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Introduction

• Daily timings

• Special dietary/prayer arrangements

• Personal introductions

– Experience in project management

– Expectations

 

 

The trainer will take careful note of what the delegates’ specific quality expectations are and address these 
during the course. 

Some delegates will have project management experience and others will have little.  The experienced 
delegates could also have skills in PMBOK or other methodologies which will demand a modified association to 
certain words like “initiation”. 

During introductions the trainer will consolidate the group’s input and make fundamental adjustments to the 
presentation style. 
 
 



 

3 
 

 

 

 

 

Portfolio Management 

 
 
 
 
 
 

 
At its simplest form one organisation would have a single portfolio containing one or more programmes that 
support the strategic vision and intent of the company. Each programme is then broken down into its 
constituent projects all of which will be undertaken in addition to the normal operations of the 
organisation.  Management of the relationships between the programmes, projects and Business as Usual 
(BAU), is normally the responsibility of a senior management team within the organisation concerned, who 
will be carrying out portfolio management. 
 
A programme is made up of a specific set of projects identified by an organisation that together will deliver 
some defined objective, or set of objectives, for that organisation. Programme Management considers the 
long term objectives of the organisation and must then establish a project framework to help attain these 
objectives and profit from the benefits through effective delivery of the projects within the programme. The 
organisation may set up a number of different structures within the programme with the strategic goals as 
the driving force. 
 
Project Management forms part of the organisation’s Change Management discipline. 
‘Business as Usual’ is a respected business ‘recipe’ for generating income and delivering profits. When bringing 
about improvements to Business as Usual, care should be taken to preserve business continuity. 

Projects are intended to bring about improved ways of running Business as Usual and should result in benefits, 
measurable where possible. 

The business skills required to best manage changes in an organisation can be divided into three levels of 
management.  Each level has its own focus.  The lower level (on the next slide) viz. Project Management, aims 
to deliver a final project product before being closed. 

The selection and management of all of an organisation’s projects, programmes 
and related business-as-usual activities taking into account resource constraints.   
A portfolio is a group of projects and programmes carried out under the 
sponsorship of an organisation.  
 
Portfolios can be managed at an organisational, programme or functional level.  
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Many changes in organisations are brought about by top management.  At a portfolio level of management, 
strategic objectives will be formulated.  Strategic goals will be interpreted and placed into programmes each 
with their own focus. 

A programme is a temporary flexible organisational structure created to coordinate, direct and oversee the 
implementation of a set of related projects and activities, in order to deliver outcomes and benefits related to 
the organisation’s strategic objectives. 

During programme initiation, 8 programme strategies are formulated. 

Four of these are used as input into the formulation of the 4 project approaches. 
There is an ongoing interaction between programmes and projects. 
Project benefit realisation is passed onto the Business Change Manager at a programme level upon completion 
of the project. 
 

 

 
A key responsibility of the programme manager is to ensure that benefits are realised as a result of the 
outputs from the projects being implemented within the business. 
 
At the end of each phase of the programme, the manager must make sure that the outputs are 
accepted by the business and a formal benefits realisation plan is in place.  The programme manager 
must make sure that the benefits realisation plan is developed before the outputs are delivered. 

A project is a temporary organisation that is created for the purpose of delivering one or more business 
products according to an agreed business case.  During the project, the senior user is responsible for ensuring 
that the benefits are realized. 

Programme management is the coordinated management of related projects, which 
may include related business-as-usual activities that together achieve a beneficial 
change of a strategic nature for an organisation. 
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The project Executive is appointed by the commissioning organisation – typically corporate or programme 
management. 

Where a project forms part of a programme, the Programme Manager has a vested interest in the progress of 
each project and how events in the projects can impact the programme. 
The programme will define the standards that the project will need to use when developing the Business Case.  
The project Business Case will be aggregated into the overall programme Business Case and is likely to be 
reduced in content. 

The Business Change Manager is responsible for the realization of benefits after the project is closed. He works 
closely with the project’s Senior User to achieve benefits during the project. 

Where there is sufficient justification, a project support office can be created to provide Project and Team 
managers with vital support services e.g. administrative and configuration management support. 

When support offices for Portfolio, Programmes and Projects are combined, this will result in the formation of 
a P3O® – a combined support office which can be in one or more locations. 
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What is it that we wish to control?

1. Costs

2. Timescales

3. Quality

4. Scope

5. Risk

6. Benefits

 

Throughout the project duration these are the six aspects of a project that require management.  Project 
Management provides best practice guidance on how to manage these six aspects. 

Even after the delivery of the Project product, the realization of benefits needs to be managed. 
The Benefits Management Approach is the management product that takes over from the Business Case 
when the project is closed.  The benefits in the business case are managed with the help of the Benefits 
Management Approach. 

Characteristics of a Project 

 Change: Projects are the means by which we introduce change 

 Temporary: Projects are temporary and, once complete, the business as usual resumes (in its new 

form) and the need for the project is removed 

 Cross-functional: Projects involve a team of people with different skills working together 

 Unique: Every project is unique in some way 

 Uncertainty: The characteristics already listed will introduce threats and opportunities over and 

above those we typically encounter in the course of business as usual. 
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Commercial customer/supplier environment 

We assume that there will be a customer who will specify the desired result and probably pay for the project, 
and a supplier who will provide the resources and skills to deliver that result.  If the relationship between the 
customer and supplier(s) is a commercial one, then additional considerations apply. The main consideration is 
to recognize that there are at least two sets of: 

 Reasons for undertaking the project 

 Management systems 

 Governance structures 

 Corporate cultures 

We are going to use as the basis of our discussions over the next two days, the PRINCE2® project management 
methodology, an English-developed methodology that is increasingly becoming the methodology of choice for 
many forward-thinking South African organisations and businesses. This method addresses project 
management with four integrated elements of principles, processes, themes and the tailoring of the project 
environment. 

 The Principles: These are the guiding obligations and good practices which determine whether the 
project is genuinely being managed thoroughly. 

 The Themes: These describe aspects of project management that must be addressed continually 
and in parallel throughout the project. 

 The Processes: These describe a chronological sequence through the project lifecycle, from getting 
started to project closure. 

 Tailoring the method to the project environment: This element addresses the need to tailor the 
theory to the specific context of the project.  Formal Project Management is not a “one-size-fits-
all” solution; it is a flexible framework that can readily be tailored to any type or size of project. 

It is quite amazing that the full workings of a methodology that has evolved over 30+ years can be summarised 
at this high level of composition. 
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PRINCE2® Element 1:

Principles

Tailored to
suit the Project

Environment

Focus
on

Products

Manage
by

Exception

Manage
by

Stages

Defined
Role and

Responsibilities

Continued 
Business 

Justification

Learn
from

Experience

 

 

The Principles are characterized as: 

• Universal 

• Self-validating 

• Empowering 
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Progress

Change

Quality

Risk

Plans

Organisation

Business Case

Themes

Element 2: • Desirable, viable, achievable
• Business justification

• Roles and responsibilities
• Stakeholder representation

• What’s required, 
where and how

• When and by whom

• Identification, 
assessment and control 
of uncertainty

• Establish common understanding 
of scope and quality criteria

• Ensure products meet business 
expectations

• Enable benefits to be achieved

• Identify, assess and control any 
potential and approved changes

• Monitor progress
• Control and report
• Take action

 

 

 

The themes describe aspects of project management that must be addressed continually. 
They receive attention at different points in the processes. 

All seven themes must be applied in a project but they should be tailored according to the scale, nature and 
complexity of the project concerned. 
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Important differences between the two types of stage:- 

Management stages equate to commitment of resources and authority to spend.  Stages should be shorter 
when there is greater risk or complexity.  They are agreed by the Project Board after receiving proposals from 
the Project Manager. 

Delivery steps are typified by the use of a particular set of specialist skills.  They are often initiated through 
Work Packages that could result in team plans being created. 

Management stages will often coincide with the production of significant products from technical stages. 

Management stages run in series and cannot overlap. 

Delivery steps can overlap or run in parallel. 

The minimum number of stages is 2. These are the Initiation stage (always Stage 1) and one or more delivery 
stages. The final stage would include the Closing a Project process. 

Starting up a Project is a pre-project process – not a stage. 
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TOLERANCE is an important concept that should be grasped early in the course: 

Tolerance is the permissible deviation above and below a plan’s target for time and cost without escalating the 
deviation to the next level of management.  There may also be tolerances agreed for quality, scope, benefit 
and risk.  Tolerance is applied at a project stage and work package level. 

An exception is a situation where it can be forecast that there will be a deviation beyond the agreed tolerance 
levels. 

Principle: A project has defined tolerances for each project objective to establish limits of delegated authority. 
If a stage or project is forecast to deviate beyond its agreed tolerances, it no longer has the approval of the 
Project Board. 

Project Assurance: The Project Board is responsible, via its Project Assurance role, for monitoring all aspects of 
the project performance and products INDEPENDENTLY of the Project Manager. 
Project Board members are accountable for the Project Assurance actions aligned to their area of interest, 
even if they delegate these to separate individuals. 

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

Three Project interests:  The business, user and supplier interests are represented on the Project Board.  At 
this senior level they are able to take joint “ownership” of the project and use their authority in their 
respective interest, to ensure project success.  Their characteristic of credibility should enable them to 
contribute to the board’s leadership activity. 
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In this simple process time line, the sequence of a straight-forward path through the processes can be 
followed: 

• The Project Mandate triggers the Starting up a Project (SU) process 

• The output of the SU process is considered in Directing a Project (DP) process where Initiation is 
authorized (using the Project Brief and Initiation Stage plan) 

• During Initiating a Project (IP) process the project initiation documentation (PID) is prepared 

• During the following Managing Stage Boundaries (MSB) process, the stage plan for the first delivery stage 
to follow project authorization is prepared 

• The two groups of products (viz. the PID and next stage plan) are presented to the project board in the DP 
process where the project is authorized 

• This authorisation releases stage control to the project manager who uses work packages (created in 
Controlling a Stage – CS) to have products created in the Managing Product Delivery (MP) process 

• At the end of each stage except the final delivery stage, the activities in the Managing a Stage Boundary 
process are performed and information forwarded to the DP process where stages are authorized 

• At the end of the final delivery stage, activities in Closing a Project (CP) process are performed before the 
board authorizes project closure in DP. 

Element 3: Processes 
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What is a Process?

Process Execution

Activities & Sub-
processes

Input
(Including 

Specifications)

Process Control

Process
Owner

Process
Goal

Quality Parameters,
Key  Performance

Indicators

Output
(Including 

Specifications)

Process Enablers

Resources Roles

 

Best Practice is a Process-Based approach for project management.  A Process is a structured set of activities 
designed to accomplish a specific objective.  It takes one or more defined inputs and turns them into defined 
outputs. 

A Process includes all of the roles, responsibilities, tools, metrics (measurements), and management controls 
required to reliably deliver the outputs. 

Typical input for a management process would be information or requests.  Typical output would be updated 
information and decisions or approvals. 
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Process – Starting up a Project

Pre-project process - ‘Do we have a viable and worthwhile project?’

Project Mandate

Previous Lessons 
Reports

Project Brief

Daily Log

Lessons Log

Stage Plan

Project Definition

Project mgt team 
structure

Outline 
Business Case

Project Product 
Description

Project Approach

 

Purpose:  The purpose of the Starting up a Project process is to ensure that the prerequisites for Initiating a 
Project are in place by answering the question: do we have a viable and worthwhile project? 
An important objective is to ensure that time is not wasted on initiation, unnecessarily.  SU ensures that 
initiation is based on sound assumptions regarding the project’s scope, timescales, acceptance criteria and 
constraints. 

