘t try to ‘replace’ the requirements specifications with a Product Description.

If the Quality Criteria for a product are agreed with the Customer, this may assist
in the ultimate acceptance of the project.

If Product Descriptions are used as control documents, then additional information,
such as estimated and actual dates and effort may be added.

Identifying who will accept a particular product, and making sure that they agree
to the Product Description, can reduce the potential for conflict at later stages of
the project.



21.4    Producing a Product Flow Diagram

The Product Flow Diagram is created from the Product Breakdown Structure and
precedes the identification of activities in Planning (PL3).

21.4.1    Creating a Product Flow Diagram

Every planner needs to know the answer to the question, ‘What comes next?’. The
Product Flow Diagram shows the sequence of development of the products of the
plan. It also identifies dependencies on any products outside the scope of this plan.

A Product Flow Diagram needs very few symbols. Time flows in one direction only,
either from top to bottom or from left to right. Each product to be developed within
the plan in question is enclosed in a box, and the boxes connected by arrows,
showing the sequence in which they are to be created. Any products which should
already exist or which come from work outside the scope of the plan should be
clearly identified by using a different type of enclosure, e.g. an ellipse.

The diagram begins with those products which are available at the start of the plan
(perhaps many of these are documents, such as statements of requirements or
designs) and ends with the final product of the plan. It is often easiest to fill in the
middle of the flow by working back from the final product, asking the question
‘which products should be available in order to create this product?’

Creation of a Product Flow Diagram may reveal new products which are required.
These should also be added to the Product Breakdown Structure and Product
Descriptions should be written for them.

Although the Project Manager is responsible for creation of the Product Flow
Diagram, it is sensible to use the help of those who are to develop the products
contained in the plan. It also enables consistency/validity checking. Figure 86
illustrates the Product Flow Diagram for the landscaped garden project.

Agreed Specification Site description

Acceptance criteria

Contract

Approved design Cleared site

Marked out
layout

Stocked bedsPatio Tool shed

LawnBarbecue Purchased tools

Finished garden

Figure 86: Landscaped Garden Example – Product Flow Diagram



21.4.2 Key criteria

* On what other products is each product dependent?
* Is any product dependent on a product developed outside the scope of this
  plan?
* Which products can be developed in parallel?

Hints and tips

At project level the dependencies can be rather crude, e.g. not all elements of major
product 1 need to be done before any elements of major product 2 can start. To try
to break those major products down so that the dependencies can be refined is
likely to confuse the diagram. It is better to accept the crude dependencies and
resolve them at stage planning level.

The easiest way to create a flow diagram is to put all the business need products in
their required sequence and then add the management and quality products to the
correct point in the flow.

Post-its on a whiteboard can be an effective way of developing a Product Flow
Diagram, particularly where there is likely to be a lot of modification.

A useful way to get started with the flow of business need products is to ‘top and
tail’ the diagram, i.e. put the final product at the bottom of a sheet of paper and any
products which are pre-requisite to starting the work at the top (in ellipses). Take
each product in the list and match it to every other product to establish if there is
any particular dependency between them. Work through all the products in this
way. Use this information to connect all the products in their appropriate sequence
from such pre-requisites as there are to the final product.

If Project Board approvals are listed as management products, their later placement
in the sequence will show where the stage ends should come, if this is not already
known.

The Derivation section of a Product Description gives useful information about
dependencies.

It is useful to show the source of any products from third parties in the Product
Flow Diagram.

The Project Board may find that the Product Flow Diagram and Product Checklist
are easy to use to check on plan progress.

22     Change Control approach

A programme or corporate body may have its own change control procedure and
forms. This is not a problem as long as its key points are compatible with the
approach detailed below.

For those without a mandatory change control procedure, the following will ensure
that changes are controlled during the project.

22.1 Change Control steps

All changes are treated as types of Project Issue and are handled through the same
change control approach. A Project Issue can be:

* a request to change the specification of requirements (Request For Change)
* a suggestion to improve one or more of the project’s products (Request For
  Change)



* a record of some current or forecast failure to meet a requirement (Off-
  Specification)
* a question on any project topic.

Whatever its type, every input is logged as a Project Issue on the Issue Log.

Suggested content for this log is given in Appendix A – PRINCE Product outlines. It
allocates a unique number and records the author, date and type of Project Issue.
The author should indicate the priority of the Issue. A suggested priority rating is:

1 a must; the final product will not work without this change
2 an important change, Its absence would be very inconvenient, although a
   work-around is possible for a while
3 a nice-to-have; but not vital
4 a cosmetic change; of no importance
5 this does not involve a change.

A copy of the Project Issue is returned to the author to acknowledge its receipt and
entry into the system.

Any Project Issues which are questions or are based on misunderstandings should
be answered directly. A reply is sent to the author, a copy filed and the Issue Log
updated to reflect the action.

An impact analysis is carried out on each remaining Issue to identify:

* what would have to change
* what effort would the change need

* what the impact on the Business Case would be
* what the impact on the risks would be.

The priority should be re-evaluated by the Senior User after the impact analysis.

For Off-Specifications, the Project Manager tries to solve the problem within the
stage and project tolerance margins. This may mean changes to the plan(s) to
include extra activities. Where correction of the Off-Specification is not possible
within tolerance levels, the Project Manager follows the exception procedures,
Escalating Project Issues (CS8) and Producing an Exception Plan (SB6). If the
decision
of the Project Board is to accept the Off-Specification without any corrective action,
this is called a ‘Concession’.

The Project Manager decides which Requests For Change, if any, should be
implemented within the current Stage Plan constraints. Even for those which the
Project Manager is prepared to implement without extra funds or time, there should
be discussion with the Senior User and Senior Supplier. This is particularly
important in circumstances involving an external Supplier. Without the approval of
the Project Board, the Project Manager should not authorise any work which would
change a product which has already been approved by the Project Board.

Where the Project Manager does not wish to take the decision personally on
whether or not to implement the changes, the relevant Project Issues are passed to
the Senior User(s). The Senior User can decide to reject Project Issues, put them in
‘pending’ status, or ask for their implementation. Where implementation is sought,
the Senior User canvasses the Executive and Senior Supplier for their agreement to
any extra cost and effort required. This may lead to more being rejected or put into
‘pending’ status. The Project Issues are updated with any change in priority and the
Project Board’s directives.

The Project Issues are returned to the Project Manager, the Issue Log updated, and
an updated copy sent to the author.



Any Project Issues to be implemented form the basis of an Exception Report, the
input to Escalating Project Issues (CS8). According to the project environment, this
may be formal or informal. The likely outcome will be a request for the Project
Manager to produce an Exception Plan which will include the extra work, to be
submitted via Producing an Exception Plan (SB6).

NOTE: Where the Project Board has delegated decisions on the implementation
of changes to some separate change authority, the name of this body should be
substituted for that of the Project Board in this technique.

Hints and tips for change

Evaluating the impact of potential changes can be erroneously taken to mean only
the impact on the Customer. Impact analysis must cover the three areas of Business,
User and Supplier. Before a change goes to the Senior User for consideration, the
impact on the Supplier must be known, e.g. the cost and effort required, and what
products would have to be changed.

Where the project is partially or fully funded by the Supplier, this may change the
decision-making authority within the Project Board about changes. It may become
more of a joint decision based on the contract terms or including contract
modification. Any changes in responsibility and authority should be reflected in
the job definitions.

Where the project is part of a programme, is the project in a position to judge the
impact on other projects? Does it have the authority to make decisions? There are
two potential approaches:

* screen all changes at programme level to determine where the decision should be
  made
* ensure a programme representative is part of the project’s change control
  authorisation loop.

23    Quality Review techniques

Fundamental principles

The benefits to be gained from the effective use of Quality Reviews are:

* a structured and organised approach to the examination of subjective quality
  criteria
* early identification of defects in products and, therefore, a platform for
  product improvement with attendant reduction in the costs of the final
  product during development and in operation
* as products are considered complete once they have successfully passed
  Quality Review, an objective measurement for management progress control
  is provided; progress is measured by product delivery
* all vested interests are working together to improve product quality; this
  helps build the team approach to development
* once a product has gone through the Quality Review procedure, personnel
  are more willing to commit to that product. As ownership of the product is
  shared between Quality Review participants, Users, who are represented on
  the Quality Review team, are much more willing to sign off a reviewed
  product
* apart from defects on the part of the creator(s), defects may also be caused
  by deficiencies in standards and methods. Failure to use a standard may
  indicate that the standard is no longer practical to use. Such events should
  instigate a review of the suspect standards area and provide a starting point
  for standards improvements.



23.1    Context

A Quality Review can be invoked at any point in the project, since any document
could be subject to a Quality Review if there are subjective elements of quality to be
monitored. It has close ties with the following processes:

* Planning (PL) for the pre-planning and resourcing of major Quality Reviews
* Managing Product Delivery (MP) which is the process covering the production
  of the project’s products, and hence where the application of most of the
  Quality Reviews will take place
* Authorising Work Package (CSI) which addresses the hand-over of
  responsibility for product production and will include the requirement for
  Quality Reviews
* Assessing Progress (CS2) which deals with progress monitoring and reporting,
  and which will receive details of completed Quality Reviews.

23.2     What is a Quality Review?

A Quality Review is an involved partnership designed to ensure a product’s
completeness and adherence to standards by a review procedure. It is a team
review of a product with the emphasis on checking the product for errors (as
opposed to, for example, improved design). It has a clear structure, described in
this chapter.



23.2.1     The involvelacoe.edud partnership

This partnership should involve all those with a vested interest in the product, and
with any specialist knowledge which can contribute to monitoring quality.

The selection of possible participants in a review should be made during the
planning of the relevant stage, guided by the information contained in the Product
Description. The most effective Quality Reviews have participants from all areas
which can effectively contribute to the quality of the product.

It is possible to hold a postal review if it is impossible to get the reviewers together.

23.2.2    The Deliverable

The deliverable, in the context of a Quality Review, is any product which has been
evaluated against mostly subjective criteria involving elements of judgement or
opinion. This will typically be a document, such as a plan, a report or a drawing,
but could be other products such as models, mock-ups or prototypes.

23.3    Overview of the Quality Review procedure

23.3.1    Objectives

The objectives of a Quality Review are:

* to produce a product which meets business, user and specialist requirements
* to assess the conformity of a product against set criteria
* to provide a platform for product improvement
* to involve all those who have a vested interest in the product
* to spread ownership of the product
* to obtain commitment from all vested interests in the product
* to provide a mechanism for management control.

23.3.2   Steps in the Quality Review procedure

The review procedure has a number of activities, the central element being the
review meeting, where all participants gather to identify and agree on any defects
in the product.

There are three basic steps in the Quality Review procedure.

* Preparation, consisting of:
  - confirmation of the availability of the nominated reviewers and agreement
    on dates for the return of comments and the review itself
  - distribution of a copy of the product and its Product Description to
    reviewers where this is possible, for instance if it is a printed document.
    Alternatively, making the product available for inspection by the reviewers
  - assessment of the product against the quality criteria
  - entry of the major errors on an Error List
  - annotation of minor errors on the product, where applicable
  - return of the annotated product and Error List to the Producer
  - a plan of the review meeting, and agreement on the agenda.

* Review Meeting, consisting of:
  - discussion and clarification of each of the major errors raised by the
    reviewers
  - agreement of the follow-up appropriate to each error
  - documentation of the follow-up actions and responsibilities
  - summary of the actions at the end of the meeting
  - agreement on the Quality Review outcome, and sign-off of the product, if



    appropriate.
* Follow-up, consisting of:
  - notification to the Team Leader of Quality Review results
  - a plan of any remedial work required
  - sign-off of the product following successful remedial work.

It is important that Quality Reviews are properly planned. There is therefore an
additional Quality Review Planning step consisting of:

* identifying the products which will be subject to Quality Review
* planning the timescale for each Quality Review
* identifying the reviewers and adding them to resource plans.

This is carried out as part of the Planning (PL) process.

The way these basic steps could be applied is as follows.

23.3.3    Responsibilities

There are four specific roles involved in the Quality Review procedure.

The Review Chairman

This role runs the Quality Review procedure. This is a separate role from that of the
Executive, who chairs the Project Board.

The role has the following main responsibilities:

* ensure that the Quality Review is properly organised
* set the review meeting agenda
* control the Quality Review procedure and chair the Quality Review meeting
* ensure that the Quality Review does not stray from its main aim
* ensure that actions and required results are agreed
* together with the reviewers, determine the Quality Review outcome
* keep the Team Manager aware of the status of all Quality Reviews
* provide final review sign-off
* institute exception procedures via the Team Manager where problems with the
  product cannot be resolved satisfactorily.

Producer

This role represents the creator(s) of the product involved. Typically it will be filled
by the person who has produced the product, or who led the team responsible. The
role has the following responsibilities:

* provide all reviewers with the relevant review products
* prepare for the review meeting
* assess Error Lists prior to the review meeting and use them to assist the
  Chairman to set the review meeting agenda
* answer questions about the product during the review procedure, explain
  the implications of any errors, and take agreed errors forward for
  subsequent action
* agree action to resolve errors
* ensure any agreed actions are carried out

* obtain sign-off from reviewers for changes made to the product
* obtain final sign-off from the Chairman when all changes have been
   approved by the reviewers.

