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Introduction

Projects are fundamentally about change, and change is inherently difficult to manage
and get right. The Project management Handbook provides a standard framework to
successfully manage and deliver a project.

Capital projects are usually complex, requiring significant management skills, co-
ordination of a wide range of people with different expertise, ensuring completion within
the parameters of time, value and necessary specification.

The Handbook provides a strategic and systematic approach to implementing change
that:

supports corporate governance requirements for project management, with
standards that can be set and applied efficiently and effectively across all
business/service areas;

enables a consistent application of good practice across all parts of the Council in
the delivery of excellence in products and services.

This Handbook is delivered alongside training and awareness in project management; it
is insufficient by itself to enable inexperienced teams to properly set up and run
projects.

The Handbook provides a common approach that is applicable to all projects, though
the delivered outputs may vary from buildings, public services or ICT services.

The Handbook provides a basic introduction to project-based working, so those
unfamiliar with projects and project management will need additional support and
training to give them confidence in applying the processes and techniques described.
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Figure 1 - The importance of being a team
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Instructions

Purpose of this Handbook

The main purpose of this Handbook is to regulate and provide the necessary tools to
ensure that a project, whatever it may be, has the best chance of success. A
successful project is one that fully meets the Client/User needs, which means that a
project:

is to budget;
is on time and
is to the required quality.

This tri-partite project requirement means that the project management control systems
fall into five categories of:

time,

cost,

quality,
function and
conflict.

The time control is documented in the programmes, cost in the bills or financial
statements, quality in the specifications, function in the brief and conflict in the contracts
and conditions of engagement. The Handbook provides the information, instructions
and tools to control a project from beginning to end.

The Project Management Handbook is for individuals and groups who have any form of
involvement with projects, whether as executives, sponsors, end-user, project
managers, team members, suppliers, stakeholders or other interested parties.

The Handbook is intended to give rigour and consistency to all phases of a project,
especially project start-up (inception, viability, and feasibility), managing, governing and
reporting. Its use achieves an accurate view of any single project that is able to be
consolidated with many other projects thus enabling an accurate picture of total
progress and status. This, very importantly, ensures that a precise analysis of the
Council’s financial position and commitment is readily available and can be measured
against policy objectives.

It is important to understand that this Handbook only gives a basic description of project
management, its processes and techniques. It will not necessarily make a good project
manager, but it gives an understanding of the basic rules of best practice in project
management. Most importantly, it does give the tools and techniques to enable good,
professional project management to be achieved. Project management will not be
‘perfect’, but it is important to recognise and understand where the deficiencies may be

S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3af.doc

18/12/2006 1:48 PM



and have the confidence to say, “I don’t know”, “It doesn’t meet all my requirements”, “I
believe | can improve on this”, “I need help”. It is intended, therefore, to create a Users
Group that is able to receive and act upon users’ experiences and requirements and be
a forum for discussion to enable continuous improvements to be made to the Handbook
both in terms of content, tools and training.

REMEMBER: Good project management gives
guidance, rules, instructions and tools

to enable:
monitoring
reporting and
communications

giving
control and
predictability of outcome.

When to use this Handbook

For setting up and managing a project (of all types) from inception to completion. Some
elaboration is given below: -

‘Setting up’ a project is the single most important part of a project. Time and
resource spent at this time will vastly improve the chances of success. It includes
the process of examining ‘a bright idea’. ‘Examining’ is probably too neutral; ‘put
through the wringer’, ‘put under the microscope’, ‘knock it around’, ‘make the pips
squeak’, probably better describes the processes that ‘a bright idea’ goes through
before it gets anywhere near being called a project. After these initiation processes
have been carried out a ‘bright idea’ MAY then become a project. A rejected ‘bright
idea’ is just as important as an accepted ‘bright idea’, both save time and money!
The Handbook gives the tools and describes the processes necessary to ensure that
the ‘birth’ of a project is not premature and is carried out as efficiently and effectively
as possible.

The Handbook MUST be used throughout the lifetime of a project. The adherence
to the governance, monitoring, reporting procedures and project management
techniques described here is ABSOLUTELY required.

How a project is handed over including a comprehensive and understandable O&M
manual is also a critical area of a project, which can be often overlooked. This area
should be clearly defined within the project brief, preferably by the end-user, to
enable ALL relevant information to be gathered during the lifetime of a project. A
clear consistent approach to the methods, purpose and requirements of information
gathering at the earliest stage will enable a really useful and most importantly,
accurate O&M manual to be produced. This Handbook gives important rules in this
area.
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How to use this Handbook

This Handbook is designed for web-based use, but can also be used in Word or
hardcopy formats.