Context: This process is triggered by a project mandate received from the corporate/programme organization.  
The Project Board must be provided with sufficient information to make the decision to initiate the project 
(this takes place in DP). The Project Brief is prepared for this purpose.  If not provided the project management 
team will be appointed during this process.  The preparation of the outline Business Case and the assembling 
of the Project Brief (which are parallel and iterative activities) require regular and frequent interaction and 
consultations between the Project Manager, the Project Board members and other stakeholders. 

Key products of this process are: 
• Project Brief (objective – sufficient information is available to define and confirm the scope of the project 

and that the various ways the project can be delivered are evaluated and a project approach selected) 
• Project Product Description (objective – to define the customer’s quality expectation and their 

acceptance criteria) 
• Outline Business Case (objective – there is a business justification for initiating the project) 
• Stage Plan for the initiation stage (objective – the work required for project initiation is planned and that 

individuals are appointed to undertake work) 
• Daily Log (objective – to capture information that cannot be placed in management products yet) 
• Lessons Log 
• Project Management Team structure (objective – all the necessary authorities exist for initiating the 

project) 
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Input: Project Mandate and Lessons Reports from related projects 

When Planning the Initiation Stage, the seven steps of planning are performed, viz. 

• Design the plan 

• Define and analyse the products 

• Identify activities and dependencies 

• Prepare estimates 

• Prepare the schedule 

• Analyse the risks 

• Document the plan 

The output from the Starting up a Project should provide the project board with sufficient information to 
decide whether it is worthwhile proceeding with project initiation. 
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Directing a Project

Authorise
Initiation

Authorise
The Project Authorise a 

Stage or 
Exception Plan

Give ad hoc 
Advice

Authorise 
Project 
Closure

 

Purpose:  The purpose of the Directing a Project process is to enable the Project Board to be accountable for 
the project’s success by making key decisions and exercise overall control while delegating day-to-day 
management of the project to the project manager. 

The objective of this process is to ensure that: 

 There is authority to initiate the project 

 There is authority to deliver the project’s products 

 Management direction and control are provided throughout the project’s life and that is remains 
viable 

 Corporate or programme management has an interface to the project 

 There is authority to close the project 

 Plans for realizing the post project benefits are managed and reviewed 

Context: The process starts on completion of the Starting up a Project process and is triggered by the request 
to initiate a project.  The Project Board manages by exception. It monitors via reports and controls through a 
small number of decision points. There should be no need for other ‘progress meetings’ for the Project Board.  
There needs to be a two-way flow of information between the Project Board and Corporate or Programme 
Management during the project.   
The Project Board should provide unified direction and guidance to the Project Manager.  The Project Board is 
responsible for assuring that there is continued business justification.  One of the functions of the Project 
Board is to provide informal advice and guidance to the Project Manager as well as formal direction. 



 

19 
 

 

 

 
 



 

20 
 

 

 

 

 

Purpose:  The purpose of the Initiating a Project process is to establish solid foundations for the project, 
enabling the organisation to understand the work that needs to be done to deliver the project’s products 
before committing to significant spend. 

The Objective of this process is to ensure that there is a common understanding of: 

 The reasons for doing the project, the benefits expected and the associated risks 

 The scope of what is to be done and the products to be delivered 

 How and when the project’s products will be delivered and at what cost 

 Who is to be involved in the project decision making 

 How the quality required will be achieved 

 How baselines will be estimated and controlled 

 How risks, issues and changes will be identified, assessed and controlled 

 How progress will be monitored and controlled 

 Who needs information, in what format, and at what time 

 How the corporate/ programme project management will be tailored to suit the project 

Context 

The input to the Initiating a Project process, will received the output of the Starting up a Project process after 
the project board has authorised initiation.  The Initiating a Project process allows the Project Board, via 
Directing a Project, to decide whether or not the project is sufficiently aligned with corporate or programme 
objectives to authorize its continuation. 
During the Initiating a Project process the Project Manager will be creating the suite of management products 
required for the level of control specified by the Project Board. 
Once the PID has been assembled, the activities of the Managing a Stage Boundary are performed before an 
end stage assessment is held in DP. 
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This comparative evaluation of the content of the four approaches highlights similarities and differences. 

Headings common to all include Introduction, Procedure, Tools and Techniques, Records, Reporting, Timing as 
well as Roles and Responsibilities. 

Additional specific headings for Risk, Change Control and Communication are required. 

The fundamental heading that characterizes each Approach document is the “Procedure” heading. 

The following summarizes the content of each of the procedure headings: 
 

Risk   Quality Change Control Communication 

Identify   Quality Planning Planning Stakeholder analysis 

Assess   Quality Control Identification   Identify interested parties 

Plan       Quality standards Control   Current relationships 

Implement       Templates & forms Status accounting   Desired relationships 

Communicate       Types of quality methods Verification & audit   Interfaces 

       Metrics employed Issues   Key messages 

    Quality assurance Capture Information needs 

       Board responsibilities Assess   From project 

       Compliance audits Propose   To project 

       Corp. / Prgrm. reviews Decide   Provider & recipient 

  Implement   Frequency 

   Means 

   Format 
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The term PID (Project Initiation Documentation) can be used as a group word comprising a collection of 
independent documents.  Any version of a project’s PID will be made up of various versions of independent 
documents, e.g. Version 3 of a project’s PID may have Business Case version 5 and Project Plan version 6.3 as 
components. 

Each of the first three Approach documents is used to provide input to the creation of the Communication 
Management Approach. 

The creation of the Project Plan is where much work is done.  Many people with different skills are involved in 
its preparation – it is a team effort using participative management. 

The PID is a collection of separate management products that collectively form the “master plan” for the 
project. 

The stage plan for the first stage to follow project authorisation, is prepared in the Managing Stage Boundaries 
process (SB).  This plan accompanies the PID and is part of the documentation tabled at the end stage 
assessment – to request authorisation of the project. 
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The content of the three documents displayed above reveals the position of important project information: 

 Project and Stage plans look alike – each assists in managing a different aspect of the project. 

 Where a Team plan is used, it would have a similar framework for holding team plan information. 

During the Managing a Stage Boundary, the Project Plan is updated with actuals from the current stage and 
the forecasts from the stage plan that is planned.  This requires a synchronisation of plans and the preparation 
of an End Stage Report. 
The Project Plan is one of the independent management products that are included in the Project Initiation 
Documentation (PID). 

In the diagram above, the contents of the PID can be grouped: 

• The first group of headings is derived from the Project Brief (expanded during Initiation) 

• The Outline Business Case (from the Brief) is enhanced to become the Detailed Business Case 

• The Approaches are included 

• The Project Plan is included 

• The Project Controls are included 

• Any tailoring of the method is inserted 

The single entry on the PID block represents the full content of the Project Plan (which is an independent 
management product). 
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Processes: Controlling a Stage

28

Stage Plan 
(current)

Work Package

Registers

Configuration 
Item Records

Lessons Log

Highlight Report 
(current)

Exception 
Report

Daily Log

Issue Report

Keep focussed and up-to-date

Project Initiation 
Documentation

Product 
Descriptions

Team Plan(s)

Work Package(s)

Checkpoint 
Reports

Registers

Configuration 
Item Records

Product Status 
Account

Lessons Log

Daily Log

Highlight Report 
(previous)

Issue Report

Stage Plan

New Issues/Risks

Corrective action

 

Purpose:  The purpose of this process is to assign work to be done, monitor such work, deal with issues, report 
progress to the Project Board, and take corrective actions to ensure that the stage remains within tolerance. 

Objective: 

 Attention is focused on delivery of the stage’s products 

 Risks and issues are kept under control 

 The Business Case is kept under review 

 The agreed products for the stage are delivered to stated quality standards, within cost, effort and 
time agreed, and ultimately in support of achievement of the defined benefits 

 The Project Management Team is focused on delivery within the tolerances laid down. 

Context:  The Controlling a Stage (CS) process describes the work of the Project Manager in handling the day-
to-day management of the stage.  Towards the end of each stage, except the final one, the activities within the 
Managing a Stage Boundary process will occur. 
The CS process is normally first used after the Project Board authorizes the project  
Work Packages are used to define and control the work to be done, and also to set tolerances for the Team 
Manager(s). 
Central to the ultimate success of the project is the day-to-day control of the work that is being conducted. 
Throughout a stage, this will consist of a cycle of: 

 Authorizing work to be done 

 Monitoring progress information about that work, including signing off completed Work Packages 

 Reviewing the situation (including that for product quality) and triggering new Work Packages 

 Reporting highlights 

 Watching for, assessing and dealing with issues and risks 

 Taking any necessary corrective action. 

Towards the end of the last stage, the Closing a Project process will be invoked. 
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Work package

• Authorize a Work Package
– Create Work Package & review with Team Manager

– Update Stage Plan, CIR, Quality Register, Risk Register, 
Issue Register

– Trigger
• Authority to deliver a Work Package

• Review Work Package status
– Update Stage Plan, CIR, Quality Register, Risk Register, 

Issue Register

• Receive completed Work Package
– Update CIR, Stage Plan

 

 

While performing these three activities, the project manager is performing two essential responsibilities of this 
role: 

• Lead and motivate the project management team 

• Manage the production of the required products, taking responsibility for overall progress and use 
of resources and initiating corrective action where necessary. 

From the Review Stage Status activity, the project manager can respond in any of a variety of ways. He can: 

• Authorize the next work package – if the stage is proceeding well 

• Prepare Highlight Report– at the appropriate time arranged with the project board 

• Proceed to Closing a Project – if the last work package of the last stage has been completed 

• Proceed to Managing Stage Boundaries - if the last work package of the stage has been completed 

• Escalate issues and risks – if the stage tolerance is forecast to be exceeded 

• Take corrective action – if there is sufficient stage tolerance available 

• Request for advice from the Project Board – informally or through an issue report 
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The project manager operates from the central activity “Review Stage Status” where the stage is nurtured. 

Once the project has been authorized, the project manager will commence creating and authorising work 
packages. 
They are agreed with the team manager in the Managing Product Delivery process. 
While products are being created or updated the project manager will receive Checkpoint reports from the 
team. 
During the activity “Receive Completed Work Package” the project manager will ensure that sign-off 
procedures have been followed. 

In managing the stage, the PM can move in any one of many directions: 

 Authorize the next work package 

 Report Highlights 

 Proceed to Closing a Project 

 Proceed to Managing Stage Boundaries 

 Escalate issues and risks 

 Take corrective action 

 Seek Board direction 
 

During this activity (Review Stage Status) the following management products are updated: Stage Plan, Lessons 
Log, Risk Register, Issue Register, Issue Report. 



 

29 
 

 

 

Reporting

• Report Highlights

– Highlight Report

• Communication

– As per Communication Management Approach

 

At stage boundaries the project manager agrees the timing of Highlight Reports with the project board.  These 
will be forwarded to the board and other stakeholders during the period of the stage planned. 

Communication is a fundamental and crucial responsibility of the project manager.  It is the way in which he 
performs other roles like leading and motivating, managing product delivery and liaising with corporate and 
programme management. 

The “roadmap” for communication is contained in the Communication Management Approach – more 
specifically in the Stakeholder Analysis and Information Needs sections of the document. 

It is during Controlling a Stage that the product delivery is managed and here, the action takes place.  This is 
where things happen.  
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Issue activities

• Take corrective action
– Update Daily Log, Issue Register, Risk register, Issue Report, Stage Plan, 

CIR

• Capture and examine issues and risks
– Create Issue Report

– Update daily Log, Risk Register, Issue Register

– Trigger
• Request for advice

• Escalate issues and risks
– Create Exception Report

– Update issue Register, Risk Register, Issue Report

– Trigger
• Exception raised

 

The stage plan was approved and now needs to be controlled. 