Reviewers

They have the following responsibilities:



* prepare for the review
* assess the product against the quality criteria specified in the Product
  Description
* ensure errors are fully understood by the Producer and are subsequently
  resolved satisfactorily
* sign off Follow-up Action List items where the reviewers are identified as
  checkers.

Scribe

The major responsibilities of this role are to:

* take notes of agreed actions during the review meeting
* read back agreed actions at the end of the meeting, and note who is to take
  corrective action and who is to check the corrections.

In addition to the specific roles involved, there are responsibilities which need to be
taken by other people. These are responsibilities which form part of their standard
job, but which are particularly relevant to the Quality Review process:

Project Manager

* plan the Quality Reviews in outline
* plan to overcome any identified exception conditions raised as a result of a
  Quality Review
* act as reviewer where appropriate.

Team Leader

* plan Quality Reviews in detail
* identify Quality Review resources
* monitor Quality Review progress against plan
* report progress to Project Manager.

Note that often the Project Manager will be directly managing the work which is
being Quality Reviewed. If this is the case, the responsibilities of Project Manager
and Team Leader will be combined.

Project Assurance Roles

* check that the Quality Reviews are being properly constituted
* advise on suitable reviewers for each Quality Review
* check that everyone involved with the Quality Review process is aware of
  their role and responsibilities, and that adequate training has been given
* ensure that the Quality Review procedure is being properly followed
* check that reviewers are being correctly selected, and that they are being
  correctly briefed for the work
* check that follow-up actions are being properly monitored
* log and report on corporate standards and advise on improvements and
  amendments
* act as reviewers where appropriate.
Project Support Roles

If project support is available to the Project Manager, it can be used to assist the
Chairman in organising a review venue, prepare and distribute the review
documentation, act as Scribe and progress-chase the Follow-up Action List until all
errors have been corrected and signed off. People in support roles can act as
reviewers where appropriate.

The following tables show the detailed job contents for the Quality Review roles for
each of the steps.



Preparation

Chairman      Producer Reviewer Project Manager/
Manager/

Check product ready      Confirm product Consult Product Check Quality Review
          available Description of review on schedule

Confirm Reviewers  product
available and still           Distribute the product Ensure Quality
appropriate and Product Schedule preparation/ Review procedure
Confirm preparation Description to review time being followed
time Reviewers 

Review product
Agree agenda Agree time and against Product

location of review Description
Agree presentation meeting
format and timing (if  Complete Error List
any) Assess Comments/ and annotate product

Error Lists
Forward Error List

Agree agenda with and annotated
Chairman                       product to Producer

Confirm review details Confirm review
to Reviewers prior to attendance
the meeting

Chairman Producer Reviewer Project Manger/
Team Leader

Open review, state Take note of Raise general File and Quality
objectives, meeting comments and comments/remarks Review
agenda and format concerns documentation if

Agree errors and
Invite general Clarify reviewer follow-up action Take exception action
comments (decide if comments is incomplete
premature closure of
meeting is needed) Agree errors and

follow-up action
Walkthrough product
as agreed in the agenda Collect Follow-up
agenda Action List and

annotated product
copies

Invite Reviewer
comments

Ensure all Reviewers
contribute

Agree all errors for
Follow-up Action List

Agree responsibility
for signing off errors

Agree Quality Review
result

Inform Team Leader
of Quality Review
outcome
Chairman Producer Reviewer Project Manager/

Team Leader

Sign off actions as Resolve errors Check and sign off Ensure plans are
required errors as they are updated following

Obtain sign-off from resolved error resolution
Raise project Issues reviewers
for any unresolved Assist in error File any deliverable
errors Obtain Follow-up resolution as sign-off

Action sign-off from appropriate documentation
Raise exception if Quality Review
correction schedule Chairman Deal with any
exceeded exception actions

Take exception action
On resolution of all on uncleared errors
errors, sign off the



product, and inform
Team leader

23.3.4   Quality Review Results

At the end of a Quality Review the Chairman should obtain a consensus agreement
on the result of the review. If any of the reviewers is not prepared to sign off the
product, then the product has not met its quality criteria, and hence is not ready for
use. If the reviewers’ comments cannot be resolved for any reason, e.g. contention
between reviewers, the problem will have to be raised via a Project Issue (see
Change Control).

The result of a Quality Review will normally be one of three:

* the product is error-free and can be approved immediately
* the product can be approved once the identified errors are corrected and
  signed off
* correction of the errors found will radically alter the product, and it should
  be reviewed again.

The Chairman may also decide to postpone the review meeting if:

* insufficient reviewers attend to cover the quality issues addressed by the
  product’s quality criteria
* the reviewers who are attending are not qualified to comment on the issues
  being addressed
* it is clear that the reviewers have not studied the product during the
  Preparation phase
* it becomes obvious that the product is not fit to be reviewed.

23.3.5    Key criteria

* Have the quality criteria been specified?
* Have the quality criteria been passed to the reviewers, together with the
  product?
* Have the reviewers fully checked the product prior to the review meeting?
* Have the Error Lists been sent to the Producer or Chairman prior to the
  review meeting?
* Has the review meeting concentrated on error detection, not error fixing?
* Have the follow-up actions been documented and allocated?
* Have reviewers been asked which changes they wish to sign off?
* Has agreement been reached on the result of the Quality Review?

Hints and tips

There are various aspects which make the Quality Review process
successful:
Quality Review is there for error/opportunity identification NOT correction.
The temptation to agree solutions for the defects found in a product can be all too
inviting. The Qualify Review procedure is about identification and agreement of
defects. Should resolution become a feature of Quality Review, then the review
procedure will lose much of ifs effectiveness because discussion of solutions takes
time and effort away from the key objective of the Quality Review procedure i.e. the
identification and agreement of defects in the product, to provide the platform for
product improvement. Also there may be more than one solution to a problem
identified and the group of people assembled to review a product may not be the
best qualified to select the best solution. Any solutions suggested during the review
process should be noted for later consideration.

There is a need to address the Producer/reviewer psychology.
The aim of the Quality Review is to identify defects in the product not in the



producer. Reviewers and Producers should approach the review in a constructive
‘team attitude’ to achieving quality products. If the team approach is not adopted,
conflict can arise and be destructive to the Quality Review procedure. It helps if
reviewers can refer to the product, rather than your product.

There must be management and peer pressure to prepare for the review
meeting.
Quality Review is not an ad hoc gathering of individuals. It is not a first sight of
the product for the purpose of problem identification. As in all good meetings, all
the participants should attend having checked the product involved and should be
prepared to contribute, knowing the agenda and objectives and the role they should
perform at the meeting.

Quality Review participants must prepare for the review by identifying major
errors on an Error List, annotating the product where possible with minor errors,
and informing review participants of their findings. Not to do so wastes the time
of the other reviewers, and devalues the eventual product sign-off since it is more
likely that errors will be left undiscovered.

Managers do not attend.
Care must be taken that managers do not attend a Quality Review in a people
management role. They do not attend to assess the performance of their staff.
This is particularly true of the Producer’s manager. It would devalue the meeting
and would cause extra stress on the Producer. However, managers may attend in
the role of reviewers.

Checklists should be in existence.
A major means of assessing a product’s quality is through the Product Description
which defines the composition, format and quality criteria of a product. Should
this not be available, a checklist of the standard criteria for this type of product
should be available. Without one or other of these, the reviewers will be left with
no guidance as to what the acceptable quality is.

The Chairman should not act as a reviewer.
It is difficult to both chair the review meeting and review the product involved.
ideally the Chairman should be there just to run the meeting.

Non-attendance of a reviewer.
If a reviewer cannot attend the meeting, the Chairman can decide either to accept
an Error List from that reviewer and arrange for its points to be discussed at the
meeting, or replace the reviewer. If the number of non-attendees is such as to
undermine the effectiveness of the review, either because of the lack of people to
form discussions, or because of the lack of key skills, it may be necessary to postpone
the review meeting. Where reviewers are not prepared for the review or have not
submitted Error Lists, it may be appropriate to postpone the review if it is felt that
the review might be ineffective.

For inter-project products, there should be cross-project representation at Quality
Reviews.

The suggested Scribe role can be taken by the Producer, especially in an informal
Quality Review.

24 Project filing techniques

This is a suggested filing system to be used by the project.

There are three major types of file in PRINCE:

* Management
* Specialist
* Quality.



It is a project decision whether to include the management and quality products
within the Configuration Management Method. Even if they are not, a project filing
system will be needed.

24.1    Management files

These comprise:

* a Project file
* a Stage file for each Stage.

24.1.1 The Project file

This has the following sections:

Organisation The project organisation chart and signed job definitions

Plans The Project Plans. These should include any versions developed, not only
the one approved as part of the Project Initiation Document. The various
components of each version should be kept (such as Product Breakdown
Structures, Product Flow Diagrams) with clear identification of their date,
version number and reasoning, such as change of assumptions, scope,
stage results or resource availability

The Project Plan should be updated at least at the end of each stage
Business Case Versions of the Business Case, updated at each stage end or when

Exception Plans are created

Risk Log Updated details of all identified risks, their status and countermeasures

Control Copies of Project Initiation and Closure documents

24.1.2     Stage files

These have more sections than the Project file.

Organisation Stage organisation, details of team members. These should reflect all 
work assignments, achievements and the Project Manager or Team 

Leader’s assessment of work performance

Plans Copies of Stage Plans, Team Plans and Exception Plans, updated as
available

Control Copies of Work Package Authorisations, Checkpoint Reports, Highlight
Reports, Exception Reports, End Stage Assessment plus any Mid Stage
Assessments held

Daily Log A diary of events, problems, questions, answers, informal discussions with
Project Board members and actions for the Stage

Correspondence Copies of management correspondence or other papers
associated with

the Stage

24.2    The Specialist file(s)

This contains all the Configuration Items of the project, and is the centre of the
Configuration Management activity referred to in the Appendix B – Configuration
Management.

There will be a log with identification details of every Configuration Item and a
reference to its physical location. This method should also cater for sensitive



Configuration Items which must be filed separately.

If an Off-Specification is raised about a Configuration Item, a copy of the Off-
Specification
form is filed with the Configuration Item in this section of the filing.

24.2.1    Specialist correspondence

There may also be a need to create this section of the Specialist file, where
correspondence or external documents cannot be specifically related to one
Configuration Item. The section should have its own log of entries, showing cross-
references to the Configuration Items concerned.

24.2.2    The Quality file
The objective of a Quality file is to permit an audit at any time of the quality work
being done and to confirm adherence to quality standards. There is one Quality file
which runs through the whole Project and is not divided into stages. It has three
major divisions, Product Descriptions, Quality Checks and Project Issues.

Product Descriptions

The master copy of all Product Descriptions. There should be a Product Description
for every major product in the project.

Quality Checks

It is useful to head this section with a log giving a number to each check, the type of
check or test (e.g. Quality Review), the product and date. This is a quick reference to
see or show how many checks have been held in a particular stage and a guide to
where the appropriate documentation can be found.

The sub-division of the quality section will depend on the type(s) of check or test
being made. The filing for Quality Reviews, for example, should have separate
sections for:

* Invitations
* Result notifications
* Action lists.

Project Issues

This should have a log, the Issue Log, at the front to facilitate sequential numbering
and to record the status and allocation. The subject of Project Issues is covered fully
in Chapter 22 – Change Control approach.

INFORMATION

Further information

The following groups of publications provide information that is useful to those
implementing or considering implementing PRINCE.

CCTA publications

Details of CCTA publications may be obtained from the CCTA Library, Rosebery
Court, St Andrews Business Park, Norwich, Telephone (01603) 704930 or the CCTA
Information Centre at the above address, Telephone (01603) 704704.

A CCTA home page is accessible on the world wide web, at
http: / / www.open.gov.uk /ccta/cctahome. htm. CCTA’S publications catalogue may be
accessed from this page, or directly at http: / / www.open.gov.uk /ccta /pubcat/



cctapubc.htm. CCTA also hosts the PRINCE home page, at http: / / www.open.gov.uk/
ccta /prince /prince.htm.