The web-based Handbook is designed to give easy access to all parts of the Handbook.
The depth and/or detail to which the user may wish to go is controlled by linking to the
relevant parts of the Handbook, whether it be straightforward information,
process/governance issues or downloading appropriate documents.

The Word-based document also follows a similar format to the web-based Handbook.

The hardcopy version should only be used if access to the electronic versions is
unavailable, especially as the current version will always be in the electronic formats
and the most up-to-date downloads will only be available electronically.

General Approach:

The Handbook gives easy access to all the information, from initiation to post
completion/handover and all the rules and regulations related to a project and the
tools in the form of template documents, forms, reports, spreadsheets and the like.
Process diagrams feature throughout the Handbook to enable the user better able
follow the protocols, rules, regulations and procedures that are required.

Consistency of approach to the management of all projects is fundamental to
achieving the three prime objectives of being:

0 ontime,
o within budget and
o to the required quality,
by using the project management systems that control:
o time,
0 cost,
o quality,
o function and
o conflict.

The Project Manager needs to take ownership of the documents used for the project
and be personally responsible for updating the documents in discussion with the
relevant specialists (e.g. Accountant, Quantity Surveyor). The Handbook is
designed for everyday use; it is the supporting framework for all project management
needs. The Project Manger must use it; the Client must use it; Council members
should have an understanding of it.
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Structure:

Each element of a project will form part of the structure called ‘the project’. Itis very
important that each element is carefully designed to ensure that it fits within the
overall structure and contributes in supporting it. If the analogy of building a house
is used, then the positioning of the windows, doors, walls etc form a critical part in
ensuring that the house is stable and is fit for its purpose. BUT a project is much
more than this, using the same analogy, a house cannot be built without a plot of
land, planning permission, building regulation approval, a design that works for the
end user and sufficient finance to fund whole job.

The documents/ templates in this handbook form the basic elements, whilst the rules
and regulations form the cement that keeps the elements together to the required
plan.

The reporting processes ensure that the state/progress of the project is understood
fully by ALL.

The decision making and governance processes ensure that progress is made in a
fully informed and agreed manner.

The structure helps to ensure that all aspects of a project from inception right the
way through to operations is fully understood, controlled and monitored. Decisions
are made in a timely manner with complete knowledge and understanding of risk
and outcome.

Planning and managing:

The Handbook is designed to give a clear route map to planning and managing a
project, including the ‘bright idea’ stage. Much of the key information related to
project processes on the timeline, and decision making processes related to project
governance, are given by flowcharts(insert links). It is important to understand these
processes and if they are not understood then ask for help and training (insert link).
Much of the project planning process will been done at the ‘bright idea’ stage (insert
link to project initiation form) before any project is accepted and given the go-ahead
to the next stage. The key documents at this initiation (‘bright idea’) stage are: -

o Project initiation form
o Project brief/scope

0 Business case

o Budget

o Cost plan

o Cash flow

o Project drivers

o Other resources
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0 Risk register
o Programme with key milestones
o Gateway 01 document

Once a project has been given the go-ahead to the next stage, then the whole of the
project management system comes into play. The key managing documents and
templates are designed to facilitate detailed project planning, managing and
reporting. The key documents and templates are: -

0 The project execution plan (PEP) which is the core document. It acts as
an umbrella under which all of the project documents sit. This is a live
document that enforces discipline and planning with a wider circulation
than the project design team.

0 The project management system (PMS), which includes management and
reporting systems for budget, cost planning and forecasting, programme,
risk, change, communications and project team information, procurement,
health and safety and any other statutory issues.

o Gateway documents, which ensure a ‘safe steps’ approach to project
progress.