The good intentions of carefully prepared plans are made vulnerable to the elements of REALITY.  In this slide, 
the options that the project manager has to respond to when things don’t quite go according to plan are 
provided for. 

For smaller incidents affecting the stage plan, provision has been made for the project manager to use stage 
tolerances to keep the plan on track. 

For more serious incidents that need formal recording and reporting, the project manager could seek advice 
from the board formally or informally and process the issue according to the procedure recorded in the 
Change Control Approach (heading: Issue and Change Control Procedure). 

When stage tolerances are threatened, the project manager is able to escalate the issues using Exception 
Reports to obtain guidance from the board. 
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Process : Managing Product Delivery

Work Package

Project Initiation 
Documentation

Team Plan

Configuration 
Item Records

Controlling the work

Work Package

Team Plan

Registers

Configuration 
Item Records

New 
Issue/Risk

Specialist 
product(s)

Checkpoint 
Reports

Page 186. Fig. 16.2

 

Purpose:  The purpose of the Managing Product Delivery (MPD) process is to control the link between the 
Project Manager and the Team Manager(s), by placing formal requirements on accepting, executing and 
delivering project work. 

Objective – to ensure that: 

 Work on products allocated to the team is authorized and agreed 

 Team managers, team members and suppliers are clear as to what is to be produced and what is 
the expected effort, cost or timescale 

 The planned products are delivered to expectations and within tolerance 

 Accurate information is provided to the Project Manager at an agreed frequency to ensure that 
expectations are managed. 

Context:  MPD views the project from the Team Manager’s perspective, while the CS process views it from the 
Project Manager’s perspective. 

The Team Manager ensures that products are created and delivered by the team to the project by: 

 Accepting and checking authorized Work Packages from the Project Manager 

 Ensuring that interfaces identified in the Work Package are maintained 

 Creating a Team Plan for the Work Packages being assigned (where this may be done in parallel 
with the Project Manager creating the Stage Plan for the management stage) 

 Ensuring that the products are developed in accordance with any development method(s) 
specified in the Work Package 

 Demonstrating that each product meets its quality criteria through the quality method(s) specified 
in the Product Description 

 Obtaining approval for completed products from the authorities identified in the Product 
Description. 

During this process the specialist products are produced through Work Packages that are accepted, executed 
and returned.  The Quality Register and Configuration Item Records are important management products that 
are updated as the status of products change and quality review activities are completed. 
This process plugs into Controlling a Stage and is driven by it.  This is where products are created. 
Quality Reviews take place in the Executing a Work Package activity. 
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Processes: Managing a Stage Boundary

Prepare for meeting with Project Board

Project Initiation
Documentation

Registers

Lessons Log

Plans

Benefits Review
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Project Initiation
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Business Case
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(next stage)

Benefits Review
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Lessons Report

Project Plan

End Stage 
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Purpose:  The purpose of the Managing Stage Boundary process is to enable the Project Board to be provided 
with sufficient information by the Project Manager so that it can review the success of the current stage, 
approve the next Stage Plan, review the updated Project Plan, and confirm continued business justification and 
acceptability of risks. 

Objective is to: 

 Assure the Project Board that all products in the Stage Plan for the current stage have been 
completed and approved 

 Prepare the Stage Plan for the next stage 

 Review and, if necessary, update the PID (in particular the Business Case, Project Plan, project 
approach, strategies, project management team structure and role descriptions) 

 Provide the information needed for the Project Board to assess the continuing viability of the 
project – including the aggregated risk exposure 

 Record any information or lessons that can help later stages of this project and/or other projects 

 Request authorization to start the next stage 

For exceptions, the objectives are to: 

 Prepare an exception plan as directed by the Project Board 

 Seek approval to replace the Project Plan and/or the Stage Plan for the current stage with the 
exception plan 

Context:  A project, whether large or small, needs to ensure that the products it creates will deliver the 
benefits being sought, either in their own right or as part of a larger programme. The continuing correct focus 
of the project should be confirmed at the end of each stage.  
It is also important to recognize that projects can go wrong or can be affected by external factors that 
invalidate the business justification. An early identifier of potential failure is the Project Manager’s forecast 
that any of the project or stage tolerances are likely to be exceeded. In such cases, it is important to have a 
mechanism for corrective action in order to bring the project back into the right direction. 
A positive decision not to proceed is not failure.  However, providing insufficient information that prevents the 
Project Board from making an informed decision is itself a failure as it may lead to a wrong decision. 
The SB process provides a means by which an exception process can be implemented. 
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The interaction between these management products shows how dependent the Business Case is, for input 
from the Project Plan. 
 
Each time the Project plan is updated with actuals from the finishing stage plan and from the upcoming stage 
plan, the business case will require updating and the justification of the project checked. 
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Managing Stage Boundary

 
 

The current stage is not formally complete until the Project Board accepts it as such.  They want to know: 

 Are all stage products complete? 

 Have they met their respective quality criteria? Were they assessed by appropriate quality 
authorities? 

 If there are any appropriate activities which span the stage boundary, are they on track? 

 Were there any benefits reviews? What is the status of any benefits due to be realised during the 
stage? 

 Were there any significant issues during the stage?  How were they dealt with?  What were the 
root causes and corrective actions? 

 Was the work completed within the budget and schedule tolerances or within any other 
tolerances that were set, e.g. scope or quality constraints? 

 Have we learned any lessons during the stage?  (A lessons report may be included with the End 
Stage Report). 

Having reviewed and agreed the End Stage Report, the project board should consider the Stage Plan for the 
next stage.  They should be satisfied that: 

 The products are valid 

 The assumptions are realistic 

 The external dependencies will be satisfied 

 The risks have been identified and suitable countermeasures planned 

 The resourcing is adequate 

 The resources are available and will be committed 

 Timescales are realistic 

 The quality criteria and methods proposed are appropriate 

 The arrangements for monitoring , control and reporting are appropriate 
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Producer – responsible for products’ product 
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Process : Closing a Project

Fixed point for acceptance of project product 

and project completion

Registers

Configuration 
Item Records

Acceptance 
records

Daily Log

Project Initiation 
Documentation

End Project 
Report

Benefits Review 
Plan

Lessons Log

Lessons Report

Follow-on action 
recommendation

Closure 
Recommendation

Project Initiation 
Documentation

Registers

Lessons Log

Product Status 
Account

End Project 
Report

Follow-on action 
recommendation

Project End (natural 
or premature)

 
Purpose: The purpose of the Closing a Project process is to provide a fixed point at which acceptance of the 
project product can be confirmed, and to recognize that objectives set out in the original Project Initiation 
Documentation have been achieved (or approved changes to the objectives have been achieved), or that the 
project has nothing more to contribute. 

Objective is to: 

 Verify user acceptance of the project’s products 

 Ensure that the host site is able to support products when the project is disbanded 

 Review the performance of the project against its baselines 

 Assess any benefits that have already been realized, update the forecast of the remaining benefits, 
and plan for a review of those unrealized benefits 

 Ensure that provision is made to address any open issues and risks with follow-on action 
recommendations 

Context:  A clear end to a project: 

 Is always more successful than a slow drift into use 

 Provides an opportunity to ensure that all unachieved goals and objectives are identified so that 
they can be addressed in the future 

 Transfers ownership of the products to the customer and terminates the responsibility of the 
project management team 

When closing a project, work is required to prepare input to the Project Board in order to obtain its 
authorization to close the project. Subsequently, the Executive should also notify Corporate or Programme 
Management that the project has closed. 

It is also possible that the Project Board may wish to trigger a premature closure of the project under some 
circumstances. 

A number of actions specific to the project’s products may be required after the project, and these should be 
documented and planned for as follow-on action recommendations. 
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Purpose:  The purpose of the Organisation theme is to define and establish the project’s structure of 
accountability and responsibility (the who?). 
 
This is the first theme to be studied in more detail. 
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The management product that relates to this theme is the Communication Management Approach (CMA). 
 
A characteristic of the Communication Management Approach is that it includes the Stakeholder Analysis and 
Information Needs for each interested party. 
 
The Project Management Team all participate in this theme and it is interesting to observe that Project 
Assurance ensures that planned communication activities actually take place. 
 
The Project Manager should be responsible for documenting the Communication Management Approach 
during the Initiating a Project process. It is also important to review and possibly update the Communication 
Management Approach at each stage boundary in order to ensure that it still includes all the key stakeholders. 
When planning the final stage of the project, it is also important to review the Communication Management 
Approach to ensure it includes all the parties who need to be advised that the project is closing. 
 
Question: Where roles can be shared? What would be the minimum number of people who could comprise 
the Project Management Team for a small project? 

Organisation 
. . At a glance 



 

42 
 

 

 

Three Project Interests

All 3 interests must be considered throughout the project

© Crown Copyright 2009. Reproduced under Licence from OGC.

Fig 5.1

Business

User Supplier

The
project

 

The Executive takes final accountability for decisions. 
The Project Board enables each interest to be represented in decision making and each interest to be held to 
account by the Executive. 
Project Assurance 
 Liaison between business, user and supplier 
 Risks are controlled 
 Right people in defining product descriptions 
 Right people in quality inspections 
 Staff properly trained for quality reviewing 
Business assurance 
 Assist to develop the Business Case and Benefits Management Approach 
 Advise on the Risk Management Approach 
 Review Business Case for compliance to corporate and programme standards 
 Verify Business Case against project progress 
 Verify that the solution provides value for money 
 Check that supplier & contractor payments are authorised 
User assurance 
 Advise on stakeholder engagement 
 Advise on Communication Management Approach 
 Ensure specifications are accurate, complete and unambiguous 
 Advise on impact of potential changes 
 Ensure user liaison is functioning effectively 
Supplier assurance 
 Review Product Descriptions 
 Advise on Quality and Change Control Approach 
 Advise on development approach, design and methods 
 Ensure supplier and operating standards are met and used to good effect 
 Advise on changes and their impact 
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Project Board roles 

All members must be decision makers and able to commit resources to the project. 
They should display four characteristics: Authority, Credibility, Ability to delegate and Availability. 
Executive:  

Ultimately accountable for success 
Must ensure the project gives value for money 
Design & appoint the project management team 
Oversee development of brief & outline business case 
Oversee development of detailed business case 
Secure funding for project 
Monitor & control at a strategic level 
Business assurance 

Senior User: 
Provide customer’s quality expectations and acceptance criteria 
Specifying the needs of the user 
Ensure expected benefits are realized 
Makes sure what is produced is fit for purpose 
Make user resources available 
User assurance 

Senior Supplier: 
Assess & confirm viability of approach 
Ensures design and development proposals are realistic 
Advise on selection of design, development and acceptance methods 
Accountable for quality of products 
Ensure supplier resources are made available 
Ensure quality procedures are used correctly 
Supplier assurance 
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Project Manager – preferably NOT to change 
Prepare various plans e.g. Project, Stage, Exception 
Assemble the PID – Project Initiation Documentation 
Prepare various reports 
Maintain registers and logs 
Liaise with Corporate & Programme Management 
Liaise with external suppliers 
Manage production of products (day-to-day) 
Lead and motivate the Project Management Team 
Define responsibilities in team 
Monitor progress 

Team Manager – could change from stage to stage 
Prepare the team plan 
Produce Checkpoint reports 
Manage the team’s work 
Responsible for progress of the team 
Advise on issues and risks 
Advise on deviations from plan 
Ensure agreement on completed products 

Project Support – preferably NOT to change 
Set up & maintain project files 
Document control systems 
Collect actual data and forecasts 
Update plans 
Assist with quality reviews 
Assist with project board meetings 
Assist with compilation of reports 
Expertise with PM tools & techniques 

Change Authority – could change from stage to stage 
Review & approve or reject all requests for change 
Ensure advice is followed 
Have sufficient knowledge of business, user and supplier stakeholders 
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Communication Management Approach

Introduction

Communication 
Procedure

Reporting

Timing & Comm.
Activities

Tools and 
Techniques

Roles and 
Responsibilities

Records

Stakeholder 
Analysis

Information 
Needs

Performance
Audits

 

 

This product contains a description of the means and frequency of communication to parties both internal and 
external to the project. 