Programme and Project Management Library

An Introduction to Programme Management
ISBN: O 11330611 3

A Guide to Programme Management
ISBN: O 11330600 8

Programme Management Case Studies (Volumes I and 2)
ISBN: O 11330666 0
ISBN: O 11330677 6

Management of Risk Library

An Introduction to the Management of Risk
ISBN: O 11330648 2

Management of Programme Risk
ISBN: O 11330672 5

Management of Project Risk
ISBN: O 11330636 9

An Introduction to Managing Project Risk
ISBN: O 11330671 7

Management of Risk Case Studies – Volume 1
ISBN: O 11330667 9

Management of Risk Case Studies – Volume 2
ISBN: O 11330681 4

Managing Risk to the IS Strategy
ISBN: O 11330680 6

IT Infrastructure Library

An introduction to Business Continuity Management
ISBN: O 11330669 5

A Guide to Business Continuity Management
ISBN: O 11330675 X

Other CCTA publications

Post Implementation Review: reviewing IS/IT Projects and Business Change
ISBN: O 94668376 X

Achieving Benefits from Business Change
ISBN: O 113308418

Standards

BS 4335:1987 – Glossary of terms used in project network techniques
IS0 8402:1994 – Quality management and quality assurance vocabulary
IS0 9000–1: 1994 – Quality management and quality assurance standards

Part 1: Guidelines for selection and use
IS0 9000–2: 1993 – Quality management and quality assurance standards



Part 2: Generic guidelines for the application of 1S0 9001, 1S09002
and 1S0 9003

IS0 9004: 1994 – Guide to quality management and quality system elements
IS0 10007 – Quality management – Guidelines for configuration management
IS0 10006 – Quality management – Guidelines to quality in project management
ISO/TC176/SC2/WG8 N123 – A guide to quality management in project

management
BSI QMS 32 – A guide to project management
BS 6079 – Guide to project management

Special interest groups

Association of Project Managers Group Ltd
85 Oxford Road
High Wycombe
Buckinghamshire HP1l 2DX
Telephone (01494) 452450

International Standards Examination Board (lSEB)
Mansfield Mews
London WIM 9FJ
Telephone (0171) 637 2040

Stichting Exin
Postbus 19147
3501 DC Utrecht
Netherlands
Telephone (0) 30 2344 11

The PRINCE User Group Ltd
The PRINCE User Group Administration
c/o Phoenix Interface Technology Ltd
Forest House
Metro Business Centre
Toutley Road
Wokingham
Berks RG41 lQW
Tel: 01734 795640
Fax: 01734 795644

APPENDICES

A PRINCE Product outlines

This Appendix contains Product outline’s for the standard management and quality
products. They are outlines, rather than Product Descriptions, because they lack
some of the standard headings and content of a Product Description, such as format
and quality method. These may vary from project to project, so no attempt has been
made to define what a specific project will need.

A.1    Acceptance Criteria

A.1.1 Purpose

A definition in measurable terms of what must be done for the final product to be
acceptable to the Customer and staff who will be affected.

A.1.2 Composition



This will vary according to the type of final product. The list below contains
suggestions for criteria.

* target dates
* major functions
* appearance
* personnel level required to use/operate the product
* performance levels
* capacity
* accuracy
* availability
* reliability (mean /maximum time to repair, mean time between failures)
* development cost
* running costs
* security
* ease of use
* timings.

A.1.3      Derivation

* Project Brief
* Senior User
* either provided by programme management or developed during Starting up
  a project (SU).

A.1.4     Quality Criteria

* All criteria are measurable
* Each criterion is individually realistic
* The criteria as a group are realistic, e.g. high quality,  early delivery and low
   cost may not go together.

A.2    Business Case

A.2.1    Purpose

To document the justification for the undertaking of a project based on the
estimated cost of development and the anticipated business benefits to be gained.

The Business Case is used to say why the forecast effort and time will be worth the
expenditure. The on-going viability of the project will be monitored by the Project
Board against the Business Case.

A.2.2 Composition

* reasons
* benefits
* cost and timescale
* Investment Appraisal.

A.2.3     Derivation

Information for the Business Case is derived from:

* Project Mandate/Project Brief (reasons)



* Project Plan (costs)
* the Customer.

The existence of a provisional Business Case is checked during Starting up a Project
(SU). If the Project Mandate does not contain a Business Case, this would be
created. The Business Case is finalised during Initiating a Project (IP).

A.2.4     Quality criteria

* can the benefits be justified?
* do the cost and timescale match those in the Project Plan?
* are the reasons for the project consistent with corporate or programme
  strategy?

A.3    Checkpoint Report

A.3.1    Purpose

To report at a frequency defined in the Stage Plan the status of work for each
member of a team.

A.3.2     Composition

* date held
* period covered
* follow-ups from previous reports
* activities during the period
* Products completed during the period
* quality work carried out during the period
* actual or potential problems or deviations from plan
* work planned for the next period
* Products to be completed during the next period.

A.3.3     Derivation

* verbal reports from team members
* Stage or Team Plan
* previous Checkpoint
* Checkpoints are held as part of Executing a Work Package (MP2).

A.3.4    Quality criteria

* every item in the Stage or Team Plan for that period covered
* every team member working to an agreed schedule
* every team member’s work covered
* includes an update on any unresolved problems from the previous report.

A.4     End Project Report

A.4.1     Purpose

The report is the Project Manager’s report to the Project Board ( which may pass it on to
corporate or programme management) on how well the project has performed against
its Project initiation Document, including the original planned cost, schedule and
tolerances, the revised Business Case and final version of the project Plan.

A.4.2     Composition



* achievement of the project’s objectives
* performance against the planned target time and cost
* the effect on the original Project Plan and Business Case of any changes
  which were approved
* final statistics on change issues received during the project.
* the total impact of approved changes
* statistics for all quality work carried out.
* Post implementation Review date and plan.

A.4.3     Derivation

* Updated Project Plan
* Project Initiation Document
* Issue Log
* End Project Report is produced during Closing a Project (CP).

A.4.4     Quality criteria

* does the report describe the impact of the approved changes on the Project
  Initiation Document?
* does the report cover all the benefits which can be assessed at this time?
* does the quality work done during the project meet the quality expectations
  of the customer?

A.5     End Stage Report

A.5.1    Purpose

The purpose of the End Stage Report is 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 to decide what
action to take with the project; approve the next stage, ask for a revised next Stage
Plan, amend the project scope, or stop the project.

A.5.2    Composition

* Current Stage Plan with all the actuals
* Project Plan outlook
* Business Case review
* Risk review
* Project Issue situation
* Quality statistics
* Project Manager’s report on any events which affected stage performance.

A,5.3     Derivation

Information for the report is obtained from:

* the Stage Plan and actuals
*  the next Stage Plan (if appropriate)
* the updated Project Plan
* the Risk Log
* the embryo Lessons Learned Report
* data from the Quality Log
* completed Work Package data.

The End Stage Report is an output from Managing Stage Boundaries (SB).



A.5.4    Quality criteria

* does it clearly show stage performance against the plan?
* were any abnormal situations described, together with their impact?
* do any appointed project assurance roles disagree with the report?

A.6     Exception Report

A.6.1    Purpose

An Exception Report is produced when costs and/or timescales for an approved
Stage Plan are forecast to exceed the tolerance levels set. It is sent by the Project
Manager in order to appraise the Project Board of the adverse situation.

An Exception Report will normally result in the Project Board asking the Project
Manager to produce an Exception Plan.

A.6.2    Composition

* a description of the cause of the deviation from the Stage Plan
* consequences of the deviation
* the available options
* the effect of each option on the Business Case, risks, project and stage
  tolerances
* the Project Manager’s recommendations.

A.6.3     Derivation

The information for an Exception Report may come from:

* Current Stage Plan and actuals
* Issue Log
* Risk Log
* Checkpoints
* Project Board advice of an external event which affects the project.

An Exception Report is output from Escalating Project Issues (CS8).

A.6.4     Quality criteria

* the current Stage Plan must accurately show the status of budget and
  schedule
* the reason(s) for the deviation must be stated
* the Exception Plan must have both technical and resource plans.

A.7     Highlight Report

A.7.1     Purpose

To provide the Project Board 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.

A.7.2     Composition

* date
* period covered



* budget status
* schedule status
* Products completed during the period
* actual or potential problems
* Products to be completed during the next period
* Project Issue status
* budget and schedule impact of the changes.

A.7.3   Derivation

Information for the Highlight Reports is derived from:

* Checkpoints
* Issue Log
* Stage Plan
* Risk Log.

Highlight Reports are output from Reporting Highlights (CS6).

A.7.4    Quality criteria

* accurate reflection of Checkpoint information
* accurate summary of the Issue Log
* accurate summary of Plan status
* highlights any potential problem areas.

A.8     Issue Log

A.8.1     Purpose

The purpose of the Issue Log is to:

* allocate a unique number to each Project Issue
* record the type of Project Issue
* be a summary of the Project Issues, their analysis and status.

A.8.2     Composition

* Project Issue number
* Project Issue type (Issue, Request For Change, Off-Specification)
* Author
* Date identified
* Date of last update
* Description
* Status.

A.8.3     Derivation

Issues may be raised by anyone associated with the project at any time.

A.8.4     Quality criteria

* Does the status indicate whether action has been taken?
* Are the Project Issues uniquely identified, including to which product they
  refer?
* Is access to the Issue Log controlled?
* Is the Issue Log kept in a safe place?



A.9     Lessons Learned Report

A.9.1    Purpose

The purpose of the Lessons Learned Report is to pass on any lessons which can be
usefully applied to other projects.

The data in the report should be used by a corporate group, such as quality
assurance, who are responsible for the Quality Management System, in order to
refine, change, improve the standards. Statistics on how much effort was needed for
products can help improve future estimating.

A.9.2    Composition

What management and quality processes:

* went well
* went badly
* were lacking.

A description of any abnormal events causing deviations.

An assessment of technical methods and tools used.

An analysis of Project Issues and their results.

Recommendations for future enhancement or modification of the project
management method.

Useful measurements on how much effort was required to create the various
products.

Statistics on how effective Quality Reviews and other tests were in error trapping
(e.g. how many errors were found after products had passed a Quality Review or
test).

A.9.3     Derivation

Information for the report is derived from:

* observation and experience of the processes
* Quality Log
* completed Work Packages
* Stage Plans with actuals.

The Lessons Learned Report is updated at the end of each stage as part of Reporting
Stage End (SB5) and completed in Evaluating a Project (CP3).

A.9.4    Quality criteria

* Every management control has been examined
* Input to the report is being done, minimally, at the end of each stage
* Every specialist technique is included
* Statistics of the success of Quality Reviews and other types of test used are
  included
* Details of the effort taken for each product are given.

A.10    Off-Specification



A.10.1    Purpose

To document any situation where a product is failing, or is forecast to fail, to meet
its specification.

A.10.2     Composition

* Date
* Issue Log number
* Class
* Status
* Description of the fault
* Impact of the fault
* Priority assessment
* Decision
* Allocation details, if applicable
* Date allocated
* Date completed.

A.10.3    Derivation

Can be raised by anyone associated with the project at any time. It would be
gathered in as part of Capturing Project Issues (CS3). The Project Manager may also
decide that a Project Issue is an Off-Specification during Examining Project Issues
(CS4).

A.10.4    Quality criteria

* Logged in the Issue Log
* Accurate description of the problem.

A.11     Post Implementation Review

A.11.1     Purpose

The purpose of the Post Implementation Review is to find out:

* whether the expected benefits of the product have been realised
* if the product has caused any problems in use.
Each expected benefit is assessed for the level of its achievement so far, or any
additional time needed for the benefit to materialise.

Use of the product may have brought unexpected side effects, beneficial or adverse.
These are documented with explanations of why these were not foreseen.

Recommendations are made to realise or improve benefits, or counter problems.

A.11.2     Composition

* Achievement of expected benefits
* Unexpected benefits
* Unexpected problems
* User reaction
* Follow-on work recommendations.

A.11.3 Derivation

The expected benefits should have been defined in the Project Brief and expanded
in the Project Initiation Document.



General comments should be obtained about how the Users feel about the product.
The type of observation will depend on the type of product produced by the project,
but examples might be its ease of use, performance, reliability, contribution it makes
to their work, and suitability for the work environment.

The Post Implementation Review is planned as part of identifying Follow-on Actions
(CP2), but the product itself is produced after the project has finished.

A.11.4     Quality criteria

Covers all benefits mentioned in the Project Brief and Business Case.

Describes each achievement in a tangible, measurable form.

Makes recommendations in any case where a benefit is not being fully met, a
problem has been identified, or a potential extra benefit could be obtained.

Is conducted as soon as the benefits and problems can be measured.

A.12     Product Checklist

A.12.1     Purpose

To list the products to be produced within a Stage Plan, together with key status
dates.

Used by the Project Board to monitor progress.

A.12.2     Composition

Plan identification.

Product names (and reference numbers if appropriate).

Planned and actual dates for:

* draft ready
* quality check
* approval.

A.12.3     Derivation

Extracted from the Stage Plan. Produced as an output from Completing a Plan (PL7).

A.12.4     Quality criteria

Do the details and dates match those in the Stage Plan?

A.13      Project Brief

A.13.1    Purpose

To provide a full and firm foundation for the initiation of the project.

The contents are extended and refined into the Project Initiation Document which is
the working document for managing and directing the project.

The Project Brief is a key document in its own right. It is the basis of the Project



Initiation Document, which gives the direction and scope of the project and forms
the ‘contract’ between the Project Management Team and corporate or programme
management. Any significant change to the material contained in the Project Brief
will thus need to be referred to corporate or programme management.

A.13.2     Composition

The following is a suggested list of contents which should be tailored to the
requirements and environment of each project.

* Project Definition, explaining what the project needs to achieve. It will
  contain:
  - background
  - project objectives
  - project scope
  - outline project deliverables and /or desired outcomes
  - any exclusions
  - constraints
  - interfaces

* Outline Business Case
  - description of how this project supports business strategy, plans or
  - programmes
  - reason for selection of this solution
* Customer’s Quality Expectations
* Acceptance Criteria
* Any known risks.

If earlier work has been done, the Project Brief may refer to the document(s)
containing useful information, such as:

* Outline Project Plan

rather than include copies of them.
A.13.3     Derivation

It is developed from the Project Mandate supplied at the start of the project,
produced by Starting up a Project (SU), and accepted via Authorising Initiation (DP1).

If the project is part of a programme, the programme should provide the Project
Brief. In such circumstances it will not have to be derived from a Project Mandate.