Project governance is designed to ensure that decisions are made in a timely
manner with FULL knowledge of the relevant facts. It is important to include all the
relevant decision making processes in the project programme to give an accurate
picture of the project’s overall duration. The main decision making and/or advising
bodies that deal with projects are: -

o Full Council (d)*

0 The Executive (formal and informal) (d)

o0 The Executive Member (d)

o Projects Programme Board (PPB) (a)*

o Directors’ Group (a)

o Capital Strategy and Asset Management Group (a)

o Project Board (PB) — the main decision making body - one set up for each
project (a)

o Director’'s Review — monthly project management report from the PMS (a)

o Project Initiation Panel — in front of which, ‘bright-ideas’ sink, swim or given
lifebelts. (a) (insert links as appropriate)

! (d) = Decision making body as defined within the Council’s constitution
2 (a) = Advisory and guidance body
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10

Completion and operation:

The essential question asked here, “Is the Client ready to assume responsibility”? This
may be of a building, an IT system, a policy. The completion and operations strategy
must be decided at the earliest possible stage at the beginning of a project; do NOT
leave to the end. The detailed activities and processes at this stage must have been
planned at the beginning of a project and be part of the project programme, to ensure a
smooth handover to the operational phase.

It will usually consist of matters related to completion of an O&M manual, user and
maintenance training for the case of a building or IT system or a final report in the case
of a new/change of policy or management restructuring. In any case, the detailed
requirements must have been planned at the earliest possible phase of a project.

Feedback forms an important part of this phase and includes feedback from Client,
installers, suppliers and the like. The ‘lesson learned’ form (insert link) (part of the PMS
suite of documents) will have been used throughout the lifetime of the project and will
have been useful in collecting and collating this kind of information.
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Structure of this handbook
The Handbook is split into two main parts:
Part 1 — Project management — planning and governance (INFORMATION)

Part 2 — Techniques, methods and processes (TOOLBOX)
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Part 1 - Project management — planning and
governance (Information)

1.1 Definition of a project and project management

A project is the process of creating a specific result or objective; a means to an end.
It is @ management environment that is created for the purpose of delivering one or
more business products or services to a specified Business case.

There are a variety of other valid definitions; however, this definition highlights some
important points:

In order for a project to be created, a Business Case must exist. The Business
Case may be developed in advance of the project, or it may be developed as part
of project start-up.

A project is created to deliver something — one or more business products or
services. Planning the project will involve defining exactly what should be done
in order to deliver the products or services.

A project is a management environment that is created specifically for the project
— itis not normal operational business

Planning the project will involve defining exactly what should be done in order to
deliver the products or services.

Projects are temporary things, each with a defined start, middle and end.
Projects do not just happen, nor do they go on forever.

Project management is the management of that process with the resource
available (i.e. Time, Money, Materials and people).

The following list provides examples of business activities that would be suitable
candidates for projects:

o planning an office move

0 arranging a major event

0 carrying out a feasibility study

o building a new school or road

o introducing a new method of providing a service
o delivering a new ICT service

0 developing a new policy.
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The essential elements of a project management system are givenin 1.1.1 to 1.1.5
below. These are not listed in any particular process/chronological order and all are
of equal importance.

1.1.1 Starting a Project (Project Initiation)

This forms a critical part of any potential project. Time and resource spent at this
time will vastly improve the chances of success. It includes the process of
examining ‘a bright idea’. A ‘bright idea’ needs a structured approach to its
presentation in terms of information collected and provided. This will then allow an
informed and consistent examination of that ‘bright idea’, so that decisions to
proceed amend or decline is the best that can be made.

The project initiation process also forms the foundation of the capital planning
process that enables the Council to select and prioritise those projects that best
meet the Council’s duties and objectives. Figure 4 shows how the project initiation
process fits with the capital planning process.
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The initial information required is collected on the Project Initiation Form (insert
link) and the information required will usually include the following depending on
the value and complexity of the intended project:

o Objectives and outcomes

o Project description

o Why now?

o Responsible officers

o Options

o Statutory and regulatory duty/other legal and government requirements
o Extent of compliance with Council priorities

o Oultline feasibility

o Risk (corporate and project)

o Intended programme (Gateways) with key assumptions
o Consultation / communication strategy

0 Supporting documents

8 Required — environmental impact assessment and list of sub-
projects within a block programme

§ Optional — will depend on the type of project and the stage of
initiation i.e. after initial evaluation and/or prioritisation from the
P1&DG and/or PPB

o Financial evaluation

The depth of the information required and/or available at this stage will very much
depend on size, complexity and risk profile of the intended project. Risk is
generally a function of complexity and complexity a function of size, and size a
function of cost, BUT not always. This project initiation phase is intended to tease
these relationships out so that a project/ bright idea profile is formed with ALL the
relevant information.