Working with the project team 
People are crucial to the success of the project 
Some combinations of personality types work better than others 
At the start of a project, team members may need training 
Part-time team members require special management to ensure progress 

Working with the corporate organisation 
Sound relations should be developed with functional departments 
A Centre of Excellence can provide skills, training and possibly independent assurance functions for a 
number of projects 

Working with stakeholders 
Individuals, groups or organisations which can affect, be affected by, or perceive themselves to be 
affected by an initiative (programme, project, activity, risk) need to be engaged with. 

Stakeholder engagement 
Identifying and communicating effectively with those who have an interest in the project 

The Communication Management Approach 
Describes the means and frequency of communication to parties both internal and  
external to the project 
Project assurance ensure that planned communication activities actually take place 
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Organisation Responsibilities
Role Responsibility

Corporate /
Programme

Appoint Executive and (possibly) Project Manager / provide 
information to the project

Executive
Appoint Project Manager (if not already done) / confirm 
appointment of PM team / approve Communication M. Approach

Senior User(s) Provide user resources / define user requirements and expectations

Senior Supplier(s) Provide supplier resources

Project Manager
Prepare, review & update Communication Management Approach/
design, review & update PM team structure / Role descriptions

Team Manager
Manage team members / Advise on team member and stakeholder 
engagement

Project Assurance
Advise on selection of team members / advise on stakeholder 
engagement / ensure CMS  is appropriate & is implemented

Project Support Provide administrative support

 

 

The Communication Management Approach is created during the Initiating a Project (IP) process and later 
used: 

 During IP to set up the Project Controls 

 While preparing the Project Plan (during IP) - it is reviewed to understand the resources, 
standards, methods and costs for the work to be carried out 

 It forms part of the PID 

 When preparing the Highlights Reports to identify recipients in CS 

 When capturing and examining Issues and Risks in CS 

 When reporting stage end during SB 

 When recommending project closure during CP 

 It is reviewed and possibly updated at the end of every stage boundary in SB to ensure that it is 
still relevant for the upcoming stage and the project. 

 It is reviewed during CP to assess the cause of any events causing deviations 

Organisation Responsibilities 

The Project Management Team should operate as an effective team for best results. 

The purpose of summarizing responsibilities in this theme is to re-emphasise the dependence on each team 
member’s contribution if project success is to be achieved.  The performance can be negatively influenced by 
the weakest contribution. 
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Purpose: The purpose of the Business Case theme is to establish mechanisms to judge whether the project is 
(and remains) desirable, viable and achievable as a means to support decision making in its (continued) 
investment. 

The justification is documented in a Business Case. 

The outline Business Case, created in Starting up a Project provides the board with initial information to decide 
whether to proceed to Initiation.  It is presented to the board in its “detailed” format at the end of Initiation.  
Here it is baselined so that the status of the business case can be compared to its status at the end of the 
project. 

At the end of every stage, the Business Case is baselined (under a different version number), thereby ensuring 
that the project’s justification is continually managed. 

During issue assessment, the impact on the business case is evaluated. 
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Some practical examples will be discussed.  An important concept to remember is that an “outcome” is the 
result of change derived from using the project’s outputs. 

Example: 
A start-up organisation decides that a web presence for their products and services is required.  They appoint 
specialists to prepare a web design.  The design is demonstrated to the partners and this is the main output of 
the project. 
Once the design is loaded onto the web and a Google Ad Words contract put into place, the web presence is 
used and the start-up organisation will become known. 
Another outcome will be that potential clients will be able to obtain more information about the organisation. 
The goal is to receive orders, make turnover and profit – this will be the benefit of the web project. 
 
 

Business case outputs, 
outcomes and benefits 
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Business Case
Types of projects

• Compulsory

• Not-for-profit

• Evolving

• Customer/Supplier

• Multi-organization

 

Compulsory:  When legislation is passed that requires a percentage of every employee’s salary to be reduced 
by a National Health Insurance levy, this will require every employer to make provision for this in their salary 
systems. 

Not-for-profit:  When the department of health decided to have HIV / Aids anti-viral drugs available at every 
hospital and clinic in the country AND have staff trained at dispensing them, it was difficult to measure the 
“return on investment”.  They classified this project as a ‘not-for-profit’ project. 

Evolving:  When the CSIR (Council for Scientific and Industrial Research) allocate funds for research projects, 
the final project product is not always predictable or it may not always comply with the sponsor’s expectation 
e.g. a project to create work for poor people living in rural areas to produce African products and market them 
to the more affluent parts of the world. 

Customer / Supplier:  It assumes that there will be a customer who will specify the desired result and probably 
pay for the project, and a supplier who will provide the resources and skills to deliver that result.  The 
marketing department of an organization has a budget to launch a new product and contracts specialists to do 
this professionally. 

Multi-organization:  A central government initiative to reduce unemployment would involve the joint efforts 
of say 36 ministries.  Where departments work together for the common benefit, these projects will required 
cooperation with departments and the private sector. 
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Development of the Business Case takes place during Starting Up a Project and Initiating a Project processes.  
In some cases, the programme will provide an approved Business Case as part of the Project Brief. 

Verification is performed by the board at the end of SU and IP and at the end of each stage where specialist 
products are delivered. 
Maintenance of the BC takes place during delivery of the specialist products. 

Confirmation of benefits takes place at the end of each stage in which specialist products are delivered and 
when benefits are reviewed after project closure. 

The Benefits Management Approach provides more information on the benefits summarised in the Business 
Case e.g. the scope of the benefits, who is accountable, how and when benefits will be measured, resources 
needed, baseline measures and how performance will be measured. 

Benefits Management Approach path: 

It is created in the Initiating a Project process (an output from the Refine the Business Case activity) by the 
project manager and then reviewed with project assurance.  It is approved by the project board and 
corporate/programme management during the Authorise the Project activity in the Directing a Project process 
(DP). 

During the Managing a Stage Boundary process, it is updated with the results of any benefits reviews 
undertaken during the stage (by the project manager). 
Project Assurance again reviews the updated Benefits Management Approach. 

During DP the updated Benefits Management Approach is approved by the project Executive and Corporate / 
Programme Management after being reviewed by the Senior User and Senior Supplier (during the Authorise a 
Stage or Exception Plan activity). 

During the Handing Over Products activity in the Closing a Project process, the Project Manager may need to 
update the plan to include the post-project benefit review(s) of the performance of the project’s products in 
operational use.  The Executive and Corporate / Programme Management will approve the Benefits Review 
Plan during DP (authorizing project closure). 
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Business Case Contents

• Executive summary

• Reasons

• Business options

• Expected benefits

• Expected dis-benefits

• Timescale

• Costs

• Investment appraisal

• Major risks

 

The business case is a high-level document that considers the complete project – NOT parts of a project like 
stages, work packages or activities. 

Please review each heading in the Business Case product description and highlight specific aspects of each 
heading, e.g. Timescale includes the timescale over which the project will run and over which benefits can be 
expected to materialize and Costs will include project costs, operations and maintenance costs and their 
funding arrangements. 
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This is the companion product of the Business Case. 

Benefits can be realised during the project but mostly after the closure of the project 

As the project closes, the Benefits Management Approach becomes the only product used to manage benefits.  
It is transferred to programme management who conduct the post project benefit reviews and is used to 
ensure the realization of benefits. 

Example: 

When refurbishing a home one of the project’s products was to install six air conditioning units.  Half way 
through the project the units were installed and commissioned.  While the remainder of the project was being 
completed, the benefits of the air conditioning could be enjoyed. 

Most of the other project benefits had to wait until the project was complete before they could be 
experienced. 
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The project management team should operate as an effective team for best results. 

The purpose of summarizing responsibilities in this theme is to re-emphasize the dependence on each team 
member’s contribution if project success is to be achieved.  The performance can be negatively influenced by 
the weakest contribution. 

The role of business assurance in this theme is extensive.  Every event that can impact the Business Case 
requires careful scrutiny.  Where the Executive is unable to perform this role, a separate role player should be 
assigned this responsibility. 
 



 

54 
 

 

Change

Quality

Progress

Risk

Plans

Business Case

Organisation

Themes

 
 

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

This is the theme that can prevent disruptions from occurring later during the project.  When performed 
thoroughly, with all relevant role players participating, the plan will have an improved chance of succeeding. 

Project, stage and team plans should have the same structure and cater for the planning horizon of each of the 
plans. 

Each plan forms the guide against which actual progress will be compared and assists the board, project 
manager and team manager to deliver products according to expectations and within tolerances set. 
 
 
 

Plans . . . at a glance

• 3 Levels of plan (Project, Stage, Team, Exception)
• Approach to Plans
• Philosophy 

1. Design, presentation 
2. Product Based Planning

a. Project Product Description
b. Product Breakdown Structure
c. Product Descriptions
d. Product Flow Diagram 

3. Activities 
4. Estimates 
5. Schedule 
6. Risks 
7. Document 

• Plan responsibilities
• Plans support Principles 

Management Products
Plan (project, stage, 
team or exception)

 

The same outline applies for the Project, Stage and Team plans. 
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Planning is not an activity undertaken in isolation.  The project manager will need to consult with Project 
Management Team members and other specialists, such as operations and maintenance staff, to create a 
VIABLE plan. 

The more competent people involved in planning, the more robust the plan will be. 

Comprehensive and participative planning reduces risk and provides for greater confidence that future issues 
can be provided for at an early point in the project.  The project manager should ensure that management 
gives sufficient time for this activity to be completed thoroughly. 

Except for the Benefits Management Approach, all other plans are prepared using the same approach and 
having the same look. 

This requires that all plans be prepared following the 7 step process and that the Product-Based Planning 
technique be followed during step 2 of the planning procedure. 
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Project / Stage Plan synchronisation

 

 

The Project Board uses the project plan throughout the project to measure progress. 

The project plan is updated to incorporate actual progress from the stage that is finishing, and to include 
forecast duration and costs from the stage plan about to begin. 

Towards the end of each stage (except the final stage) the Project and Stage plans are synchronised. 

While managing both plans, one eye is focused on the plan deliverables and the other eye on the tolerances. 
Both control mechanisms are equally important. 
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The philosophy is that the products required are identified first, and only then are the activities, dependencies 
and resources required to deliver those products identified. 

This is known as Product-based Planning and is used for the Project Plan, the Stage Plan and optionally the 
Team Plan. 

• Design the plan – prepared once for each project, it describes the presentation and layout, planning tools, 
estimating method, levels of plan and monitoring methods. 

• Define and analyse the products – the planning technique is a four step technique called Product-based 
Planning. 

• Identify activities and dependencies – to give a fuller picture of the plan’s workload 

• Prepare estimates – identify resources and estimate the effort required for each activity by resource type 

• Prepare the schedule – to show the ultimate feasibility of achieving the project’s objectives 

• Analyse the risks – the plan is scrutinized to establish risks and actions taken to reduce their impact 

• Document the plan – the plan needs to be consolidated with a narrative summary 
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The first task of Product-based Planning is to write the Project Product Description. 

Secondly, the plan is broken down into its major products, which are then further broken down until an 
appropriate level of detail for the plan is reached. 

Thirdly, a Product Description is required for all the identified products. Product Descriptions require detail 
that can only be derived from a team effort in which all quality criteria are defined. 

The fourth step is to produce a Product Flow Diagram – to identify and define the sequence in which the 
products of the plan will be developed and any dependencies between them. 
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PBS Example

 

 

When assembling/building a working bicycle, the products that make up the bicycle will be identified. 