If no Project Mandate is provided, the Project Manager has to generate the Project
Brief from scratch in discussions with the Customer and Users.

A.13.4    Quality criteria

* Does it accurately reflect the Project Mandate?
* Does it form a firm basis on which to initiate a project (Initiating a Project
  (IP))?
* Does it indicate how the Customer will assess the acceptability of the
  finished product(s)?

A.14     Project Initiation Document

A.14.1     Purpose

To define the project, to form the basis for its management and the assessment of
overall success.

There are two primary uses of the document:



* to ensure that the project has a sound basis before asking the Project Board
  to make any major commitment to the project
* to act as a base document against which the Project Board and Project
  Manager can assess progress, change management issues, and on-going
  viability questions.

A.14.2     Composition

The following are the base elements of information needed to correctly direct and
manage a project. They cover the following fundamental questions about the
project:

* what a project is aiming to achieve
* why it is important to achieve it
* who is going to be involved in managing the process and what are their
  responsibilities
* how and when it is all going to happen.

The information will be held in various ways and the following contents should not
be read as a list of contents for one document, but should rather be seen as the
information needed in order to make the initiation decisions.

* Background, explaining the context of the project, and how we have arrived
  at the current position of requiring a project.
* Project Definition, explaining what the project needs to achieve. Under this
  heading may be:
  - project objectives
  - defined method of approach
  - project deliverables and/or desired outcomes
  - project scope
  - constraints
  - exclusions
  - interfaces

* Assumptions

* Initial Business Case, explaining why the project is being undertaken

* Project Organisation Structure, explaining who will be on the Project
Management Team

* Project Quality Plan
(See the separate Project Quality Plan Product outline)

* Initial Project Plan, explaining how and when the activities of the project
  will occur (for details of the Project Plan content see the separate Product
  outline. )
* Project Controls, laying down how control is to be exercised within the
  project, and the reporting and monitoring mechanisms which will support
this

* Exception process

* Initial Risk Log, documenting the results of the risk analysis and risk
  management activities

* Contingency Plans, explaining how it is intended to deal with the
  consequences of any risks which materialise



* Project Filing Structure, laying down how the various elements of
  information and deliverables produced by the project are to be filed and
  retrieved.

A.14.3 Derivation

* Supplier’s project management standards
* Customer’s specified control requirements
* Much of the information should come from the Project Mandate, enhanced
  in the Project Brief. The Project Initiation Document will be completed
  during the Initiation Stage. Parts of it, such as the Project Plan and Business
  Case, may be updated and refined by each pass through Managing Stage
  Boundaries (SB) and will finally be archived as part of Closing a Project (CP).

A.14.4 Quality criteria

* Does the document correctly represent the project?
* Does it show a viable, achievable project which is in line with corporate
  strategy, or overall programme needs?
* Is the project organisation structure complete, with names and titles?
* Have all the roles been considered?
* Does it clearly show a control, reporting and direction regime which is
  implementable, and appropriate to the scale, business risk and business
  importance of the project?
* Is the project organisation structure backed up by agreed and signed job
  definitions?
* Are the relationships and lines of authority clear?
* Does the project organisation structure need to say to whom the Project
  Board reports?
* Do the controls cover the needs of the Project Board, Project Manager and
  Team Leaders?
* Do the controls satisfy any delegated assurance requirements?
* Is it clear who will administer each control?

A.15    Project Issue

A.15.1    Purpose

A generic term for any matter which has to be brought to the attention of the
project, and requires an answer. After receiving a unique reference number, Project
Issues are evaluated in terms of impact on the product, effort and cost. The Project
Manager may make a decision on what action to take, or the Project Issue may be
referred to the Project Board. A Project Issue may be a:

* Request For Change
* Off-Specification
* Question
* Statement of concern.
A.15.2    Composition

* Author
* Date
* Issue number
* Description of
* Priority
* the Issue
* Impact analysis
* Decision
* Signature of decision maker(s)
* Date of decision.



A.15.3     Derivation

Anyone may submit a Project Issue. Typical sources are Users and specialists
working on the project. Capturing Project Issues (CS3) deals with collating Project
Issues. They are then examined during Examining Project Issues (CS4).

A.15.4     Quality Criteria

* Is the problem/requirement clear?
* Have all the implications been thought out?
* Has the Project Issue been correctly logged?

A.16    Project Mandate

A.16.1    Purpose

The information in the mandate is used to trigger Starting up a Project. It should
contain sufficient information to identify at least the prospective Executive of the
Project Board and indicate the subject matter of the project.

It will be used to create the Project Brief.

A.16.2     Composition

The actual composition of a Project Mandate will vary according to the type and
size of project and also the environment in which the mandate is generated. The
project may be a completely new piece of work which has just arisen, it maybe the
outcome of an earlier investigation or it may be part of a larger programme.

The following list contains suggested contents, and should be tailored to suit the
specific project.

* Authority responsible
* Background
* Project objectives
* Scope
* Constraints
* Interfaces
* Quality expectations
* Outline Business Case (reasons)
* Reference to any associated documents or products
* An indication of who are to be the project Executive and Project Manager
* The customer(s), user(s) and any other known interested parties.

If the mandate is based on earlier work, there may be other useful information, such
as an estimate of the project size and duration, a view of the risks faced by the
project.

A.16.3     Derivation

A Project Mandate may come from anywhere, but it should come from a level of
management which can authorise the cost and resource usage. It is input to Starting
up a Project (SU).

A.16.4     Quality Criteria

* Is the level of authority commensurate with the anticipated size, risk and
  cost of the project?
* Is there sufficient detail to allow the appointment of an appropriate
  Executive and Project Manager?
* Are all the known interested parties identified?



* Does the mandate describe what is required?

A.17     Project Plan

A.17.1    Purpose

A mandatory plan which provides a statement of how and when a project’s
objectives are to be achieved, by showing the major products, activities and
resources required on the project.

It provides the Business Case with planned project costs, and 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 and cost stage by stage.

4.17.2     Composition

This product forms part of the Project Initiation Document and will contain the
following.

* Plan description, giving a brief description of what the plan covers
* Project pre-requisites, containing any fundamental aspects which must be in
  place at the start of the project, and which must remain in place for the
  project to succeed
* External dependencies
* Planning assumptions
* Project Plan, covering:
  - project level Gantt or bar chart with identified management stages
  - project level Product Breakdown Structure
  - project level Product Flow Diagrams
  - project level Product Descriptions
  - project level activity network
  - project financial budget
  - project level table of resource requirements
  - requested/assigned specific resources.

4.17.3    Derivation

* Refined from the outline Project Plan in the Project Brief during Planning a
  Project (IP2).
* Modified during Updating a Project Plan (SB2).

A.17.4     Quality criteria

* Is the plan achievable?
* Does it support the rest of the Project Initiation Document?

A.18    Project Quality Plan

A.18.1    Purpose

The Project Quality Plan is part of the Project Initiation Document.

The purpose is to define how the Supplier intends to deliver products which meet



the Customer’s quality expectations and the Supplier’s quality standards.

A.18.2     Composition

* quality responsibilities
* reference to any standards which need to be met
* key product quality criteria
* the quality control and audit processes to be applied to project management
* quality control and audit process requirements for specialist work
* change management procedures
* configuration management plan (see the Configuration Management chapter
  for explanation of the term)
* Any tools to be used to ensure quality.

A.18.3     Derivation

* Customer’s quality expectations
* Corporate or programme Quality Management System (QMS).
* It is produced as an output from Planning Quality (IP1).

A.18.4 Quality criteria

* Does the plan clearly define ways in which the Customer’s quality
  expectations will be met?
* Are the defined ways sufficient to achieve the required quality?
* Are responsibilities for quality defined up to a level which is independent of
  the project and Project Manager?
* Does the plan conform with the corporate Quality Policy?

A.19    Quality Log

A.19.1    Purpose

* to issue a unique reference for each quality check planned
* to act as a pointer to the quality check documentation for a product
* to act as a summary of the number and type of quality checks held.

The log summarises all the quality checks which are planned/have taken place, and
provides information for the End Stage and End Project Reports, as well as the
Lessons Learned Report.

A.19.2     Composition

For each entry in the log:

* Reference number
* Product
* Planned date
* Actual date
* Result
* Number of action items
* Target sign-off date
* Actual Sign-off date.

A.19.3     Derivation

The first entries are made when a quality check or test is entered on a Stage Plan.
The remaining information comes from the actual performance of the check. The
sign-off date is when all corrective action items have been signed off.



The blank Quality Log is created during Setting up Project Files (IP5).

A.19.4     Quality criteria

* Is there a procedure in place which will ensure that every quality check is
  entered on the log?
* Has responsibility for the log been allocated?

A.20     Request For Change

A.20.1     Purpose

To request a modification to a product or an acceptance criterion as currently
specified.

A.20.2     Composition

* Date
* Issue Log number
* Class
* Status
* Description of the proposed change
* Impact of the change
* Priority assessment
* Decision
* Allocation details, if applicable
* Date allocated
* Date completed.

A.20.3     Derivation

Anyone connected with the project. A Request For Change can be submitted as such
and gathered in by Capturing Project Issues (CS3), or a Project Issue can be defined
as
a Request For Change by the Project Manager as part of Examining Project Issues
(CS4).

A.20.4     Quality criteria

* source clearly identified
* logged in the Issue Log
* accurate description of the requested change
* benefit of making the change clearly expressed and, where possible, in
  measurable terms.

A.21     Risk Log

A.21.1     Purpose

The purpose of the Risk Log is to:

* allocate a unique number to each risk
* record the type of risk
* be a summary of the risks, their analysis and status.

A.21.2 Composition

* Risk number



* Risk type (business, project, stage)
* Author
* Date identified
* Date of last update
* Description
* Likelihood
* Severity
* Countermeasure(s)
* Status.

A.21.3    Derivation

Business risks may have been identified in the Project Brief and should be sought
during Project Initiation. There should be a check for any new business risks every
time the Risk Log is reviewed, minimally at each End Stage Assessment. The Project
Board has the responsibility to constantly check external events for business risks.

Project risks are sought during Project Initiation when the Project Plan is being
created. Some project risks may have been identified in work which led up to the
Project Mandate. Project risks should be reviewed every time the Risk Log is
reviewed, minimally at each End Stage Assessment.

Risks to a Stage Plan should be examined as part of the production of that plan.
They should be reviewed at each time of plan update.

The Risk Log is created during Preparing a Project Brief (SU4).

A.21.4    Quality criteria

* does the status indicate whether action has been taken or is in a contingency
  plan?
* are the risks uniquely identified, including to which project they refer?
* is access to the Risk Log controlled?
* is the Risk Log kept in a safe place?
* are activities to review the Risk Log in the Stage Plans?

A.22     Stage Plan

A.22.1     Purpose

* used as the basis for project management control throughout the stage
* identifies all the products which the stage must produce
* provides a statement of how and when a stage’s objectives are to be
  achieved, by showing the deliverables, activities and resources required
* identifies the stage’s control and reporting points and frequencies
* provides a baseline against which stage progress will be measured
* records the stage tolerances
* specifies the quality controls for the stage and identifies the resources
  needed for them.

A.22.2    Composition

This product will contain the following:

* Plan Description, covering:
  - a brief description of what the plan covers
  - a brief description of the planned approach

* Quality Plan
  - the quality control methods to be used
  - the resources to be used in each quality test or check



* Plan Pre-requisites
  containing any fundamental aspects which must be in place at the start of
  the stage, and which must remain in place for the plan to succeed

* External Dependencies

* Tolerances (time and budget)

* How will the plan be monitored and controlled?

* Reporting

* Planning Assumptions

* Graphical Plan, covering:
  - diagram showing identified resources, activities, start and end dates
    (usually a Gantt or Bar Chart)
  - Product Breakdown Structure
  - Product Flow Diagram
  - activity network
  - financial budget
  - table of resource requirements
  - Risk assessment.

* Product Descriptions for the major products.

A.22.3     Derivation

* refined from the Project Plan during Planning a Stage (SB1)
* based on resource availability
* updated during Assessing Progress (CS2)
* may be modified during Reviewing Stage Status (SB5) and Taking Corrective
  Action (CS7)
* an Exception Plan or any other detailed plan will have the same format as a
  Stage Plan.

A.22.4    Quality criteria

* is the plan achievable?
* do any Team Leaders involved in its operation believe that their portion is
  achievable?
* does it support the Project Plan?
* does it take into account any constraints of time, resources and budget?
* has it been taken down to the level of detail necessary to ensure that any
  deviations will be recognised in time to react appropriately? – e.g. within the
  stage tolerances, and within the activity ‘floats’
* has it been developed according to the planning standard?
* does the Stage Plan contain activities and resource effort to review the Issue
  Log?

A.23    Work Package

A.23.1    Purpose

A set of information about one or more required products collated by the Project
Manager to formally pass responsibility for work or delivery to a Team Leader or
team member.

A.23.2    Composition



This product will vary in content, and indeed in degree of formality, depending on
circumstances.

Where the work is being conducted by a team working directly under the Project
Manager, the Work Package may be a verbal instruction, although there are good
reasons for putting it in writing, such as avoidance of misunderstanding and
providing a link to performance assessment. Where the work is being carried out by
a Supplier under a contract and the Project Manager is part of the Customer
organisation, there is a need for a formal written instruction in line with standards
laid down in that contract.