A very complex ‘bright idea’, for example, will probably only have outline
data/information related to its costs, programme and risk profile available at this
stage and will need a relatively long and intensive viability and feasibility phases
through the PM gateway processes before implementation. Whilst a simple ‘bright
idea’, with a low risk profile, is more likely to have enough detailed information at
this project initiation stage to swiftly go through the initial decision processes.
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A ‘bright idea’ may be declined or deferred, not because it is not a good idea, but it
does not fit the current Council/Government strategies or capital spending profile.

Importantly, the examination and decision processes are the same for ALL types
of ‘bright idea’.

1.1.2 The Project Execution Plan (PEP)

The PEP (insert link). is the core document for the management of a project. Itis a
statement of policies and procedures defined by the project sponsor, although
usually developed by the project manager for the project sponsor’'s approval. It
sets out in a structured format the project scope, objectives and relative priorities.

This is a live document used throughout the lifetime of a project; it enforces
discipline and planning with a wider circulation than the project design team. It
forms the basis for:

o Gateway 02 — feasibility sign off

0 A prospectus for funding (e.g. grant monies or joint ventures)

o Aninformation and ‘catch-up’ document for prospectus contractors.

Some of the confidential information in the client version will be taken out of the
published version to other parties.

The PEP is in a standardised format that can be readily modified to meet the
particular circumstances of each project. The PEP will change as a project
progresses though the gateways. It should be a dynamic document regularly
updated and referred to as a communication tool, as well as a control reference.

1.1.3 Gateways
Gateways create ‘safe steps’ in a project by being positioned at critical points
within a project. As their name suggest, a Gateway forms a barrier that must be
opened to be able to proceed further.
The Gateways occur at critical points in a project:

0 Gateway 01 — Initiation (inception) and Viability (insert link).

0 Gateway 02 — Feasibility (insert link).

o0 Gateway 03 - Scheme design (insert link).

0 Gateway 04 — Detail design (insert link).

0 Gateway 05 — Procurement (insert link).

0 Gateway 06 — Construction (insert link).
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0 Gateway 07 — Operations (insert link).

Each Gateway sets outs the:

o

objectives

0 inputs

0 processes

0 responsibilities
o0 deliverables

o Vvalidation

o0 completion

in a format that allows the required activities to be readily identified. Most
importantly, to ensure that sufficient time and resource is given to the relevant
activities, their inclusion within the project programme is essential.

The Gateway process together with its report ensures that project decisions are
made with all the appropriate information at the appropriate level at the appropriate
time.

LOSE OU
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detail
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Figure 5 - Gateways and safe steps
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1.1.4 Business Case

The Business Case explains the business rationale for undertaking the project, the
expected benefits as a result, and analysis of the balance between costs, risks and
benefits. At the early initiation stage, the Business Case information may only be
outline but it should clearly explain how the project fits to overall organizational
objectives.

Although the project Sponsor is the “owner” of the Business Case, the Project
Manager is usually responsible for developing the information, with input from
advisors and specialists as necessary:

o all the benefits justifying the project, for example financial savings,
improvements in current working practices, provision of new services.
The benefits from one project may actually benefit other organisations
than the one sponsoring the project. These “indirect” benefits should
also be included in the Business Case;

o the estimated costs of the project covering capital investment required,
resource costs, staff costs, equipment costs;

o summary of the options considered for the project. Where procurement
is required, the options should also include the different procurement
options;

o summary of the key risks facing the project
0 outline timescales for the project showing major milestones

o appraisal of the overall investment describing the balance between
costs, benefits and risks.

The Business Case will be reviewed by the Project Sponsor/Project Board and
updated as required at specific points during the project lifecycle, usually at least at
the end of each Gateway stage. These reviews are critical to understanding the
ongoing viability of the project both at start-up and throughout the project.

Plan what needs to be done during Initiating a Project.

Planning takes place throughout the project, but at this stage the Project Manager
should focus on detailing what work is needed to complete the Initiation stage.
The Project Initiation Form(insert link) will help in ensuring that the right amount of
information is gathered to support the business case and will be carried forward
into Gateway 01 (insert link). The initiation phase should include the resources
and effort necessary to develop the detailed plans for the project:

0 required outputs from initiation, for example, Communication Plan,
Project Execution Plan

0 resources needed and any associated costs
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0 activities and timescales, usually shown as a Gantt chart. The critical
path® should also be elucidated especially for more complex projects.
o quality control and checking, e.g. review of outputs by internal audit
Outline business case:
The outline business case (insert link) includes:

o A description of how the project supports the Council strategy, plans or
schedules

0 The reason for selection of this solution
Detail business case:

This will include in much more detail the financial case for the proposed solution(s)
with a reasoned argument for the necessity of undertaking the project. The case
should include the degree(s) of risk and their amelioration and an explanation of
how the project meets the Service and Corporate objectives.