A list of components can be drawn up (Product Checklist) to ensure that each component is built or acquired. 
The assembly can then take place. 

Product groups can be identified, e.g. wheel products, handle products, peddling products, seating products, 
etc. 

The set of agreed products defines the scope of a project and provides the basis for planning and control. 
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It is important to understand the following three aspects of Product-based Planning: 

• The difference between a product (of this project) and an external product (created outside this project’s 
scope) 

• The difference between a product (noun) and an activity (verb) 

• Elimination of any one-to-one relationships in the breakdown structure (because this does not represent a 
further breakdown of a product) 
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Description

Product
Quality

Definition

 

 

The sample Product Description includes the important last 5 headings all relating to quality. 

The ‘product focus’ principle is central to the approach to quality.  It provides an explicit common 
understanding of what the project will create (the scope) and the criteria against which the project’s products 
will be assessed (the quality).  Without this understanding, the project would be exposed to major risks (such 
as acceptance disputes, rework, uncontrolled change, user dissatisfaction) that could weaken the Business 
Case. 
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The starting point for a Product Flow Diagram (PDF) is to draw the project product at the bottom (or right) of 
the page and work backwards, identifying all the dependency products. 
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Identifying Activities

11

Slides
And 

Notes

• Forward print format to speakers

• Obtain speaker slides

• Edit speaker printouts 

• Sign off after quality review

Printed
Agenda

• Design conference program

• Sign off after quality review 

• Produce for handout

Delegate
Handouts

• Acquire dividers

• Produce TOC

•Sign off after quality review

Conference

• Place handouts on tables at 
conference

• Store spare handouts in 
reception area

• Prepare draft form from previous conferences

• Send to reviewers for feedback

• Sign off after quality review

• Prepare attendees  names

• Secure on covers

• Sign off after quality review

Covers

Satisfaction
Survey
Forms

On-the-day
Staff

• Confirm availability just prior 
to conference

• Agree Design in concept

• Agree final design

• Print sample of final copy

• Sign off after quality review

•Print quantity required

Now the WBS 
can be created

 

 

Step 3 in the planning process involves identifying the activities that need to be undertaken in order to create 
the Products. In the corresponding slide, these activities have been added to the Product Flow Diagram 
(between the Products) to show what needs to be done to get from one Product to the next. 

Tip: 
Notice that the activities all start with verbs – actions.  Products are always nouns (with or without adjectives). 
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Prepare the Schedule

 

This sample project schedule displays the activities that need to be performed, the time estimates and the 
resources assigned to each task. 

When scheduling software like ‘Microsoft Project’ is used, it is simple to establish task relationships and the 
plan can be tracked (updated with actual efforts).  The visual presentation of the plan improves understanding 
and assists with communication. 

The software also provides various views with information on costs and resource usage. 
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Analyse Risks

1. Identify
context
risk

2. Assess
Estimate - Probability, impact & proximity 
Evaluate - aggregate

3. Plan (respond)
4. Implement
5. Communicate 

© Crown Copyright 2009. Reproduced under Licence from Cabinet Office.

 

 

Once the project schedule is created, the project manager can assess the strengths and weaknesses.  Risks can 
also be identified and the procedure for managing risks followed to reduce risk exposure.  Once risk reduction 
and risk avoidance responses have been planned, this would result in returning to step 2 to include the 
products and activities for risk management.  

When risks are managed with dedication, they often minimise the chance of the risks becoming undesirable 
issues.  The impact of risks can also be controlled. 

This results in a viable plan that has an improved chance of succeeding. 
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This slide, shows how the activities in the planning process, collectively bring the elements of a plan together.  
For example, it shows how the Product Description can be used to aid estimation in the Estimating step.  The 
Lessons Learned Reports from previous similar projects will also be useful when estimating. 

The slide also shows where Analysing Risks (PL7) may result in returning to previous planning steps (i.e. PL3, 
PL4 and PL5) in order to identify, estimate and schedule any risk management activities. The red text/lines 
then build up on to PL3 and PL5 to show examples of where Risk Management activities will be added to the 
plan. This returning to PL3 should continue until the plan looks stable and all risks have been considered. Then 
PL6 can be finalised to complete the plan with supporting narrative text. 
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Plans Responsibilities
Role Responsibility

Corporate /
Programme

Document project tolerances in mandate / Approve Exception 
plans / Provide corporate / programme planning standards

Executive
Approve Project plan / Define stage tolerances & approve stages / 
Approve Exception plans / Commit resources for Stage plans

Senior User(s)
Ensure Project & Stage plans remain consistent / Commit user 
resources to Stage Plan

Senior Supplier(s)
Ensure Project & Stage plans remain consistent / Commit supplier 
resources to Stage Plan

Project Manager
Design & prepare Project & Stage plans / Take corrective action 
for work packages / Prepare Exception plans when requested 

Team Manager Prepare team plans / Prepare schedules for each work package

Project Assurance Assist with development / monitor against project progress / 
monitor project finances / ensure value-for-money + others

Project Support
Assist with plan compilation / Baselines under configuration 
management / Contribute specialist expertise

 

 

 

The project management team should operate as an effective team for best results. 

The purpose of summarizing responsibilities in this theme is to re-emphasize the dependence on each team 
member’s contribution if project success is to be achieved.  The performance can be negatively influenced by 
the weakest contribution. 
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Purpose:  The purpose of the Risk theme is to identify, assess and control uncertainty and, as a result, improve 
the ability of the project to succeed. 

Threat:  An uncertain event or set of events that, should it occur, will have a negative impact on the objectives 
of the project. 

Opportunity:  An uncertain event or set of events that, should it occur, will have a positive impact on the 
objectives of the project. 

Definitions:  

Risk – is something uncertain which would impact on the ability to meet objectives, should it happen. Risk can 
be a negative threat or a positive opportunity.  

At risk – are the project objectives. This includes completing within the six aspects of project performance.  

Risk management – uses procedures to understand and respond to risk. Effective risk management will 
identify, assess and control responses to risks.  

No project can be done without facing risks and the task of the project team is to foresee as many risks as 
possible and take appropriate action to minimise where appropriate. Some risks are common to all projects 
and may have organisation-wide responses. These may need to be tailored to the project.  
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Most organizations recognise the need to manage business risk at a corporate level e.g., airline organizations 
are vulnerable to many risks including aircraft malfunction, theft, drug trafficking, criminals wanting to escape 
a country, weather conditions, terrorists, etc. 

Each project will have its own risk management Approach which will be derived from standards established for 
the organization and programme but are specifically tailored for the individual project being managed. 

Risk Management Approach 

Once created in IP, the Risk Management Approach is used by the Plan theme for each of the Project, Stage, 
Team and Exception plans, for risk management activities to be included in the plan. 
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Risk management procedure

1. Identify
context
risk

2. Assess
Estimate - Probability, impact & proximity 
Evaluate - aggregate

3. Plan (respond)
4. Implement
5. Communicate 
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There are four sequential steps to the risk management procedure with communication running alongside 
them all. Although there is a sequence, it is iterative and as more information becomes available (possibly 
through communication) earlier steps may need reviewing. 

Identify - Identification of risks is critical to being able to manage them. What project objectives are at risk and 
how they are at risk, is the starting point. Some identification techniques could be utilised such as risk 
checklists, lessons reports from previous projects, prompt lists, brainstorming, risk breakdown structure or risk 
workshops. Individual risks are all recorded in the Risk Register. 

Assess – to see their probability, impact and proximity (when the risk is likely to occur if left unattended). 
There are different estimation techniques to do this including: probability trees, expected value and 
probability & impact grids. 

Plan – by considering options to respond to the risk, then selecting the most appropriate one. This selection 
needs to be proportionate to the risk and offer value. 

Implement – the selected responses and monitor their effectiveness. This includes identification of the risk 
owner and risk actionee. 

Communicate – risk information to stakeholders (internal and external). Risks are monitored regularly but 
minimally at the end of every stage.  A variety of reports are used to update stakeholders on the status of risks: 

• Checkpoint reports 

• Highlight reports 

• End stage reports 

• End project report 

• Lessons reports 

The project reports will contain information on risks and the Communication Management Approach will 
identify how to communicate with stakeholders. 
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Assess: Cause, Event, Effect

© Crown Copyright 2009. Reproduced under Licence from OGC.

A risk cause

A risk event

An objective

may result in

which may affect

Fig 8.4

 

 

A useful way of expressing risk is to consider the following aspects of each risk: 

Risk Cause – this should describe the source of the risk. 

Risk Event – this should describe the area of uncertainty. 

Risk Effect – this should describe the impact that the risk could have on the project objectives should they 
materialize. 

Example: 

A project of 8 months to build your new home, will record a risk of unfavourable weather that could cause a 
delay in taking occupation of your home and enjoying the benefits of a personally designed home. 

• Risk cause: Unfavourable weather 

• Risk event: Delayed occupation and the implications that follow 

• Risk effect: Costs for having contractors available for longer, temporary accommodation, 
storage of home assets, double move inconvenience and double transport costs. 
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During the Assess step in the procedure for treating opportunities and risks, the probability, impact and 
proximity characteristics of each risk should be established. 

• Probability is the measure of how likely they are to occur. 

• The impact is the measure of how much the project objectives will be affected, for example, 
measured in terms of time and cost. 

• Proximity is the time at which/when they will occur if left unattended.  They may change over the 
life of the project and therefore require regular reviewing. 

The matrix above assists in identifying major risks. 

The four risks in the slide which have been rated as high or very high Probability or Impact will require 
responses to bring them to manageable levels. 

Risk response will not always remove the inherent risk leaving residual risk. 

By implementing a risk response it is possible to remove the risk (avoid response) but the result could cause a 
secondary risk to emerge. 

It is advisable to review lessons from previous similar projects when planning a risk response. 

Risk tolerance:  A key decision that needs to be recorded within the Risk Management Approach is the Project 
Board’s attitude towards risk taking that, in turn, dictates the amount of risk that it considers acceptable.  This 
information is captured in the form of a Risk Tolerance which represents the levels of exposure, that, when 
exceeded, will trigger an Exception Report to bring the situation to the attention of the Project Board 
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Response Types

© Crown Copyright 2009. Reproduced under Licence from OGC.

Fig 8.7

Threat responses Opportunity responses

ExploitAvoid

Reduce
(probability and/or impact)

Fallback
(reduces impact only)

Transfer
(reduces impact only, and often only

the financial impact

Enhance

Share

RejectAccept

 

 

The following abbreviated descriptions of each response type are useful to remember: 

Threat responses: 
Avoid: do differently to eliminate the risk 
Reduce: do something immediately that reduces the risk 
Fallback: do nothing now, have plan B ready 
Transfer: insurance, medical insurance, agreement – that provides partial financial cover 
Share: arrangement for parties to share gain and pain 
Accept: do nothing, continue to monitor 

Opportunity responses: 
Exploit: make use of the opportunity 
Enhance: perform pro-active action to make use of the opportunity 
Share: arrangement for parties to share gain and pain 
Reject: do nothing, let the opportunity go by 
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Risk Responsibilities

Role Responsibility

Corporate /
Programme

Provide Corporate Risk Management policy

Executive Accountable for all risk management

Senior User(s) Ensure user risks are managed (Risk Management Approach)

Senior Supplier(s) Ensure supplier risks are managed (project products)

Project Manager
Create & maintain Risk Management Approach& Risk register / 
Ensure risk procedures are followed throughout project

Team Manager Participate in risk management activities

Project Assurance Ensure risk management procedures are followed throughout 
project

Project Support Assist in managing the Risk Register

 

 

The Project Management Team should operate as an effective team for best results. 