Although the content may vary greatly according to the relationship between the
Project Manager and the recipient of the Work Package, it should cover:

* Product Description(s)
* Techniques /processes/procedures to be used
* Interfaces to be satisfied by the work
* Interfaces to be maintained during the work
* Quality checking arrangements
* Reporting requirements.

A.23.3    Derivation

There could be many Work Packages authorised during each stage. A Work Package
is created by the Project Manager from the Stage Plan. Authorising Work Package
(CSI) covers the issue of Work Packages. After the initial start of a stage subsequent
Work Packages will be triggered after Reviewing Stage Status (CS5). Changes to the
Stage Plan brought about when performing Taking Corrective Action (CS7) may also
trigger the authorisation of new Work Packages.

A.23.4 Quality Criteria

* is the required Work Package clearly defined and understood by the
  assigned resource?
* is there a Product Description for the required product(s) with clearly
  identified and acceptable Quality Criteria?
* does the Product Description match up with the other Work Package
  documentation?
* are standards for the work agreed?
* are the defined standards in line with those applied to similar products?
* have all necessary interfaces been defined?
* do the reporting arrangements include the provision for exception
  reporting?

A.24    Work Package Authorisation

A.24.1 Purpose

To formally pass responsibility for work or delivery to a Team Leader or team
member.

A Work Package Authorisation forms a ‘contract’ between the Project Manager and
the Team Leader or team member who receives it. It should include the Product
Description(s) in question.

A.24.2     Composition

This product will vary in form and content, and indeed in degree of formality,
depending on circumstances.

Where the work is being conducted by a team from the host organisation working



directly under the Project Manager, the Work Package Authorisation may be a
verbal instruction, although there are good reasons for putting it in writing, such as
avoidance of misunderstanding and providing a link to performance assessment.
Where the work is being carried out by a Supplier under a contract, there is a need
for a formal written instruction in line with standards laid down in that contract.

Although the content may vary greatly according to the relationship between the
Project Manager and the recipient of the Work Package Authorisation, it should
cover:

* Date
* Team or person authorised
* Work Package description
* Product Description(s)
* Stage Plan extract
* Joint agreement on effort, cost, start and end dates
* Techniques/processes/procedures to be used
* Interfaces to be satisfied by the work
* Interfaces to be maintained during the work
* Any other constraints to be observed
* Reporting arrangements
* Quality checking arrangements
* Reporting requirements.

There should be space on the authorisation to record acceptance of the return of the
completed Work Package. This can be enhanced to include an assessment of the
work and go towards performance appraisal.

A.24.3    Derivation

There will be many Work Packages authorised during each stage. This is covered by
Authorising Work Package (CSI). A Work Package Authorisation is created by the
Project Manager from the Stage Plan. After the initial start of a stage subsequent
Work Package Authorisations will be triggered after Reviewing stage Status (CS5).
Changes to the Stage Plan brought about when Taking Corrective Action (CS7) may
also trigger new Work Package Authorisations.

A.24.4     Quality criteria

* is the required Work Package clearly defined and understood by the
  assigned resource?
* is there agreement between the Project Manager and the recipient on exactly
  what is to be done?
* is there agreement on the constraints, including effort, cost and targets?
* is there a Product Description with clearly identified and acceptable quality
  criteria?
* does the Product Description match up with the other Work Package
  documentation?
* are standards for the work agreed?
* are the defined standards in line with those applied to similar products?
* are the dates and effort in line with those shown in the Stage Plan?
* have all necessary interfaces been defined?
* do the reporting arrangements include the provision for exception
  reporting?

B     Configuration Management

B.1    Choosing the Level of Product
An important part of Configuration Management is deciding the level at which
control is to be exercised – with top level configuration items broken down into
components which are themselves configuration items, and so on. To provide an



illustration, Figure 87 shows product A which consists of components Al, A2, A3
and A4. Each of these components can be broken down into smaller components. In
this example A3 is made up of A3.1, A3.2 and A3.3. Each of the components shown
is a configuration item, including the total product.

Product A can be said to be the ‘parent configuration item’ of component A3. The
sub-component A3.1 can be identified as a ‘child configuration item’ of component
A3.

Product A

A4

A3

A2

A1

Figure 87: Configuration Breakdown

Normally configuration items are defined down to the lowest level at which a
component can be independently installed, replaced or modified. Each project has
to decide on the level at which to stop breaking products down to further levels.
Apart from the example quoted at the beginning of this paragraph, other
considerations are cost and effort. The greater the levels of breakdown, the greater
the control, but also the greater the cost and effort.

B.2    Configuration Management and the Project
Support
         Office

Because the final deliverable will exist after the project has finished, Configuration
Management is usually carried out on an organisation-wide basis, the same
approach being used to look after both project and operational products. This is a
good reason for having Configuration Management in a Project Support Office,
providing the approach and expertise to all projects and operational products.

There may be a requirement for a project to fit in with existing approaches to
Configuration Management used by the Customer. Most end products from projects
will have a long, useful life, and will be modified many times during that life.
Configuration Management is essential to keep track of the changes. If the project
has been outsourced, the Configuration Management method used by the Supplier
and any sub-contractors should be compatible with that of the Customer (or
whichever group will look after the product in its operational life).



B.3    Configuration Management coverage

The Configuration Management approach should cover all specialist products. The
Project Manager decides whether the management and quality products should also
come within the scope of the Configuration Management approach.

If the decision is taken to exclude management products from the Configuration
Management approach, a means of document control will still need to be devised
for the management products, covering identification and version control.

A Configuration Management approach may be manual or automated, whichever is
available and most appropriate for the project.

No hard and fast rules about the amount and formality of Configuration
Management needed by a project can be laid down. It depends on the type and size
of the project and the project’s environment. But it is an issue which needs to be
faced at the outset of a project, and it will be needed to some extent.

Configuration Management is not optional. If more than one version of a product
has been created, then Configuration Management is being performed. It is just a
question of how well it is being done. All the functions described below are
necessary for successful projects. Without Configuration Management, managers
have little or no control over the products being produced.

B.3.1    Configuration Management functions

The four basic functions defined in the Components chapter on Configuration
Management  can be broken down into the following steps:

* identifying the individual products and product types of the final
  deliverables; these products are referred to as configuration items
* identifying those products which will be required in order to produce the
  configuration items
* establishing a coding system which will uniquely identify a configuration
  item
* identifying the ‘owner’ of a configuration item, the person to whom creation
  or amendment of that configuration item has been delegated
* recording, monitoring and reporting on the current status of each
  configuration item as it progresses through its own specific lifecycle
* filing all documentation produced during the development life of the
  configuration item
* retention of master copies of every completed configuration item
* provision of procedures to ensure the safety and security of the
  configuration items and to control access to them
* distribution of copies of all configuration items and recording of any copy
  holders
* maintenance of relationships between configuration items so that no
  configuration item is changed without being able to check for possible
  impact on its neighbours
* management of change to all configuration items, from receipt of Requests
  For Change or Off-Specifications, through assessment of the impact of
  proposed changes, release of a new version of the configuration items to be
  changed, to the eventual receipt of the amended versions
* ensuring that different versions of configuration items are uniquely
  identified and that only the correct version is used in a given circumstance
* establishment of baselines
* performance of Configuration Audits. Normally the project assurance
  function is responsible for Configuration Audits.

Configuration items which are of interest to more than one project maybe held



centrally within a Configuration Management method which applies to all the
affected projects.

Items can only be created, amended or deleted through submission of an approved
Project Issue to the Configuration Librarian.

B.4     Baselines

A baseline is a complete and consistent set of configuration items which forms a
fixed reference point in the development of the final product. The most obvious
baseline is the final product to be handed over at the end of the project.

It is normal to establish intermediate baselines to provide a firm, agreed foundation
for later work, preferably at natural break points in the development. The baseline
document is a list of all configuration items which make up that release or baseline,
showing each item’s version number and date when the product was ‘frozen’.

B.4.1    Individual Product Baseline

An individual product is said to be ‘baselined’ the moment when the product
passes to the Configuration Library after approval by the Customer or the Project
Board. This changes its status and ‘freezes’ the content. The configuration item can
now be used as a firm basis for the development of any later product.

If the configuration item itself is to be changed at a later date, the baselined version
is not changed. A new version number is allocated, a copy of the configuration item
is issued bearing this new version number and the issue noted in the Configuration
Management method’s records.

When this amended version is finished and has been approved, it is passed into the
library and a new baseline established. The old baselined version is never
discarded. The Configuration Management method must always permit the
recreation of any version of the released deliverable.

B.5     Configuration Management Plan

This plan forms part of the Project Initiation Document. It consists of:

* an explanation of the purpose of Configuration Management
* a description of (or reference to) the Configuration Management approach to
  be used
* highlighting any variance from corporate or organisational standards
  together with a justification for the variance (for example, the decision might
  be to use the Supplier’s Configuration Management method)
* reference to any other Configuration Management systems with which links
  will be necessary
* identification of the Configuration Librarian
* identification of the products or classes of product which will be
  configuration items
* a plan of what libraries, files and other locations will be used to hold
  configuration items
* confirmation that the relevant project and stage files have been set up.

C     PRINCE and 1S0 9001:1994

ISO 9001 is the international standard for quality systems, issued under the
authority of the International Organisation for Standardisation (1S0). It applies to
quality assurance in design/development, production, installation and servicing.

There are equivalent British and European quality standards which are currently
identical in wording to the international standard, although this may change in the
future. The equivalence is:



International British European

IS0 9001 BS EN ISO 9001 EN ISO 9001

ISO 9002 BS EN ISO 9002 EN ISO 9002

IS0 9003 BS EN ISO 9003 EN ISO 9003

Quality applies to two areas of production, the product itself and the processes
which give rise to the product. The international standards vocabulary (IS0 8402)
defines quality as:

‘The totality of features and characteristics of a product or service
which bear on its ability to satisfy stated or implied needs’

Widely used informal interpretations of this definition are:

* quality of a product is its suitability for the purpose for which it is intended.
  Products include both services and tangible items
* quality of a process is its ability to deliver its products in a trouble-free way.

The quality standard IS0 9001 can be used by a company when:

* setting up a quality assurance function
* examining the quality assurance system of a Supplier.

PRINCE is not and was not designed to be a comprehensive quality system.
However, three of its constituents contribute to a significant part of such a system.
These are:

* quality controls which are clearly defined technical and management
  procedures
* product-based planning and the Product Descriptions which define the
  product quality criteria
* the PRINCE organisation.

IS0 9001 prescribes what should be done within a quality system, but does not say
how it should be done. For a quality system to conform to IS0 9001, it must satisfy
each of the twenty clauses and associated sub-clauses of the standard relevant to
the environment in which the quality system operates. This Appendix looks at the
requirements of the quality standard. Each part of IS0 9001 is briefly defined,
followed by how PRINCE can contribute to meeting each requirement. The
requirements are presented with the same numbering system and in the order in
which they appear in IS0 9001.

C.1     Management Responsibility (4.1)

C.1.1    Quality Policy

Requirement

The Supplier’s management with executive responsibility shall define and
document its policy with respect to quality.

PRINCE approach

The corporate or programme quality policy should include the use of PRINCE as
the standard project management method.

C.1.2    Organisation



Responsibility and authority

Requirement

The responsibility, authority and interrelation of all personnel who manage,
perform and verify work affecting quality must be defined and documented.
Particularly, personnel who need the organisational freedom and authority to:

* initiate action to prevent product, process and quality system non-conformity
* identify and record product, process and quality system problems
* initiate, recommend or provide solutions
* verify the implementation of solutions
* control further processing, delivery or installation of a non-conforming
  product until the satisfactory condition has been corrected.

PRINCE approach

This would normally be a responsibility of a quality assurance function which sits
above all projects.

Within a project this requirement is fully satisfied. The Organisation roles contain
responsibilities/authority for quality. Part of Start-up is the allocation of these roles
to individuals.

The Quality Review technique clearly defines the responsibilities listed above for a
quality check of an individual product.

Resources

Requirement

The Supplier shall identify resource requirements and provide adequate resources
including the assignment of trained personnel for management, performance or
work and verification activities, including quality audits.

PRINCE approach

Within the context of projects, the verification aspect of this requirement is
addressed. The PRINCE Stage Quality Plan contains details of each quality check,
who will attend and perform which role.

Any specific responsibilities within a project for corrective actions would be defined
in the job descriptions.

Management representative

Requirement

The Supplier shall appoint a management representative who shall ensure that the
requirements of the standard are implemented and maintained.

PRINCE approach

This is intended for a higher level than individual project control. Within a project
this responsibility can be allocated within one of the Project Board roles.

Management Review

Requirement

There should be a regular review of the Quality System to ensure its continuing
suitability and effectiveness.



PRINCE approach

The update of the Lessons Learned Report throughout the project goes some way to
meeting the requirement of a regular review, but it should really be a corporate-wide
quality assurance function to fully meet the requirement.

The logging and filing of quality checking documentation provides the records for
Customer inspection. The assurance responsibilities of the Project Board can be
tailored to ensure that any review of the quality records is allocated to one or more
Customer representatives.

C.2    Quality System (4.2)

C.2.1    Requirement

The Supplier shall establish and maintain a documented Quality System as a means
of ensuring that products conform to specified requirements. This shall include:

* the preparation of documented Quality System procedures
* the effective implementation of the quality system and its documented
  procedures
* documented quality planning activities.