Techniques, such as life cycle and whole life costing, best value and the like
should be used, where appropriate to support the case.

1.1.5 Project Brief/Objectives
The two major roles and their responsibilities are:
o Client role — responsible for the investment and setting objectives

o Project Manager role — responsible to the Client for the project
implementation and meeting the project objectives.

Client objectives:

The Client (i.e. The Council) will have set its objectives through a series of policies
usually driven by local and central government requirements, needs and
aspirations. These policies can be delivered by setting up a programme that is
implemented through a number of projects.

e.g. policy — improve educational attainment by reducing class sizes
programme — school improvement programme
project — build new schools/or additions to existing schools

BUT not always. Projects may arise through central government initiatives or local
business opportunities, in which case the Client (Council) objectives must be
clearly defined within these initiatives and/or opportunities. Professional advice

® The activities on the critical path together indicate the shortest duration that a project can be finished.
S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3af.doc

18/12/2006 1:48 PM



20

should be sought through possibly the services of a project manager to ensure that
the objectives are set in a co-ordinated, effective and efficient manner.

Project objectives:

The project manger will develop the Client objectives into the project objectives,
then project brief, usually after extensive consultation with the Client, stakeholders,
appropriate Statutory Bodies and the like. The project objectives will form an
integral part of the Project Execution Plan (PEP) (insert link). It is probably worth
re-stating here that the PEP will be the critical document under the umbrella of
which, the project will reside and the Gateway (insert link) processes give
guidance to the activities, roles and responsibilities that are required to
successfully progress the project.

Project brief (detailed):

This is usually further development of the project objectives and is an interactive
process involving most members of the design team and appropriate
representatives of the client team. It is for the project manager to manage the
process, resolve conflicts, obtaining client’s decisions, recording the brief and
obtaining the client’s approval.

The project brief should probably consist of the following, which should be tailored
to the requirements and environment of each project:

Background
Project definition, explaining what the project needs to achieve.
It will contain:
Project objectives
project scope
Outline project deliverables and/or desired outcomes
Any exclusions
Constraints
. Interfaces
Outline business case
1. A description of how this project supports business
strategy/policies, plans or schedules
2. The reasons for selection of this solution
Customer’s (Client and/or End-users)
Acceptance criteria
Risk assessment

oUuswNE

If earlier work has been done, the project brief may refer to the document(s)
containing useful information, rather than include copies of them. In any case the
Project Execution Plan (PEP) will form the important repository and reference for
all the project documentation and information.
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It is not unusual for the client to modify their thinking on various aspects of the
proposals and there is certainly the opportunity and scope for change during this
phase (Gateway 02 — Feasibility) (insert link). Figure 6 demonstrates graphically
the relationship between ‘scope for change’ and the ‘cost of change’ set against
the time-scale of a project. The crossover point occurs at the completion of the
Gateway 03 — scheme design phase. The client's attention should always be
drawn to this relationship and to the benefits of brief and design freezes.

High Optimum Latest advisable

Scheme defined

Cost of chane

Brief freeze

Design freeze

] Scope for change
Low H
Initiation - Viability - Feasibility Scheme design Detail design] Procurement -Construction & handover |Operations
Gateways 01 02 03 04 05 o8l o7

Figure 6 - Relationship between scope for change and cost of change

It is key that the client understands the importance of establishing enough
information at this stage to determine the end requirements and objectives for
developing the project. This point cannot be overemphasised. It is essential that
the client/end-user’'s needs and objectives are clearly identified and these are
thoroughly (and tactfully) examined to minimise potential future changes to the
project brief. The project manager should, therefore, ensure that the client is
familiarised with the potential cost and time implications of design changes and
identify as clearly as possible the precise requirements of the client.

The detailed design brief will form part of the detailed project brief and the project
manager will monitor the assembly of the detailed design and co-ordinate
consultations, programme and outline project brief compliance. The project
manger will also notify the client of any cost, time, quality function and financial
viability of any changes from the outline design brief. The formal approval by the
client will form part of the Gateway process (Gateway 03 — Scheme design or at
the latest part way through the Gateway 04 — Detail design phase — see Figure 6).