The purpose of summarizing responsibilities in this theme is to emphasize the dependence on each team 
member’s contribution if project success is to be achieved.  The performance can be negatively influenced by 
the weakest contribution. 

The roles of Risk Owner and Risk Actionee also participate in containing risks. 

Risk Budget 
A Risk Budget, if used, is a sum of money included in the project budget and set aside to fund specific 
management responses to the project’s threats and opportunities e.g. to cover the costs of any fallback plans 
should they occur. 
 



 

75 
 

 

 

Change

Quality

Progress

Risk
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Organisation

Themes

 

Purpose:  The purpose of the Progress theme is to establish mechanisms to monitor and compare actual 
achievements against those planned; provide a forecast for the project objectives and the project’s continued 
viability; and control any unacceptable deviations. 

“Establishing mechanisms to monitor and compare actual achievements against those planned” is a wonderful 
summary of how the methodology enables all levels of management to be provided with sufficient & relevant 
information (at the right time) to manage the project, stage, work package, risks, issues, etc. 

This theme makes a broad use of most management products used in the delivery of the project after project 
authorisation. 
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Progress
. . . at a glance

Approach to Progress
1. Delegating authority using Tolerances
2. Using Stages for control
3. Event and time driven controls

a. Baselines for progress control 
b. Reviewing progress 
c. Capturing and reporting lessons
d. Reporting progress

4. Raising exceptions 
• Progress responsibilities
• Progress support Principles

Management Products
Work Package 
Checkpoint report 
Highlight report 
End stage report 
End project report 
Exception report 
Product status account
Lessons Report
Lessons Log

 

 

 

Tolerances can be set for time, cost, scope, risk, quality and benefit aspects of a project. 
Selected tolerances can possibly be set at a Project, Stage, Work Package and Product level. 

Stage boundaries are used to assess actual progress against plans. 

Progress reporting is made possible by tracking progress against plans and reporting to stakeholders. 
A variety of reports ensures that relevant information reaches stakeholders with the appropriate information 
that they require. 

An exception process ensures that plan deviations are decided at the appropriate management level. 
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Progress Theme
Corporate /
Programme

Project
Board

Project
Manager

Team
Manager

Pre project Start Up

Stages Initiation Stage 2 Stage 3 Stage 4

Stage 1 Plan Stage 2 Plan Stage 3 Plan Stage 4 Plan

Project Plan

WP

WP

WP
Checkpoint Reports

Highlight Reports

Daily log
Lessons log
Risk register

Quality register
Issue register

End
Stage

Report

End
Project

Report

Product Status Account

Issue 
Report

Issue 
Report

Exception 
Report

Exception
plan

Provide
Guidance

Lessons

Report
Lessons

Report

ESA

EXA

ESA ESA

Track / update

Update Project 
Plan

Register
Issue

Low Level 
Issue

Possible further 
escalation

 

The Progress theme establishes mechanisms to monitor and compare actual achievements against those 
planned: 

Stages: the project is partitioned into stages to provide for review and decision opportunities 
Plans and Work Packages: units of work are created for the Project, Stage and Exception plans and Work 
Packages – for control by the three management levels 
Tolerances: these are controlled amounts of authority to create “space” for the various levels of management 
and enable the principle of “Management-by-Exception” to be applied 
Time-driven reports:  Checkpoint and Highlight reports are produced at agreed intervals – to monitor progress 
Registers and Logs: these repositories of dynamically changing information assist in reviewing progress 
End Stage and End Project reports (include Lessons Reports): these are important documents that assist in 
monitoring progress 
Product Status Accounts: these reports confirm that products have succeeded quality reviews and are used 
minimally at the end of each stage and during the Closing a Project process 
Issue and Exception processing:  take place at a low management level (team and project manager) and at a 
‘Stage’ and ‘Project’ level – the latter could result in escalation (also the Corporate/Programme level) 
ESA = End Stage Assessment 
EXA = Exception Assessment 
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Tolerance and plans are major controls in the project and can be applied at all levels. The levels follow those of 
the organisation and plan themes. In addition, quality can be applied at product level by inclusion of quality 
tolerances in the product description. The principle of Management by Exception sets out the six tolerance 
areas to control against. The tolerances are set at one level above which they apply and are reported to this 
level.  

Corporate or Programme Management set the overall project tolerances. The Project Board is responsible for 
the project operating within these tolerances. If they are forecast to be exceeded, the Project Board will 
escalate the exception situation to Corporate or Programme level for a decision on action. Project tolerance is 
recorded in the Project Plan.  

The Project Board will agree tolerances for each stage with the Project Manager and this is recorded in the 
Stage Plan. 
The Project Board reviews the project to decide whether to continue, change or stop and this can include 
amending stage tolerances, if appropriate. Where a stage tolerance is forecast to be exceeded, an Exception 
Report is produced by the Project Manager.  

At a lower level: The Project Manager will agree tolerances for each Work Package with the Team Manager 
and these will be recorded in the Work Package. If the tolerance is forecast to be exceeded, the Team Manager 
will refer the matter to the Project Manager for a decision on corrective action. 
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Tolerance areas

• Time
– Project, Stage and Work Package

• Cost
– Project, Stage and Work Package

• Scope
– Project, Stage and Work Package

• Risk
– Project, Stage and Work Package

• Quality
– Project Product Description, Product Description

• Benefits
– Business Case

 

Tolerances are limits of delegated authority.  Tolerances are set for Project level, Stage level, Work Package 
level and Product level. 
Benefits tolerances are set for Project Level only, in the Business Case. 
Quality tolerances are set in the Project Product Description and the Product Description respectively. 

Defining Stages 

Defining management 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 

 The amount of risk within the project 

 Too many short stages (increasing the project management overhead) versus too few lengthy ones 
(reducing the level of control). 

 How confident the Project Board and the Project Manager are in proceeding. 

Stages should be shorter when there is greater risk, uncertainty or complexity, for example, at the beginning 
and end of a project. 
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While delivering a stage, many project controls are used. 
They are used by the Corporate / Programme (CP), the Project Board (PB) and the Project Manager (PM). 
The registers, logs and configuration item records have been excluded from the list. 

A Work Package is created by the Project Manager during the CS process.  It is reviewed by Project Assurance 
(during the CS and MPD processes) and approved by the Team Manager (during the MPD process). 

The Lessons Log is created by the Project Manager during the SU process and reviewed by the Executive.  It is 
then reviewed by Project Assurance during the DP process and approved by the Project Board.  The log is used 
by the Project Manager during the SU, IP, CS, MSB and CP processes.  The log is closed by the Project Manager 
during the CP process. 

A Lessons Report can be created at any time but are typically created during the MSB and CP processes by the 
Project Manager.  At stage ends, the report is reviewed by Project Assurance during the MSB process and 
approved by the Project Board during the DP process.  At the end of the project the report is reviewed by 
Project Assurance during the CP process, reviewed by the Project Board during the DP process and approved 
by the Corporate/Programme level also during the DP process.  They are mostly included as part of the End 
Stage and End Project Reports. 
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Raising exceptions

• Work Package level 
– PM advises corrective actions required

• Stage and Project level
– Issue Register (formal & track)

– Issue Report

– Exception Report

– Receive guidance

– Exception Plan

– Exception Assessment

• Project level
– Project Board may request an Exception Plan

 

 

When a Team Manager is forecast to exceed his work package tolerance, an issue is raised to the Project 
Manager.  They discuss the options for resolution and decide on a course of action. 

When a stage or project level tolerance is forecast to be exceeded, the Project Manager raises an exception to 
the Project Board.  The Project Board provides guidance on how best to correct the problem – they may 
escalate the exception further to the Corporate / Programme level for additional guidance. 

The Board will request the Project Manager to prepare an exception plan which will be evaluated during an 
Exception Assessment. 

Checkpoint Reports are created during the MPD process by the Team Manager.  They are reviewed by the 
Project Manager during the CS process. 

Highlight Reports are created during the CS process by the Project Manager.  They are reviewed by Project 
Assurance during the CS and DP processes. The Project Board reviews the reports during the DP process. 

An Exception Report is created during the CS process by the Project Manager.  It is reviewed by Project 
Assurance (during the CS process) and by the Project Board (during the DP process).  The Executive approves 
the report during the DP process 
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Progress Responsibilities
Role Responsibility

Corporate /
Programme

Provide project tolerances in Mandate / Make decisions on 
Exception plans

Executive
Provide stage tolerances / Ensure progress as planned / Make 
decisions on exception plans / Escalate exceptions to corporate

Senior User(s) Ensure progress as planned 

Senior Supplier(s) Ensure progress as planned 

Project Manager
Authorise work packages / Monitor progress against stage / 
Produce Highlight, End Stage, Lessons & End Project reports / 
Produce Exception reports / Maintain registers and logs

Team Manager
Agree work packages / Inform Support of completed quality / 
Produce Checkpoint reports / Escalate work packages

Project Assurance Verify Business Case against progress / Verify changes to Project 
Plan / Confirm stage & project progress against agreed tolerances

Project Support
Assist with reports / Contribute specialist tools / Manage Issue 
and Exception reports and Issue & Risk registers / Maintain the 
Quality Register

 

 

 

The Project Management Team should operate as an effective team for best results. 

The purpose of summarizing responsibilities in this theme is to re-emphasise the dependence on each team 
member’s contribution if project success is to be achieved.  The performance can be negatively influenced by 
the weakest contribution. 

An End Stage Report is created during the MSB process by the Project Manager. It is reviewed by Project 
Assurance during the MSB process.  During the DP process the Project Board approves the report. 
An End Project Report is created during the CP process by the Project Manager. It is reviewed by Project 
Assurance during the CP process.  During the DP process the Project Board approves the report. 
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Purpose:  The purpose of the Quality theme is to define and implement the means by which the project will 
create and verify products that are fit for purpose. 

The Quality theme ensures that products are produced that: 

 Meet business needs 

 Facilitate the business benefits being delivered 

Definitions: 

 Quality – the totality of features that show a product meets specified requirements  

 Scope – the total of the products of a plan as in the Product Breakdown Structure 

 Quality management – co-ordinated activities to manage and control quality 

 Quality management system – standards, procedures and quality responsibilities  

 Quality planning – defining products, their quality criteria, methods & responsibilities  

 Quality control – techniques to meet quality requirements and eliminate poor quality  

 Quality assurance – organizational responsibility to check that the processes and controls of the 
project comply with organizational standards. 
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Quality Assurance

 

Quality assurance takes place through contributions from outside the project: 

• From the programme environment 

• From the organisation’s Quality Assurance team 

• From resources external to the organisation, e.g. External auditors / consultants 

Quality assurance is about independently checking that the organisation and processes are in place for the 
quality planning and control (i.e. not actually performing the quality planning or control, which is undertaken 
by the project management team). 

It provides the stakeholders with confidence that quality requirements can be fulfilled. 

Quality Assurance should not be confused with Project Assurance.  Project Assurance refers specifically to the 
Project Board’s accountability for assuring that the project is conducted properly in ALL respects.  This is 
therefore the responsibility within the Project Management Team. 

Although Project Assurance is independent of the Project Manager, unlike Quality Assurance, it is not 
independent of the project. 
 

Approach 
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The upper dotted line shape indicates quality activities performed during Product-Based Planning. 
The lower dotted line shape is addressed during quality review activities (during the MPD process). 
The Quality Management Approach and Quality Register are created during IP. 
The Quality Register is populated during the Initiating a Project process activity “Create a Project Plan”. 
The curly bracketed section on the left indicates quality planning activities. 
The curly bracketed section on the right indicates quality control activities. 