A supplier should be able to demonstrate compliance with the Quality System.

C.2.2    PRINCE approach

This requirement is not addressed in full. PRINCE presents a framework of
procedures and a model organisation structure which enforces adherence to
procedures. The adoption, therefore, of PRINCE contributes a major part of the
Quality System.

As part of the quality organisation there may be a separate, independent quality
assurance function which oversees implementation of the Quality System by
projects.

The Project Initiation Document contains the Project Quality Plan of the project. The
Project Mandate and Project Brief look for a statement of the customer’s quality
expectations.

The project organisation defines the quality responsibilities. In particular, the
Project Board roles contain responsibilities for assurance. A Project Board may wish
to delegate certain of their assurance responsibilities to a permanent quality
assurance group when the roles are being converted into job descriptions.

Inclusion of quality activities in Stage Plans demonstrates that procedures are being
followed. Planning steps recommend that the assurance functions are involved in
identifying quality checks and participants at stage planning time. This allows
demonstration of compliance with the Quality System.

The Quality Review output demonstrates that services conform to specification.
The Quality Log and filing of the quality check documents provides an audit trail of
the quality work carried out, again demonstrating compliance.

C.3    Contract Review (4.3)

C.3.1    Requirement



The Supplier shall establish and maintain documented procedures for contract
review. Each tender, order or contract shall be reviewed by the supplier to ensure
that:

* the requirements are adequately defined and documented
* any differences between the contract or order requirements and those in the
  tender are resolved
* the Supplier is capable of meeting the contract or order requirements.

A procedure for control of amendments to contract should be defined and
documented and records of contract reviews should be maintained.

C.3.2     PRINCE approach

This requirement is partially satisfied. Where there is no formal contract, the
acceptance of the Project Initiation Document by the Project Board is a confirmation
of the Supplier’s ability to carry out the Customer’s requirements.

The monitoring and review of changing requirements is controlled in PRINCE by
the Project Issue procedure. In the case of exceptions or deviations, the Project
Board has the authority to either commit further resources to maintain the
Supplier’s ability to deliver or reduce the scope of the project. The involvement of
the Senior User and anyone to whom any of that role’s assurance responsibilities
are delegated ensures liaison with the purchaser’s (Customer ‘s) organisation.

C.4     Design Control (4.4)

C.4.1    General

Requirement

The Supplier shall establish and maintain documented procedures to control and
verify the design of the product in order to ensure that the specified requirements
are met.

PRINCE approach

All the requirements of this clause are satisfied or addressed in the following sub-
paragraphs.

C.4.2    Design and development planning

Requirement

The Supplier shall prepare plans for each design and development activity that
define responsibility for their implementation. These activities shall be assigned to
qualified personnel with adequate resources. Plans shall be updated as the design
evolves.

PRINCE approach

This requirement is mostly satisfied. PRINCE defines the management organisation
and responsibilities in the Project Initiation Document.

Each Work Package authorised by the Project Manager identifies the responsibility
for that work. Each Stage and Team Plan identifies the responsibility for each
activity.

The Stage or Team Plans show the assignment of personnel to activities. They also
specify the necessary equipment and facilities.



PRINCE procedures and role descriptions would require addition to embrace
relevant staff qualifications.

The updating of plans is carried out on a regular basis in the process Controlling a
Stage (CS) and also occurs during Managing stage Boundaries (SB).

C.4.3    Organisational and technical interfaces

Requirement

Organisational and technical interfaces between different groups which input into
the design process shall be defined and the necessary information documented,
transmitted and regularly reviewed.

PRINCE approach

This requirement is fully satisfied. The interfaces between groups and the job
descriptions for the various PRINCE roles are defined and documented in the
Project Initiation Document.

The interfaces are reviewed at the following meetings:

* Project Initiation
* Stage Assessments
* Project Closure.

C.4.4    Design input

Requirement

Design input requirements relating to the product, including applicable statutory
and regulatory requirements, shall be identified, documented and reviewed by the
Supplier for adequacy. Incomplete, ambiguous or conflicting requirements shall be
resolved with those responsible for imposing these requirements.

PRINCE approach

This requirement is fully satisfied. The Product Description for design input
requirements would state its content, form and quality criteria. Any problems
would be raised at its Quality Review which representatives of the Customer and
Supplier would attend. Any changes to the design requirements document would
be controlled under change control and Configuration Management.

C.4.5    Design output

Requirement

Design output shall be documented and expressed in terms that can be verified and
validated against input requirements. Design output shall:

* meet the design input requirements
* contain or make reference to acceptance criteria
* identify those characteristics of the design which are crucial to the safe and
  proper functioning of the product.

PRINCE approach

This requirement is partially satisfied.

Quality criteria within Product Descriptions allow the:



* definition of the need for products to conform to legislative requirements
  and meet the design requirements
* inclusion of acceptance criteria to meet the above list.

C.4.6     Design Review

Requirement

At appropriate stages of design, formal documented reviews of the design results
shall be planned and conducted.  Records of the reviews shall be maintained.

PRINCE approach

The requirement is satisfied. The Quality Review technique allows the assembly of
the appropriate personnel to carry out a formal review to check that the design
output meets the requirements and to document the findings.

C.4.7     Design verification

Requirement

At appropriate stages of design, verification shall be performed to ensure that the
output meets the design stage input requirement by means of appropriate control
measures.

PRINCE approach

This requirement is satisfied as part of the Quality Review procedures; unless the
design passes its quality check, it is not accepted under configuration control.

C.4.8    Design validation

Requirement

Design validation shall be performed to ensure that products conform to defined
user needs and/or requirements. It follows successful design verification and is
normally performed under defined operating conditions.

PRINCE approach

This requirement is fully satisfied. The assurance responsibilities of the Senior User
ensure that the validation requirements for products are defined and met. In Project
Closure the Project Manager has to provide confirmation of the acceptance of the
product by the User with evidence of successful validation.

C.4.9     Design changes

Requirement

All design changes and notifications shall be identified, documented, reviewed and
approved by authorised personnel before their implementation.

PRINCE approach

This requirement is fully satisfied. The Project Issue and Configuration
Management procedures ensure that all the design documents are subject to change
control, and thus any changes are subject to review and approval.



C.5     Document and Data Control (4.5)

C.5.1     Requirement

The Supplier shall establish and maintain procedures to control all documents and
data which relate to the requirements of IS0 9001. The documents and data shall be
reviewed and approved for adequacy by authorised personnel prior to issue. The
current revision status of documents shall be established to preclude the use of
invalid and/or obsolete documents. Versions of documents are to be available
where needed and obsolete copies promptly withdrawn. Changes to documents
shall be reviewed by the same functions which performed the original review and
approval, unless specifically designated otherwise.

C.5.2     PRINCE approach

This requirement is fully satisfied by product control within the project. The Project
Issue technique covers the review of any changes, but product control or
Configuration Management procedures are required to fully handle the issue of
copies and withdrawal of obsolete ones.

A Configuration Management method is needed to fully meet this quality
requirement. Because there are so many automated and manual implementations of
Configuration Management, this is regarded as being outside the scope of the
project management method. The Configuration Management method to be used is
defined in the Project Initiation Document.

C.6     Purchasing (4.6)

C.6.1    Requirement

The Supplier shall establish and maintain documented procedures to ensure that
purchased products conform to specified requirements.

C.6.2    PRINCE approach

Product Descriptions would include the quality criteria for purchased products, just
as they would for internal products. Purchased products would be required to pass
the same quality inspections as internal products. The checking requirements would
be part of the Work Package Authorisation.

This would also be a prime target for whoever carries out the assurance
responsibilities defined for the Senior Supplier.

C.7    Control of Customer-Supplied Product (4.7)

C.7.1    Requirement

The Supplier shall establish and maintain documented procedures for the control of
verification, storage and maintenance of purchaser-supplied products.

C.7.2     PRINCE Approach

Only the verification part of this requirement is addressed.

Design reviews and testing requirements for Customer-supplied products are
defined as part of the Work Package Authorisation.



C.8     Product Identification and Traceability (4.8)

C.8.1     Requirement

Where appropriate, the Supplier shall establish and maintain documented
procedures for identifying the product by suitable means from receipt and during
all stages of production, delivery and installation. Where traceability is specified,
there should be documented procedures to enable the identification of individual
products or batches.

C.8.2    PRINCE approach

This requirement is fully satisfied through:

* Product Breakdown Structures, Product Flow Diagrams and Product
  Descriptions which state the types of product to be produced, how they are
  derived and how they may be identified
* Configuration Management procedures which identify individual items and
  their relationship with other items
* change control procedures which ensure that any changes to requirements
  are properly authorised and reflected throughout all relevant products.

C.9     Process control (4.9)

C.9.1    Requirement

The Supplier shall identify and plan the production, installation and servicing
processes which directly affect quality and shall ensure that these processes are
carried out under controlled conditions. Controlled conditions shall include:

* documented procedures
* use of suitable maintained equipment and compliance with standards, etc.
* monitoring and control of process and product characteristics
* the approval of processes and equipment
* stipulating the criteria for workmanship.

C.9.2     PRINCE approach

Within a PRINCE project this requirement is partially satisfied. Product
Descriptions must include:

* references to procedures, standards or working practices, i.e. documented
  work instructions, and to special processes
* quality criteria, i.e. criteria for workmanship.

C.10     Inspection and Testing (4.10)

C.10.1    General

Requirement

The supplier shall establish and maintain documented procedures for inspection
and testing activities in order to verify that the specified requirements for the
product are met

PRINCE approach

The requirements of this clause are addressed in the following sub-paragraphs.



C.10.2    Receiving inspection and testing

Requirement

The Supplier shall ensure that an incoming product is not used or processed until it
has been inspected or otherwise verified as conforming to specified requirements.
In case of urgency, the product may be used without such inspection, provided that
it has been positively identified in case it needs to be recalled and replaced.

PRINCE approach

Where a product is being received as part of a PRINCE project, then this
requirement is satisfied. When the need for the incoming product has been
identified, a Product Description is written which must specify the verification and
testing required.

C.10. 3     In-process inspection and testing

Requirement

The Supplier shall:

* inspect, test and identify products as required by the quality plan and/or
  documented procedures
* hold products until the required inspection and tests have been completed.

PRINCE approach

This requirement is fully satisfied. Required tests, inspections and associated
procedures are specified with the Product Descriptions. The quality plan is
incorporated into the Stage and Team Plans.

PRINCE recommends the Quality Review as one mechanism for checking test
results. The objective of a Quality Review is to establish conformance to
requirements, the results being recorded in the Follow-up Action List and Result
Notification.

Non-conforming products are identified:

* through outstanding errors following a Quality Review
* as Off-Specifications by the Project Issue procedure.

C.10.4     Final inspection and testing

Requirement

The supplier shall carry out all final inspection and testing in accordance with the
quality plan and/or documented procedures. The quality plan and/or documented
procedures shall require that all specified reviews and tests are carried out, that the
results meet specified requirements and that the associated data and documentation
is available and authorised, before the product is released to a Customer.

PRINCE approach

This requirement is partially satisfied.

The documented procedures and techniques of PRINCE, the Project Quality Plan
and the Stage Quality Plans fully meet the requirement for final testing, including
Customer acceptance testing. The quality records provide evidence that all checks
have been carried out as specified in the quality plans.



C.11     Control of Inspection, Measuring and Test
Equipment
            (4.11)

C.11.1     Requirement

The Supplier shall control, establish and maintain documented procedures to
calibrate and maintain inspection, measuring and test equipment.

C.11.2     PRINCE approach

This requirement is not addressed, being very specific to each project.

C.12    Inspection and Test Status (4.12)

C.12.1     Requirement

The inspection and test status of a product shall be identified by suitable means
which indicate its conformance or non-conformance with regard to inspections and
tests performed. The identification of inspection and test status shall be maintained
throughout production and installation.

C.12.2     PRINCE approach

This requirement is fully satisfied.

The Quality Log shows the inspection status of products. Product status is also
maintained by Configuration Management.

C.13     Control of Non-conforming Product (4.13)

C.13.1    Requirement

The Supplier shall establish and maintain documented procedures to ensure that
products not conforming to specified requirements are prevented from unintended
use or installation. Controls shall provide for the identification, review and
disposition of non-conforming products and for those concerned to be notified.

C.13.2     PRINCE approach

This requirement is fully satisfied.

Non-conforming products are managed under the Project Issue procedure as Off-
Specifications.  The decision is documented as part of the procedure, ensuring that:

* the product is identified
* the problem is evaluated
* a properly authorised decision on disposition is made
* all relevant parties are notified.

In Configuration Management, the configuration status account traces products
which are affected by non-conformance.

C.14     Corrective and Preventive Action (4.14)



C.14.1    Requirement

The Supplier shall establish and maintain documented procedures for implementing
corrective and preventive action including:

* effective handling of customer complaints
* investigating the cause of non-conformities relating to products and quality
  systems
* determining the corrective action needed, and ensuring it is taken
* analysing processes, work operations, concessions, quality records, service
  reports and Customer complaints to try to prevent future non-conformities
* initiating preventive action and applying controls to ensure it is effective,
  including a management review
* implementing and recording any changes needed to documented
  procedures.

C.14.2     PRINCE approach

This requirement is partially addressed.