S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3af.doc

18/12/2006 1:48 PM



22

1.2Why project management is required
1.2.1 Plan

Organise tasks in a logical manner to enable an understanding of the requirements
of the project, especially in relation to: -

o time to implement the project;
0 resources required (money, materials and people)
A well planned project will also mean it will be much easier to: -

o understand the interrelationships that drive the project and are critical
for a successful outcome;

0 communicate the scheme to others, in gaining approval for the project,
managing and reporting progress;

o effectively consider and manage changes to the programme.
o effectively consider and mange risk associated with the project
1.2.2 Control
Progress
Resources (includes money)
Changes/actions
Quiality
Risk
Conflict
1.2.3 Monitor
Progress
Resource management (includes cost)
Change/action management
Time management
Quiality
Risk
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Issues
Conflict resolution
1.2.4 Communicate
Communication plan (Project Execution Plan - PEP). This is detailed in the
PEP and should show all the communication links with ALL the parties involved

in a project, including stakeholders, consultants, contractors, and the like.

Consistent reporting (Project Management System - PMS — monthly review,
Project Programmes Board, Project Board)

1.2.5 Progress
Resource usage and requirements

Reporting outputs that are readily understood and measured, upon which
effective action can be taken.

Instruct
1.2.6 Forecast/Predict
Project Management Systems (PMS) are not just about reporting the past,
important as that maybe, but about the ability to collect and collate ALL the
information both past, present and future in such a way that a reliable forecast can

be given to be able to predict outcomes with an increased degree of certainty. The
future data will include things like:

risk level changes from low to high or vice versa;
new or eliminated/managed risks;

changes in costs;

cost trends

cash flow

changes in design and/or specification;

changes in statutory requirements.

The PMS in conjunction with the other tools available from this Handbook and
appropriate training enables the user to gain this important ability.

Carrying out 1.2.1 above to 1.2.5 above as part of a comprehensive project
management system gives the project team the ability to forecast/predict the
outcomes with a very much enhanced degree of certainty.
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1.3Who should use it?

Anybody who is contemplating change

Anybody that has an interest in ensuring that change is carried out in the most
efficient and effective manner.

Anybody who has control of change that has a discrete beginning and end e.g.
o planning an office move
0 arranging a major event
0 carrying out a feasibility study
o building a new school or road
o introducing a new method of providing a service
o delivering a new ICT service
o0 developing a new policy

The principles and techniques of project management described here are relevant
to non-construction related projects.

The Handbook will of benefit to anyone that needs to query or question a project
process and/or decision.

1.4 Project governance

Project governance ensures that:
a project conforms to its agreed objectives,

is being carried out to all the appropriate rules and regulations, (e.g. Council
Standing Orders, OJEU procurement rules, Health & Safety regulations).

It also enables, makes and confirms key decisions that may be required (e.g. at
Gateways and Change Requests).

The bodies that make up the overall governance have varying functions and operate at
particular levels.
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1.4.1 Overview & Scrutiny Panels (O&S) (insert link)

There are seven O&S panels that deal with various aspects of the Council’s
responsibilities. The Major Projects and External Bodies panel is the important
one as far as most major projects are concerned. It is an information and
exception receiving body. The O&S panels have two key roles:

1. to develop new ideas about how services can be provided and performance
improved.

2. to examine critically the decision making of the ‘executive’ and where
necessary call decision makers to account. Panels have the power to require
senior officers and Executive Councillors to appear before them to explain
their actions.

Overview:
To assist the Council and Council Executive in the development of new policy

To assist the Council Executive by giving comments on issues identified as
"Key Decisions" prior to a decision being made

To contribute to Best Value Reviews and major service reviews at scoping
and "key issues" stages

To assist the Council Executive by giving comments on selected Service &
Budget Plans at their draft stage

Scrutiny:

Scrutinise performance management information to ensure that the Council
is performing to agreed targets and to agreed Action Plans

Determine "call-ins" of decisions made but not yet implemented by the
Council Executive or an officer

Scrutinise particular "Key Decisions" and other aspects of Council Executive
activity to ensure compliance with agreed Council policies and plans.