Project Product Description path 

This product should be agreed between the customer and supplier during the SU process and documented in 
the Project Product Description.  It will then be refined and agreed during the IP process and reviewed at the 
end of each management stage.  The Project Manager will produce and update this product.  It becomes part 
of the Project Plan which forms part of the Project Initiation Documentation. 
During the CP process, it is important to check that all forms of approval have been obtained.  Once the project 
can demonstrate that all the acceptance criteria have been met, the project can be closed. 
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Description

Product
Quality

Definition

 

Project Product Description:  The customer’s quality expectations are a statement about the quality expected 
from the project product. They are defined and agreed early in the Starting up a Project process. The 
expectations are captured in discussions with the customer and then refined for inclusion in the Project 
Product Description. The customer’s quality expectations are often expressed in broad terms as a means to 
gain common understanding of general quality requirements. They are then used to identify more detailed 
acceptance criteria, which should be specific and precise. 

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

The Product Description path 
These management products form part of the Product-Based Planning (PBP) technique which is one of the 
steps in the Plans theme.  The Plans theme is used to create, refine and update Project, Stage and Team plans. 
When the project plan is created during the IP process, majority of specialist products will be created.  During 
the IP process many of the management products will be created (in readiness for project delivery). 
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For each product planned, there should be a corresponding entry in the Quality Register. 

A Quality Register is used to summarize all the quality management activities that are planned or have taken 
place, and provides information for the End Stage Report and the End Project Report. 
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Observations from the table above are as follows: 

Quality Management Approach:  It is created in the IP process by the Project Manager and reviewed with 
Project Assurance.  Corporate/Programme reviews the product in DP.  The product is approved by the Project 
Board in the DP process.  During the managing a stage boundary process, the Approach can be updated by the 
Project Manager, reviewed by Project Assurance and approved by the Project Board.  The Approach will be 
used during all the processes except starting up a project process by the Project Board, Project Manager, Team 
Manager and Project Assurance as indicated in the table above. 
Project Product Description: The Product Description for the project product is created in the Starting up a 
Project process as part of the initial scoping activity, and is refined during the Initiating a Project process when 
creating the Project Plan. It is subject to formal change control and should be checked at stage boundaries 
(during Managing a Stage Boundary) to see if any changes are required. It is used by the Closing a Project 
process as part of the verification that the project has delivered what was expected of it, and that the 
acceptance criteria have been met. 

Product Description:  A Product Description is used to: 
• Understand the detailed nature, purpose, function and appearance of the product 
• Define who will use the product 
• Identify the sources of information or supply for the product 
• Identify the level of quality required of the product 
• Enable identification of activities to produce, review and approve the product 
• Define the people or skills required to produce, review and approve the product. 

Quality Register:  A Quality Register is used to summarize all the quality management activities that are 
planned or have taken place, and provides information for the End Stage Reports and End Project Report. Its 
purpose is to: 

• Issue a unique reference for each quality activity 
• Act as a pointer to the quality records for a product 
• Act as a summary of the number and type of quality activities undertaken. 
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Review team roles
• Chair

– Checks product ready
– Consolidates question lists
– Maintains meeting disciplines

• Presenter
– Builds the product & makes available for review
– Introduces the product(s) for review
– Coordinates the follow-up work

• Reviewer(s)
– Reviews the product(s) & prepares question lists
– Confirms corrections &/or improvements
– Ensures follow-up actions are signed off

• Administrator
– Administration support for the chair
– Records results and actions

Preparation

Review

Follow-up

 

 

At the conclusion of the Quality Review meeting the following can result: 

First prize: The product is accepted and is signed off 

Second prize: Some small adjustments are required and can be addressed by follow-up actions (within 

tolerance) 

Third prize: The review fails and another review meeting will need to be convened. 
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Quality Responsibilities
Role Responsibility

Corporate /
Programme

Provides details of corp. & programme quality management systems / 
Provide quality assurance 

Executive
Approve Project Product Description / Approve Quality Management 
Approach / Confirm acceptance of project product

Senior User(s)
Provide quality expectations & acceptance criteria / Approve Project 
Product Description / Approve Q M Approach / Approve product 
descriptions / Provide user resources / Accept project product

Senior Supplier(s)
Approve Project Product Description / Approve Q M Approach / 
Approve quality methods, techniques & tools / Provide resources / 
Approve product descriptions

Project Manager
Document quality expectations & acceptance criteria / Prepare 
Project Product Description with users / others in manual pg. 58

Team Manager
Prepare products according to product descriptions / manage quality 
controls / Assemble quality records

Project Assurance
Advise PM on Q M Approach / Review the Product Descriptions &
suitable reviewers & approvers / Assure board of procedures

Project Support
Provide administrative support / Maintain the quality register & 
quality records  

 

 

The Project Management Team should operate as an effective team for best results. 

The purpose of summarizing responsibilities in this theme is to re-emphasize the dependence on each team 
member's contribution if project success is to be achieved.  The performance can be negatively influenced by 
the weakest contribution. 
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Purpose:  The purpose of the Change theme is to identify, assess and control any potential and approved 
changes to the baseline. 

Definitions: 

Issue – is anything unplanned in the project which has or will definitely happen. 

Types of Issue: 

• Request for change – a suggested change to a baselined product 

• Off-specification – a product delivered (or forecast to) which does not meet its specification 

• Problem or concern – any other issue which the Project Manager needs to resolve or escalate 

Issue and Change Control – procedures to ensure issues are identified, assessed and decisions taken to 
approve, reject or defer them. 

Change Control Management – creates, maintains and controls changes to the record keeping of products 
throughout its life. 

Configuration item – is something which is subjected to configuration management. It could be a component 
part, a product or set of products managed together (a release). 
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The management products that relate to this theme appear in the slide above. 

 

It is important to understand the difference between the Issue Report and the Exception Report. 

Take special note of the Scales of Priority and Severity in the Change Control Approach. 

 
Of interest is the heading: Cross-Reference in the Configuration Item Record; included in this section are 
references to Issues and Risks as well as Product Descriptions. 
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Many projects find their source within the following business areas: 

 Strategic direction changes 

 Operational requirements 

 Efficiency improvements 

Projects are placed into a portfolio and ranked according to priority criteria e.g. ROI, risk, strategic alignment, 
investment requirement, etc. 
Projects often form part of programmes because they are related to each other. 

Projects deliver products and are primarily placed in a Specialist Product group or in the Management Product 
group. 

The management products are created, updated and maintained during the course of the project so that the 
six variables of the project can be controlled. 

Product Status Account:  The Product Status Account provides information about the state of products within 
defined limits. The limits can vary. For example, the report could cover the entire project, a particular stage, a 
particular area of the project, or the history of a specific product. It is particularly useful if the Project Manager 
wishes to confirm the version number of products.  It can also be used to confirm that all products in a stage or 
project have an “Approved” status, e.g., confirmation for the Project Board during the DP process. 
The account is produced by project support. 



 

94 
 

 

 
 

Change Budget: This is a sum of money that the customer and supplier agree will be used to fund the cost of 
requests for change, and possibly also their analysis costs. In the Roles and Responsibilities heading of the 
Change Control Approach, it describes whether a Change Authority and/or Change Budget will be used. 

Change Authority:  The Project Board may delegate authority for approving responses to requests for change 
or off specifications to a separate individual or group, called a Change Authority. 
It is the Project Board’s responsibility to review and approve requests for change and off-specifications. For 
projects where there are likely to be lots of changes, the Project Board may choose to delegate some decisions 
to a person or group, called the Change Authority. The Project Manager and/or the people with delegated 
Project Assurance responsibilities may act as the Change Authority. 
The Project Board needs to decide whether to appoint a Change Authority in the DP process before authorizing 
the project.  A decision will be made on their limits of authority. 

Capturing and Managing Issues:  Any stakeholder can raise an issue (to the project manager).  If the issue 
needs to be managed formally, the Project Manager will enter the issue in the Issue Register and create an 
Issue Report.  Not all entries in the Issue Register will need a separately documented Issue Report.  Depending 
on the impact of the issue and the authority required to reach a decision to resolve the issue, the Project 
Manager will update the Issue Report.  This latter action may require seeking advice from the Change 
Authority and/or the Project Board.  Once resolved, the Project Manager will close the issue. At the end of the 
project, all open issues are managed during the Closing a Project process. 
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Configuration Management Procedure

• Planning

• Identification

• Control

• Status Accounting

• Verification and Audit

 

 

These are the five core activities performed by Configuration Management: 

• Planning how configuration will work for this project. 

• Specifying and identifying each configuration item. 

• Controlling the status and users of items (e.g. copies) and keeping information current. 

• Producing Status Accounting reports when required, e.g. at stage and project end. 

• Verifying the ACTUAL status of products against the item records. 

Change Control Approach:   

• It is created during the IP process and reviewed during the SB process. 

• Project Assurance reviews the initially created product during the SB process.  The Project Board 
approves the Approach. 

• The Project Manager uses the Approach during the IP and SB processes and the Team Manager 
uses the Approach during the MP process. 

Configuration Item Records: 

• These are created by Project Support during the IP process (when the Change Control Approach is 
created and when the major products for the project plan are agreed) and during the SB process 
(when all products for the stage plan are agreed). 

• The records are used by the Project Manager (during the IP and MSB processes), the Team 
Manager during the MP process and by Project Support (during the CS, MPD and CP processes). 

• The records are reviewed by Project Assurance (during the IP, MSB, CS and CP processes), by the 
Project Manager (during the MSB process), by the Team Manager (during the MP process) and by 
Project Support (during the MSB process).  The Project Manager approves the records during the 
IP, CS and CP processes. 

Change Control procedure 
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Wherever possible, issues should be resolved informally and with an entry in the daily log. 

The formal handling of issues follows the steps in the slide above. 
An Issue Report contains headings that enable the responding decision, authorization, decision date and 
closure date to be recorded.  

The Exception Report is created when a tolerance is forecast to be exceeded. 

In the shaded bars in the slide, the lower and higher level resolution routes for resolution are indicated. 
Issues that can be resolved without escalation will follow the lower route, e.g. an issue that can be resolved 
with the use of tolerances. 

Where issues will cause tolerances to possibly be exceeded, higher levels of project management will need to 
be consulted e.g. Change Authority, Project Board or Corporate / Programme levels. 

An Issue Register is created during the IP process by Project Support. It is used by the Project Manager (during 
the CS, SB and CP processes).  The register is approved by the Project Manager during the IP process. 
The Issue Register is closed during the CP process by the Project Manager.  
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Options Analysis

© Crown Copyright 2009. Reproduced under Licence from OGC.

Fig 9.2
Advantage

gained

Impact of
implementation

 

Some projects are cost and time sensitive and cannot always accommodate great ideas.  These issues can be 
assigned a “pending” status in the Issue Register and transferred to the follow-on recommendations at stage 
end and / or project end. 
 

 

 

The Project Management Team should operate as an effective team for best results. 

The purpose of summarizing responsibilities in this theme is to emphasise the dependence on each team 
member’s contribution if project success is to be achieved.  The performance can be negatively influenced by 
the weakest contribution. 
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BENEFITS MANAGEMENT 

 
 
 
 
 
 
 
 
The benefits are tangible or intangible effects of the project that justify the time, money and resources 
that are spent on delivering a project.  If there are no benefits then, ideally, there should be no project.   
If the benefits disappear for whatever reason, then the project is no longer viable and should be 
stopped. 
 
Benefits should be measurable.  They can be categorised as tangible and intangible. Hopefully, the main 
justification for the project will be made on tangible benefits that can be directly related to a financial 
measure.   For example, staff reductions or a reduction in revenue spending on consumables and so forth. 
 
Each benefit identified must be carefully and precisely stated and it is useful to test the benefits against 
these four criteria: 
 
DESCRIPTION - What precisely is this benefit? 
 
OBSERVATION - What differences should be noticeable between pre- and post-project? 
 
ATTIRIBUTION - Where will this benefit arise? 