The Lessons Learned Report is gradually built up through the stages, looking at
procedures which are working badly as well as those which are working well.
Where possible, corrective actions are built into future Stage Plans and procedures.
When the final Lessons Learned Report is presented to the Project Board at Project
Closure, it is passed on to any central quality assurance function which is
empowered to take global corrective action.

C.15    Handling, Storage, Packaging and Delivery
(4.15)

C.15.1    Requirement

The Supplier shall establish and maintain documented procedures for the handling,
storage, packaging and delivery of products.

C.15.2     PRINCE approach

This requirement is only partially addressed. If a Configuration Management
Method is in use, this will define procedures for the storage, reproduction and
delivery of products.

C.16     Quality Records (4.16)

C.16.1    Requirement

The Supplier shall establish and maintain documented procedures for the
identification, collection, indexing, filing, storage, maintenance and disposition of
quality records.

Quality records shall be maintained to demonstrate conformance to specified
requirements and the effective operation of the Quality System.

All quality records must be legible, must easily be retrievable and stored in such a
way as to prevent deterioration or loss.  Retention times should be stated, and
where required, the records should be made available to the Customer.



C.16.2     PRINCE approach

The retention of quality checking documentation plus the maintenance of a Quality
Log fulfil this requirement.

The feedback of progress information from the Teams provides a channel for
obtaining the necessary information. According to the type of project there may be a
need for other types of quality checking. PRINCE does not attempt to define these,
but its planning and control structure gives a platform on which extra types of
check can be built. These can be compared to the feedback and audit trail from
Quality Reviews to ensure that they provide the same information. The basic need
is to document any checks and keep this documentation.

The Lessons Learned Report is a vehicle to record whether the Quality System was
effective or not.

C.17     Internal Quality Audits (4.17)

C.17.1     Requirement

The Supplier shall establish and maintain documented procedures for planning and
implementing internal quality audits to verify whether quality activities and
related results comply with planned arrangements and to determine the
effectiveness of the Quality System.

C.17.2     PRINCE approach

This requirement is not directly addressed, but PRINCE does contain the necessary
structure for it.

Internal audit responsibilities in line with this requirement can be allocated to
personnel as part of the organisation structure. Such a role can monitor the quality
checks in use in the project to verify:

* that they are being used as planned
* whether they are effective or not.

C.18    Training (4.18)

C.18.1     Requirement

The Supplier shall establish and maintain documented procedures for the
identification of training needs and provide for the training of all personnel
performing activities affecting quality. Appropriate records shall be maintained.

C.18.2    PRINCE approach

This requirement is not addressed.

The PRINCE framework of role descriptions, its requirement for job descriptions
and the detailed Product Descriptions do, however, assist the Supplier in
identifying training needs.

C.19     Servicing (4.19)

C.19.1    Requirement

Where servicing is a specified requirement, the Supplier shall establish and



maintain documented procedures for performing, verifying and reporting that
servicing meets the specified requirements.

C.19.2     PRINCE approach

As this activity comes within service delivery, it is not directly addressed by
PRINCE, which assumes a finite project life.

C.20     Statistical Techniques (4.20)

C.20.1    Requirement

The Supplier shall identify the need for statistical techniques for establishing,
controlling and verifying the acceptability of process capability and product
characteristics, and shall establish and maintain documented procedures to
implement and control their application.

C.20.2     PRINCE approach

This  requirement is not directly addressed, but data suitable for statistical analysis
is produced in the Lessons Learned Report.

The option to tune and use assurance roles can assist in the monitoring and
inspection requirements.

D      Project Management Team roles

D.1     Project Board

The Project Board is appointed by corporate or programme management to provide
overall direction and management of the project. The Project Board is accountable for
the success of the project, and has responsibility and authority for the project within
the remit (the Project Mandate) set by corporate or programme management.

The Project Board is the project’s ‘voice’ to the outside world and is responsible for
any publicity or other dissemination of information about the project.

D.1.1    Specific responsibilities

The Project Board approves all major plans and authorises any major deviation from
agreed stage plans. It is the authority which signs off the completion of each stage as
well as authorises the start of the next stage. It ensures that required resources are
committed and arbitrates on any conflicts within the project or negotiates a solution
to any problems between the project and external bodies. In addition, it approves the
appointment and responsibilities of the Project Manager and any delegation of its
project assurance responsibilities.

The Project Board has the following responsibilities. It is a general list and will need
tailoring for a specific project.

At the beginning of the project:

* assurance that the Project Initiation Document complies with relevant
  Customer standards and policies, plus any associated contract with the
  Supplier
* agreement with the Project Manager on that person’s responsibilities and
  objectives
* confirmation with corporate or programme management of project
  tolerances



* specification of external constraints on the project such as quality assurance
  approval of an accurate and satisfactory Project Initiation Document
* delegation of any project assurance roles
* commitment of project resources required by the next Stage Plan.

As the project progresses:

* provision of overall guidance and direction to the project, ensuring it
  remains within any specified constraints
* review of each completed stage and approval of progress to the next
* review and approval of Stage Plans and any Exception Plans
* ‘ownership’ of one or more of the identified project risks as allocated at plan
  approval time, i.e. the responsibility to monitor the risk and advise the Project
  Manager of any change in its status and to take action, if appropriate, to
  ameliorate the risk
* approval of changes
* compliance with corporate or programme management directives.

At the end of the project:

* assurance that all products have been delivered satisfactorily
* assurance that all Acceptance Criteria have been met
* approval of the End Project Report
* approval of the Lessons Learned Report and the passage of this to the
  appropriate standards group to ensure action
* decisions on the recommendations for follow-on actions and the passage of
  these to the appropriate authorities
* arrangements, where appropriate, for a Post Implementation Review
* project closure notification to corporate or programme management.

The Project Board owns Directing a Project (DP).

The Project Board is ultimately responsible for assurance that the project remains on
course to deliver the desired outcome of the required quality to meet the Business
Case defined in the Project Initiation Document. According to the size, complexity
and risk of the project, the Project Board may decide to delegate some of this project
assurance responsibility. Later in this Appendix project assurance is defined in more
detail.

One Project Board responsibility which should receive careful consideration is that
of approving and funding changes. The chapter on Change Control should be read
before finalising this responsibility of approving and funding changes.

Responsibilities of specific members of the Project Board are described in the
respective sections below.

D.2     Executive

The Executive is ultimately responsible for the project, supported by the Senior User
and Senior Supplier. The Executive has to ensure that the project is value for money,
ensuring a cost-conscious approach to the project, balancing the demands of business,
User and Supplier.

Throughout the project the Executive ‘owns’ the Business Case.

D.2.1    Specific responsibilities

* Ensure that a tolerance is set for the project in the Project Brief
* authorise Customer expenditure and set stage tolerances
* approve the End Project Report and Lessons Learned Report
* brief corporate or programme management about project progress
* organise and chair Project Board Meetings



* recommend future action on the project to corporate or programme
  management if the project tolerance is exceeded
* approve the sending of the notification of project closure to corporate or
  programme management.

The Executive is responsible for overall business assurance of the project, i.e. that it
remains on target to deliver products which will achieve the expected business
benefits, and the project will complete within its agreed tolerances for budget and
schedule. Business assurance covers:

* validation and monitoring of the Business Case against external events and
  against project progress
* keeping the project in line with Customer strategies
* monitoring project finance on behalf of the Customer
* monitoring the business risks to ensure that these are kept under control
* monitoring any Supplier and contractor payments
* monitoring changes to the Project Plan to see if there is any impact on the
  needs of the business or the project Business Case
* assessing the impact of potential changes on the Business Case and Project
  Plan
* constraining User and Supplier excesses
* informing the project 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)
* monitoring stage and project progress against the agreed tolerances.

If the project warrants it, the Executive may delegate some responsibility for the
above business assurance functions.

D.3    Senior User

The Senior User is responsible for the specification of the needs of all those who will
use the final product(s), User liaison with the project team and for monitoring that
the solution will meet those needs within the constraints of the Business Case.

The role represents the interests of all those who will use the final product(s) of the
project, those for whom the product will achieve an objective, or those who will use
the product 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.

D.3.1     Specific responsibilities

* Ensure the desired outcome of the project is specified
* make sure that progress towards the outcome required by the Users remains
  consistent from the User perspective
* promote and maintain focus on the desired project outcome
* ensure that any User resources required for the project are made available
* approve Product Descriptions for those products which act as inputs or
  outputs (interim or final) from the Supplier function, or will affect them
  directly and that the products are signed off once completed
* prioritise and contribute User opinions on Project Board decisions on
  whether to implement recommendations on proposed changes
* resolve User requirements and priority conflicts
* provide the User view on recommended follow-up actions
* brief and advise User management on all matters concerning the project.

The assurance responsibilities of the Senior User are that:

* specification of the User’s needs is accurate, complete and unambiguous
* development of the solution at all stages is monitored to ensure that it will
  meet the User’s needs and is progressing towards that target



* impact of potential changes is evaluated from the User point of view
* risks to the Users are constantly monitored
* testing of the product at all stages has the appropriate User representation
* quality control procedures are used correctly to ensure products meet User
  requirements
* User liaison is functioning effectively.

Where the project’s size, complexity or importance warrants it, the Senior User may
delegate the responsibility and authority for some of the assurance responsibilities to
a User assurance role.

D.4     Senior Supplier

Represents the interests of those designing, developing, facilitating, procuring,
implementing, operating and maintaining the project products. The Senior Supplier
role must have the authority to commit or acquire Supplier resources required.

It should be noted that in some environments the Customer may share design
authority or have a major say in it.

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

D.4.1    Specific responsibilities

* Agree objectives for specialist activities
* make sure that progress towards the outcome remains consistent from the
  Supplier perspective
* promote and maintain focus on the desired project outcome from the point
  of view of Supplier management
* ensure that the Supplier resources required for the project are made
  available
* approve Product Descriptions for specialist products
* contribute Supplier opinions on Project Board decisions on whether to
  implement recommendations on proposed changes
* resolve Supplier requirements and priority conflicts
* arbitrate on, and ensure resolution of any specialist priority or resource
  conflicts
* brief non-technical management on specialist aspects of the project.

The Senior Supplier is responsible for the specialist integrity of the project. The
specialist assurance role responsibilities are to:

* advise on the selection of specialist strategy, design and methods
* ensure that any specialist and operating standards defined for the project are
  met and used to good effect
* monitor potential changes and their impact on the correctness, completeness
  and integrity of products against their Product Description from a specialist
  perspective
* monitor any risks in the specialist and production aspects of the project
* ensure quality control procedures are used correctly so that products adhere
  to specialist requirements.

If warranted, some of this assurance responsibility may be delegated to separate
specialist assurance personnel. Depending on the particular Customer/Supplier
environment of a project, the Customer may also wish to appoint people to specialist
assurance roles.

D.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 the board. In a



Customer/Supplier environment the Project Manager will normally come from the
Customer organisation, but there will be projects where the Project Manager comes
from the Supplier. A typical example would be an in-house project, where the
Customer and Supplier belong to the same organisation. In the latter case the
Customer may appoint a ‘Project Director’ or ‘Controller’ to be its day-to-day liaison
with the Project Manager.

The Project Manager’s prime responsibility is to ensure that the project produces the
required products, to the required standard of quality and within the specified
constraints of time and cost, The Project Manager is also responsible for the project
producing a result which is capable of achieving the benefits defined in the Business
Case.

D.5.1     Specific responsibilities

* Manage the production of the required products
* direct and motivate the project team
* plan and monitor the project
* agree any delegation and use of project assurance roles required by the
  Project Board
* produce the Project Initiation Document
* prepare Project, Stage and, if necessary, Exception Plans in conjunction with
  Team Leaders and appointed project assurance roles, and agree them with
  the Project Board
* manage business and project risks, including the development of
  contingency plans
* liaise with programme management if the project is part of a programme
* liaise with programme management or related projects to ensure that work
  is neither overlooked nor duplicated
* take responsibility for overall progress and use of resources, and initiate
  corrective action where necessary
* be responsible for change control and any required Configuration
  Management
* report to the Project Board through Highlight Reports and stage assessments
* liaise with the Project Board or its appointed project assurance roles to
  assure the overall direction and integrity of the project
* agree technical and quality strategy with appropriate members of the Project
  Board
* prepare the Lessons Learned Report
* prepare any Follow-on Action Recommendations required
* prepare the End Project Report
* identify and obtain any support and advice required for the management,
  planning and control of the project
* be responsible for project administration
* liaise with any Suppliers or account managers.

D.6    Team Manager

The use of this role is optional. The Project Manager may find that it is beneficial to
delegate the authority and responsibility for planning the creation of certain
products and managing a team of specialists to produce those products. There are
many reasons why it may be decided to employ this role. Some of 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 Team Manager’s prime responsibility is to ensure production of those products
defined by the Project Manager to an appropriate quality, in a timescale and at a
cost acceptable to the Project Board. The Team Manager reports to and takes direction
from the Project Manager.

The use of this role should be discussed by the Project Manager with the Project



Board and, if the role is required, planned at Project Initiation time.