Evaluate the impact of Council and or Council Executive decisions and
policies

1.4.2 Directors’ Group (DG)

This Group receives information on major projects relating to impacts/risk on
council activities of major projects operations both before any project is started
and during any current projects’ lifetime. The group has an important guidance
and monitoring role in being able to take an holistic view of all the projects
proposed, in progress and completed and their impacts on the Council. The
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Group currently considers major projects on a monthly basis, but important project
issues are able to be considered on an ad hoc basis as and when required.

1.4.3 Projects Programme Board (PPB)

The terms of reference of the Projects Programme Board is to advise the
Executive in relation to the impact of the Capital Programme on the Corporate
Body; to act as Capital Control Group to monitor & control expenditure of the
Capital Programme and to monitor and direct major project activities, exposure to
risk and resource impacts. The PPB is a decision, advising and guidance body.

Membership:

The board shall be made up of the Executive Members for Resources and
Economic Development together with the Chief Executive (Chair), S151 Officer
and Director of Development and Major Projects.

Role:

The Project Programme Board will:

Review the position and progress of the capital programme. Monitor the
overall or combined spend/predicted final costs and cash flows against the
agreed budgets.

Have an overview of projects and to identify any major exceptions of
corporate concern.

Monitor and review the overall risk exposure of the Council from
developments and major projects and ensure satisfactory actions/plans are in
place to manage this.

Advise the Executive on the overall level of exposure from project risk that
should be considered when formulating the Council’s budget and financial
plan.

Review use of programme resource.
Ensure the various projects are programmed with due regard to the Council’s
capacity and best interests (including minimising disruption to the

community).

Oversee the development of best practice in project management processes
and reporting arrangements across the Council.

Advise Executive on 3rd party influences outside of Council control.

Appoint the project leader, members of project boards and approving TOR
for boards.

Monitor the adequacy of project governance arrangements.
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Oversee procurement approach, risks etc.

1.4.4 Project Board (PB)
The terms of reference of the Project Board is to provide guidance to the Project
Sponsor on overall strategic direction and help to spread the strategic input and
buy-in to a larger portion of the organisation. It is an advising and guidance body.
Membership:
The board shall be made up of the relevant Executive Members(s), a
representative of the Section 151 Officer, a representative of the Monitoring Officer
and the Project Sponsor. The Project Leader and other officers will attend and
report to the Board to guide it in its work.
Role:
The Project Board will:

Advise on the scope of the project.

Advise on priorities for development of the project.

Approve an overall project plan.

Provide guidance to the Project Sponsor and decision makers on overall
strategic direction.

Approve an implementation plan that delivers the benefits within agreed costs.
Receive monthly high level progress and financial reports

Understand the level of exposure of the Council to tangible and intangible risks
and report to Directors and Executive Members accordingly.

Recommend referrals to Overview and Scrutiny Panel when appropriate.
Ensure strategic liaison with related service areas and other strategic partners.

Liaise with the Project Programme Board to identify any interdependencies with
other Major Projects.

To monitor whether project is meeting agreed criteria.

To ensure that the project is managed in a manner which is consistent with the
approved Council project management methodology.

The Executive Member retains key decision making powers in accordance with the
Councils Constitution, although these may be delegated to the Project Sponsor.
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1.4.5 Project Officers
These will include all those people who take part in the day-to-day operational
tasks in undertaking any particular project. Their roles relating to project
governance include understanding and complying with the rules and regulations,
as well as providing and reporting the requisite information to the governing bodies
in the appropriate time and manner.
Project Sponsor:

Approve a project plan that delivers the benefits within agreed costs.

Ensure appropriate resources are available for the Project through support of
the Directors Group and Executive Members.

Ensure that significant projects risks are identified and appropriately
managed through the Project Board.

Make key contact with key external bodies at a high level to promote the
project and help lay foundations for project leader and team to secure
agreement in taking project forward.

Make key decisions when expressly delegated to do so by the Executive
Member.

Provide leadership and monitor roles to motivate the project team in
successful delivery.

Liaise with the PPB to identify any interdependencies with other Major
Projects and direct Project Leader accordingly.

Spread the strategic input and buy-in to a larger portion of the organisation.
Produce a project plan that delivers the benefits within agreed costs.

Manage and monitor delivery time in accordance with agreed and budget and
delivery plans.

Produce monthly progress and financial reports.

Ensure that projects risks are identified and evaluated to ensure actions to be
agreed and documented in a Risk Register.

Ensure stakeholders (including the media) are kept informed of progress and
key stages in the project.

Ensure key decisions are identified in the Executive Forward Plan.