 

Project success is the satisfaction of stakeholder needs and is measured by the success 
criteria as identified and agreed at the start  of the project. Benefits management is the 
identification of the benefits at an organizational level and the monitoring and 
realization of those benefits 
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STAKEHOLDER MANAGEMENT 
 
Stakeholders are persons, groups or institutions with interests in a programme or project. Primary 
stakeholders are immediate communities of interest, often they will be described as internal 
stakeholders, particularly if they are involved directly with the implementation of the project. 
Secondary stakeholders (usually external stakeholders) are the intermediaries in the process, and may 
include government agencies and other institutional bodies. 
 
 
 
 
 
 
 
Project managers should be aware of all the stakeholders and their objectives.  They will find it difficult to 
please all of them because of the often conflicting objectives.   Political skill will be a useful  attribute on the 
part of the project manager to assure maximum satisfaction among the stakeholders. 
 
Having identified the various stakeholders, each may be assigned to a category according to their relative 
ability to Influence the project.  Three distinct tasks are envisaged, namely: 
 

 Identification and mapping of relevant stakeholders 

 Analysis of their interests in and influence over the project or programme 

 The outline action plan defining how each stakeholder group will be managed throughout 
the life cycle of the project. 

Stakeholder management is the systematic identification, analysis and planning of 
actions to communicate with, negotiate with and influence stakeholders.  
Stakeholders are all those who have an interest or role in the project or are 
impacted by the project. 



 

100 
 

 

 

 
 

PROJECT OFFICE 
 
 
 
 
 
 
 
In all but the smallest of projects there will be a significant amount of administration to be 
undertaken.   Without any support this falls to the project manager to complete and can easily result 
in one of two outcomes - the administration is left whilst the project manager concentrates on day to 
day management or the admin gets done at the expense of the day to day management.  
Alternatively, the PM works lots of overtime! 
 
One consideration might be to support the project through the creation of a project office.  The 
organisation may seek to justify investment in a project office through returns gained by a number of 
different functions, including; 

 Functional home for project managers 

 Centre for expertise and project support 

 Performance improvement 

 Excellence in project delivery 

 Execution of corporate Approach 

 Role of the project office in helping the project manager 
 

 

A project office serves the organisation's project management needs. 

A project office can range from simple support functions for the project manager to 

being responsible for linking corporate Approach to project execution. 
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Benefits of a project office 
 

 provide a consistent approach to project management ensuring that all projects adhere to the 
same standards 

 enhance the control and management of the project 

 provide management  with the information and structure to make more informed decisions 

 assist in delivering projects on time, within budget and to the required scope by utilising tried 
and tested expertise 

 provide an operational support role to the programme/project manager 

 provide an independent sounding board for project concerns 

 minimize the risks of project failure due to enhanced controls 

 build information on past projects - enabling metrics to be kept and used on future projects 

 adding value through specialism  - many functions of the PSO are specialized and it makes 
sense to maintain and increase the expertise in a central location 

 the PSO can act as a centre of excellence in project management matters and provide expertise and 
consultancy support to project managers 

 
A project office can provide value to any type of project, whether it be a systems implementation and roll 
out, a business process change, a building relocation or mergers and acquisitions. 
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Requirements 
 

Best practice approach 
Benefits 

Involve customers and users throughout Better understanding of real needs 

Identify and consult all likely sources of 
requirements  

Improved requirements coverage 

Assign project managers and team members to 
requirements management activities; all  are 
experienced in requirements 

More predictable performance 

Allocate 15 to 30 percent of total project effort to 
requirements management activities. 

Maintain high quality  specification through 
out the project 

Provide  specification templates and examples Improved quality of specification 

Maintain good relationships among stake-holders Better satisfy customer needs 

Develop  complimentary models together with prototypes Eliminate specification ambiguities 
and inconsistencies 

Use peer reviews, scenarios, and walkthroughs to 
validate and verify requirements 

More accurate specification and higher 
end user satisfaction,  Explicit link 
between requirements and work 
products 

 
 
 
 
Requirements could be defined as; 
 
User requirements list the tasks and goals of the user or consumer. User requirements are intended to make 
the tool or product easier to use, faster, less error prone, and even a bit of fun.  

 
Business requirements list the goals of the business.  At the highest level, these goals are to increase revenue, 
decrease costs, improve data management, increase knowledge transfer, improve efficiency, and so on. For 
example, an internal software application is made only when someone in the business recognises a need for a 
better-than-current system or process and implements a project to fill that need. 

 
Technical requirements are the hardware and software integration issues such as security, compatibility with 
existing systems, performance requirements, and so on.  In a product manufacturing example, technical 
requirements would be manufacturing requirements, or the conditions, processes, materials, and tools 
required to get the product from the design board to the shipping dock. 
 
 

 
 
 

 
 
 

Requirements management is the process of capturing, analyzing and testing the 
documented statement of stakeholder and user wants and needs.  Requirements are a 
statement of the need that a project has to satisfy, and should be comprehensive, clear, 
well structured, traceable and testable. 
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INTRODUCTION TO ENVIRONMENTAL MANAGEMENT 
 
The project manager should include Environmental Management as one of the key areas of 
development prior to commencing the project.  Probably considered at the risk analysis stage, 
significant attention should be drawn to: 

 

 the environmental impact of the project 

 environmental policy, planning, implementation and documentation 

 environmental reporting requirements 

 
In general, environmental aspects of all organisation's operations have increasingly come to the fore.  In 
2010, the Deepwater Horizon oil platform in Gulf of Mexico, caught fire, blew up and sank, killing the crew 
and causing environmental damage which cost operator BP billions of dollars to put right.  An ISO 14001 
 
This session is designed to highlight the need for an Environmental Management System (EMS) that is 
consistent with the ISO 14001 Standard and improves the overall environmental performance of the 
project.  Because each project is different, documentation needs to be specific enough but general enough 
to allow the flexibility for addressing unique characteristics. 
 
There are numerous benefits of implementing ISO14001. These include: 

 

 Providing a framework for a systematic and integrated  approach  for Environmental Management 

 Making the EMS "system" dependent and not "person" dependent 

 Promoting sound Environmental Management which becomes a means of doing business and 
not an end in itself. 

 Positioning the organisation as an environmental leader 



 

104 
 

 

 

 
 
BUDGETING AND COST MANAGEMENT 
 
This session on budgeting cost management will outline the scope of responsibility for the project 
accountant, who is sometimes also called the cost engineer. On small projects of course, all the 
accounting tasks may well land on the project manager’s desk. 
 
The project budget is the authorised funds allocated for the completion of the project, the expectation is 
that the project will be delivered within this amount, unless a revised budget is authorised. 
 
 
 
 
 
Cash Flow Timing 
There is a catch unfortunately. The cash flow statement, as the name suggests, is a measure of the 
cash in and out of the projects account.  The catch is that this may not be the same as the sales figures 
or expenses for the month because of the timing of the payments. Listed below are typical examples of 
cash flow timing: 

 Part payment with placement of order -  this is often used to cover the manufacturer's 
cost of materials and ensure the purchaser’s commitment. 

 Stage payments are often required u n t i l  completion of the project.  The payments are 
to cover the manufacturer’s costs. 

 Payment on purchase; this is normal practice with retailers. 

 Monthly payments; labour, rent, telephone and other office expenses. 

 30 or 60 days’ credit; normal terms for bought-in items. 

 90 days’ credit; large hypermedia will pay their suppliers 90 days after delivery, even  
though they make a profit on the return from the positive cash flow. 

 
It may help to look at the data presented the other way round. 

 Labour costs are usually paid in the month they are used. 

 Material costs can vary from up-front payment, cash on delivery (COD), to 1 to 3 
months credit. 

 Bought-in services and plant hire costs can be paid within 1 to 3 months after 
delivery. 

 Income from client; up-front payment, stage payments or progress payment one 
month after invoice. 

Budgeting and cost management is the estimating of costs and the setting of an agreed 
budget, and the management of actual and forecast costs against that budget. 
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EARNED VALUE MANAGEMENT 
 
 
 
 
 
 
 
 
Earned Value Management described 
 
Earned Value Management (EVM) is a project management technique used for measuring project 
progress in an objective manner.   Earned Value Management evolved from the concept of Earned 
Time first devised by management theorist Frederick Taylor, and then later refined by Frank and 
Lillian Gilbreth. 
 
Essential features of any EVM implementation include: 

 

 a project schedule that identifies work to be accomplished 

 a valuation of planned work, called budgeted cost (BC),and pre-defined “earning rules” 
(also called metrics)  to quantify the accomplishment of work, called earned value (EV). 

 

Earned value management (EVM) is a project control process based on a structured 
approach to planning, cost collection and performance measurement. It facilitates the 
integration of project  scope, time and cost objectives and the establishment of a 
baseline plan for performance measurement. 
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CONFLICT MANAGEMENT 
 
 
 
 
 
 
A conflict resolution model 
 
Thomas (1976) described five conflict-resolving models or styles. These were based upon two 
conflict management dimensions: 

 
1.  How assertive or unassertive each party was in pursuing its own concerns. 
2.  How co-operative or uncooperative each was in satisfying the concerns of the other. 

 
These two dimensions produced five conflict-handling strategies which Thomas labelled competition 
(assertive and uncooperative); collaboration (assertive and co-operative); avoidance (unassertive and 
uncooperative); accommodation (unassertive and co-operative); and compromise (mid-range on 
both dimensions). 
 

• Competing ('Might is Right’) 
When one party is highly assertive with regard to Its own goals and concerns, and it tries to 
further its own interests regardless of the impact this may have on others, then it will adopt 
this battling, competitive style. 

• Collaboration (‘Let’s work this out together'} 
Here, both parties in conflict try to satisfy their own goals and concerns.  It is characterised by 
a problem-solving stance; confronting differences and sharing ideas and information; seeing 
problems and conflicts as a challenge. 

• Avoiding ('Leave well alone') 
One party may recognise that a conflict exists but chooses to withdraw from it or to suppress 
it. 

• Accommodation ('No, after you') 
On occasions, one party may try to appease another and put their concerns above their own. 
When husbands and wives have disagreements, it is not uncommon for one partner to place 
the other's interest above their own, perhaps to maintain a relationship. 

 Compromising ('Split the difference') 
When each of the two parties gives up some aspect of their concern, then sharing occurs and a 
compromise outcome is achieved.  No-one wins and no-one loses.   

 

Conflict Management  is the process of identifying and addressing differences  that, if 
unmanaged, would affect project  objectives.  Effective conflict management prevents 
differences becoming destructive elements in a project. 
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While Collaboration has been found to be the most ideal approach under most circumstances, other 
approaches may be equally effective depending  upon the situational context.  For example, Avoiding may 
be used effectively as a temporary measure until new Information can be sought, or to "cool off" a 
hostile reaction from a colleague. As a basic long term Approach, however, Avoiding may actually 
escalate a disagreement if no resolution is eventually sought. 
 
Sources of conflict in the project life cycle 

 
People 

 
At a lower level, conflict within a project team may need to be dealt with through the softer skills 
required by a project manager.  He/she must recognise that the pressures associated with achieving 
Cost, Quality and Time objectives will inevitably lead to conflict.  It is PEOPLE who will achieve these 
objectives for you, but PEOPLE are complex and will require motivation and support.  The detrimental 
aspects of conflict in a project life cycle can be minimised if the project manager anticipates the 
potential conflicts and understands their determinants. 

 

 Project Manager 

 Senior Manager 

 Client 

 Project Team 
 
Is Conflict Always Bad? 
The answer is emphatically - NO. Any project that has absolutely no conflict will be lethargic.  It needs 
the spark at differing opinions, and even beliefs from within the team, to provide fertile ground for 
improved decision making and problem solving. 
 
 