D.6.1    Specific responsibilities

* Prepare plans for the team’s work and agree these with the Project Manager
* receive authorisation from the Project Manager to create products (Work
  Package)
* manage the team
* direct, motivate, plan and monitor the team work
* 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
* advise the Project Manager of any deviations from plan, recommend
  corrective action and help prepare any appropriate Exception Plans
* pass products which have been completed and approved in line with the
  agreed Work Package requirements back to the Project Manager
* ensure all Project Issues are properly reported to the person maintaining the
  Issue Log
* ensure the evaluation of Project Issues which arise within the team’s work
  and recommend action to the Project Manager
* liaise with any project assurance roles
* attend any stage assessments as directed by the Project Manager
* arrange and lead team checkpoints
* ensure that quality controls of the team’s work are planned and performed
  correctly
* maintain, or ensure the maintenance of team files
* identify and advise the Project Manager of any risks associated with a Work
  Package
* ensure that such risks are entered on the Risk Log
* manage specific risks as directed by the Project Manager.

D.7    Project Assurance

The Project Board members do not work full-time on the project, therefore they
place a great deal of reliance on the Project Manager. Although they receive regular
reports from the Project Manager, there may always be the questions at the back of
their minds, ‘Are things really going as well as we are being told?’, ‘Are any
problems being hidden from us?’, ‘Is the solution going to be what we want?’, ‘Are
we suddenly going to find that the project is over-budget or late?’ There are other
questions. The Supplier may have a quality assurance function charged with the
responsibility to check that all projects are adhering to the Quality System.

All of these points mean that there is a need in the project organisation for an
independent monitoring of all aspects of the project’s performance and products.
This is the project assurance function.

To cater for a small project, PRINCE starts by identifying these project assurance
functions as part of the role of each Project Board member. According to the needs
and desires of the Project Board, any of these assurance responsibilities can be
delegated, as long as the recipients are independent of the Project Manager and the
rest of the Project Management Team. Any appointed assurance jobs assure the
project on behalf of one or more members of the Project Board.

It is not mandatory that all assurance roles are delegated. Each of the assurance roles
which is delegated may be assigned to one individual or shared. The Project Board
decides when an assurance role needs to be delegated. It maybe for the entire project
or only part of it. The person or persons filling an assurance role may be changed
during the project at the request of the Project Board. Any use of assurance roles
needs to be planned at Initiation Stage, otherwise resource usage and costs for
assurance could easily get out of control.

There is no stipulation on how many assurance roles there must be. Each Project



Board role has assurance responsibilities. Again, each project should determine
what support, if any, each Project Board role needs to achieve this assurance.

For example, the Supplier’s work standards may be certificated under IS0 9001. A
requirement of the certification is that there will be some form of quality assurance
function which is required to monitor the Supplier’s work. Some of the Senior
Supplier’s assurance responsibilities may be delegated to this function. Note that
they would only be delegated. The Project Board member retains accountability.
Any delegation should be documented. The quality assurance could include
verification by an external party that the Project Board is performing its functions
correctly.

Assurance covers all interests of a project, including Business, User and Supplier.

Project assurance has to be independent of the Project Manager, therefore the Project
Board cannot delegate any of its assurance responsibilities to the Project Manager.

D.7.1     Specific responsibilities

The implementation of the assurance responsibilities needs to answer the question
‘What is to be assured?’ A list of possibilities would include:

* maintenance of thorough liaison throughout the project between the Supplier
  and the Customer
* User needs and expectations are being met or managed
* risks are being controlled
* adherence to the Business Case
* constant reassessment of the value-for-money solution
* fit with the overall programme or company strategy
* the right people being involved
* an acceptable solution is developed
* project remains viable
* the scope of the project is not ‘creeping up’ unnoticed
* focus on the business need is maintained
* internal and external communications are working
* applicable standards are being used
* any legislative constraints are being observed
* the needs of specialist interests, e.g. security, are being observed
* adherence to quality assurance standards.

It is not enough to believe that standards will be obeyed. It is not enough to ensure
that a project is well set up and justified at the outset. All the aspects listed above
need to be checked throughout the project as part of ensuring that it remains
consistent with and continues to meet a business need and that no change to the
external environment affects the validity of the project.

D.8     Project Support

The provision of any project support on a formal basis is optional. It is driven by the
needs of the individual project and Project Manager. Project support could be in the
form of advice on project management tools, guidance and administrative services
such as filing, and the collection of actuals, to one or more related projects. Where set
up as an official body, project support can act as a repository for lessons learned, and
a central source of expertise in specialist support tools.

One support function which must be considered is that of Configuration
Management. Depending on the project size and environment, there may be a need
to formalise this, and it quickly becomes a task with which the Project Manager
cannot cope without support. See the chapter on Configuration Management for
details of the work.



D.8.1     Specific responsibilities

The following is a suggested list of tasks:
Administration

* administer change control
* set up and maintain project files
* establish document control procedures
* compile, copy and distribute all project management products
* collect actuals data and forecasts
* update plans
* administer the Quality Review process
* administer Project Board meetings
* assist with the compilation of Reports.

Advice
* specialist knowledge (e.g. estimating, risk management)
* specialist tool expertise, e.g. planning and control tools, risk analysis
* specialist techniques
* standards.
ACCEPTANCE CRITERIA

A prioritized list of criteria which the final product(s) must meet before the Customer will
accept them.  They should be defined as part of the Project Brief and agreed between
Customer and Supplier no later than the Project Initiation Stage.  They should be in the
Project Initiation Document.

BASELINE

A snapshot; a position or situation which is recorded. Although the position may be
updated later, the baseline remains unchanged and available as a reminder of the
original state and as a comparison against the current position.

BUSINESS CASE

Information which describes the justification for setting up and continuing a PRINCE
project.  It provides the reasons (answers the question 'Why?') for the project.  It is
updated at key points throughout the project.

CHANGE AUTHORITY

A group to which the Project Board may delegate responsibility for the consideration of
Requests For Change.  The Change Authority is given a budget and can approve
changes within that budget.

CHANGE BUDGET

The money allocated to the Change Authority to be spent on authorized Requests For
Change.

CHANGE CONTROL

The procedure to ensure that the processing of all Project Issues is controlled, including
the
submission, analysis and decision-making.

CHECKPOINT

A team level, time-driven review of progress.

CHECKPOINT REPORT



A progress report of the information gathered at a Checkpoint meeting, which is given
by a team to the project manager, and provides reporting data as defined in the Project
Initiation Document.

CONCESSION

An Off-Specification which is accepted by the Project Board without corrective action.

CONFIGURATION MANAGEMENT

A discipline, normally supported by software tools, which gives management precise
control over its assets (e.g. the products of a project), covering identification, control,
status accounting and verification of the products.

CONTINGENCY PLAN

A plan which provides an outline of decisions and measures to be taken if defined
circumstances, outside the control of a PRINCE project, should occur.

CORPORATE BODY

Used to describe any company, government department, corporation or charitable body
which is involved in the project.  It can be a customer for the end results, supplier of
specialist skills or deliverables, assurance or auditing body.  The word is used to avoid
confusion particularly between the public and private sectors.

CUSTOMER

The person or group ;who commissioned the work and will benefit from the end results.

DELIVERABLE

An item which the project has to create as part of the requirements.  It may be part of
the final outcome or an intermediate element on which one or more subsequent
deliverables are dependent.  According to the type of project, another name for a
deliverable is 'product'.

END PROJECT REPORT

The review by the Project Board and Project manager of the End Stage Report to
decide whether to approve the next Stage Plan (unless the last stage has now been
completed).  According to the size and criticality of the project, the review may be
formal or informal.  The approval to proceed should be documented as an important
management product.

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.

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 REPORT

A report which describes an exception, provides an analysis and options for the way
forward and identifies a recommend option.  It is given by the Project Manager to the
Project Board.



EXECUTIVE

The chairman of the Project Board, representing the Customer.

FOLLOW-ON ACTION RECOMMENDATIONS

A report which can be used as input to the process of creating a Business Case/Project
Mandate for any follow-on instructions covering incomplete products or outstanding
issues.  It also sets out proposals for Post Implementation Review of the project's
products.

HIGHLIGHT REPORT

Report from the project Manager to the project Board on a time-driven frequency on
stage
progress.

ISSUE LOG

A log of all issues and change request raised during the project, showing details of each
issue, its evaluation, what decisions about it have been made and its current status.
LESSONS LEARNED REPORT

A report which describes the lessons learned in undertaking the project and which
includes
statistics from the quality control of the project's management products.  It is approved
by the
Project Board, then held centrally for the benefit of future projects.

OFF-SPECIFICATION

Something which 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
specification.

OUTCOME

The result of a project.  Useful term where the project result is not an easily definable
'product'.

POST IMPLEMENTATION REVIEW

One or more reviews held after project closure to determine if the expected benefits
have been obtained.

PRINCE

A method which supports some selected aspects of project management.  The acronym
stands for PROJECTS IN Controlled Environments.

PRINCE PROJECT

A project whose product(s) can be defined at its start sufficiently precisely as to be
measurable against pre-defined metrics and which is managed according to the
PRINCE method.

PROCESS

That which must be done to bring about a particular outcome, in terms of information to
be
gathered, decisions to be made and results which must be achieved.



PRODUCER

This role represents the creator(s) of a document which is the subject of a Quality
Review.
Typically it will be filled by the person who has produced the product, or who led the
team
responsible.

PRODUCT

Any input to or output from a project.  PRINCE distinguishes between management
products
(which are produced as part of the management of the project), specialist products
(which are
those products which make up the final deliverable) and quality products (which are
produced for or by the quality process).  A product may itself be a collection of other
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 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.

PROJECT

A temporary organisation which is created for the purpose of delivering one or more
business
products according to a specified business case.

PROJECT ASSURANCE

The Project Board's responsibilities to assure itself that the project is being conducted
correctly.

PROJECT BRIEF

A description of what the project is to do; a refined and extended version of the Project
Mandate, which has been agreed by the Project Board and which is input to Project
Initiation.

PROJECT CLOSURE NOTIFICATION

Advice from the Project Manager to inform the host location that the project resources
can be
disbanded and support services, such as space, equipment and access, demobilised.

PROJECT INITIATION DOCUMENT(PID)



A logical document whose purpose is to bring together the key information needed to
start the project on a sound basis; and to convey that information to all concerned with
the project.

PROJECT ISSUE

A term used to cover both general issues and change requests raised during the project.
Project Issues can be about anything to do with the project.  They cover questions,
suggestions, Requests For Change and Off-Specifications.

PROJECT MANAGEMENT

The planning, monitoring and control of all aspects of the project and the motivation of
all those involved in it to achieve the project objectives on time and to the specified
cost, quality and performance.

PROJECT MANAGEMENT TEAM

A term to represent the entire management structure of Project Board, Project manager,
plus any Team Leaders and project assurance roles.

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

Information created externally to the project, which forms the terms of reference and is
used to start up the PRINCE project.

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
Document. This is revised in later versions as information on actual progress appears.  It
is a major control document for the Project Board to measure actual progress against
expectations.

PROJECT QUALITY PLAN

The definition of key quality criteria and quality control and audit processes to be
applied to
project management and technical work in the PRINCE project.  It will be part of the
text in the Project Initiation Document.

PROJECT RECORDS

A collection of all approved management, specialist and quality products and other
material, which is necessary to provide and audible record of the project.
NB.  This does not include working files.

PROJECT START-UP NOTIFICATION

Advice to the host location that the project is about to start and requesting any required
project support services.

PROJECT SUPPORT OFFICE



A group set up to provide certain administrative services to many projects.

QUALITY

The totality of features and characteristics of a product or service which bear on its
ability to
satisfy stated and implied needs.

QUALITY MANAGEMENT SYSTEM

The complete set of quality standards, procedures and responsibilities for a site or
organisation.

QUALITY REVIEW

A Quality Review is an inspection with a specific structure, defined roles and procedure
designed to ensure a document's completeness and adherence to standards.  The
participants are drawn from those with an interest in the document and those with the
necessary skills to review its correctness.  An example of the checks made by a Quality
Review is 'does the document match the Quality Criteria in the Product Description?'

QUALITY SYSTEM

see Quality Management System

REQUEST FOR CHANGE

A means of proposing a modification to the current specification of the product
required.  It is
one type of Project Issue.

REVIEWER

A person asked to review a product which is the subject of a Quality Review.

RISK LOG

A document which provides identification, estimation, impact evaluation and
countermeasures for all
risks to the project.  It should be created during the start-up of the project and developed
during the life of the project.

SENIOR SUPPLIER

The Project Board role which provides knowledge and experience of the main
discipline(s) involved
in the production of the project's deliverable(s).

SENIOR USER

A member of the Project Board, accountable for ensuring that user needs are specified
correctly
and that the solution meets those needs.

STAGE

A division of the project for management purposes.  The Project Board approves the
project to
proceed one stage at a time.

SUPPLIER



Supplier is defined as the group or groups responsible for the supply of the project's
products.

TOLERANCE

The permissible deviation above and below a plan's estimate of time and cost without
escalating the
deviation to the next level of management. Separate tolerance figures should be given
for time and
cost.

USER(S)

The person or group who will use the final deliverable(s) of the project.

WORK PACKAGE

The set of information relevant to the creation of one or more products.  It will contain
the
Product Description(s), details of any constraints on production such as time and cost,
interfaces,
and confirmation of the agreement between the Project Manager and the person or
Team Leader who
is to implement the Work package that the work can be done within the constraints.

WORK PACKAGE AUTHORISATION

Authority from the Project manager to produce a defined Work Package.
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