Prepare reports for key decisions.
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Seek advice when appropriate to ensure that no Council financial regulations
or standing orders are breached and that probity is maintained.

Ensure Project delivers appropriate quality and fitness for purpose.

Prepare detailed reports to the Project Sponsor and high level reports to the
Project Board.

Report against standard agenda items for project board
Project Leader:
Produce a project plan that delivers the benefits within agreed costs.

Manage and monitor delivery time in accordance with agreed and budget and
delivery plans.

Produce monthly progress and financial reports.

Ensure that projects risks are identified and evaluated to ensure actions to be
agreed and documented in a Risk Register.

Ensure stakeholders (including the media) are kept informed of progress and
key stages in the project.

Ensure key decisions are identified in the Executive Forward Plan.
Prepare reports for key decisions.

Seek advice when appropriate to ensure that no Council financial regulations
or standing orders are breached and that probity is maintained.

Ensure Project delivers appropriate quality and fitness for purpose.

Prepare detailed reports to the Project Sponsor and high level reports to the
Project Board.

Report against standard agenda items to Project Board

Who is responsible
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1.4.6 Processes, procedures and decisions

Foamal Formal
Esscutive- SWOLE  Execulive - FLLL gl Gl

Informal Executive

32

T el iy w5 B CHE R

I“W ,

Farmal

Ewe - FLILL

Directors
=

(ILE meeting

i il

Fermal Ewec

SHGLE

& =
ks =i

B

EF | pea f
EE - RS
it i
:

:

:

:

E

:

i

H

:

e

£

Y

==

Figu-re 9 — Decisions and reporting
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1.4.7 Reporting and monitoring
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Figure 10 - Project reporting and monitoring
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1.5 Quality assurance

See 1.8.21Quality management
(insert link)
This section is to be rolled out over the next 12 months

151 What is it?

1.5.2 Why do we need it?

S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3af.doc
18/12/2006

1:48 PM



35

1.6 Levels of authority

Decision Maker

Level of Decision they can make

Increasing levels of authority

Senior Officers within a
Directorate

Increasing levels of money or principle
All managerial and operational decisions for the service
delegated by the Director.

Where designated by a Director to act as a Head of Service, the
Officer (or external appointee) may perform the specific
functions described in the Constitution - Part 3 page 20 - e.g.
fees and charges, managing premises, recruit/manage staff,
represent the Council but only in accordance with the policy
framework and budget management rules of the Council.

Director level e.g. Major
Projects Director

Presumption that all decisions will be delegated to Director
level unless

the triggers for a member level decision are met e.g.
contentious, sensitive, beyond agreed project plan (see
Constitution Part 3 page 27 for full criteria); or

the Director him/herself delegates to others - mainly
other officers within his/her service area (see above) -
and the details are recorded in the Register of
Delegations held by Head of Democratic Services

Chief Executive

Full authority to act in an emergency on any matter. At
his/her discretion to exercise any powers of a Director/Head
of Service other than those of a statutory officer - e.g.
monitoring officer or finance officer

Highest level interaction with political leadership to deliver the
political management arrangements of the Council.

Single  Executive  Member
decision via Weekly1list

Presumption the any member level decision will be made by
portfolio holder alone, unless the full-executive criteria are met
(see below).

Full Executive via monthly
public Executive meeting

Member level decisions that have corporate significance or
cross-portfolio interest. Single member decision matters that
an executive member asks instead be made by the full Council
Executive. Executive cannot decide Council matters or
Regulatory matters.

Full Council

Agrees budget and overall highest level policy framework
within which services and decision makers must act. Makes
in year changes to the policy framework. Determines Council
functions e.g. Constitutional matters, Byelaws. Council
cannot take executive decisions.

Table 1 — Levels of authority
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1.7 Gateways

Introduction:

Gateways form a ‘safe steps’ approach to managing a project. The Director of
Development and Major Projects gives permission to proceed, which can then be ratified by
a formal decision by the appropriate authority at the appropriate level. It ensures that
decisions to proceed are made in an authoritative manner with all the facts laid before the
guidance and decision making bodies.

1.7.1

Gateway 01 — Initiation (project inception) and Viability
(insert link)

Project Initiation phase:

Much of the project planning process will been done at the ‘bright idea’ stage (insert
link to project initiation form) before any project is accepted and given the go-ahead to
the next stage. The level of detail required at this stage will very much depend on the
size and complexity of the proposed project. Help and advice from the Development
and Major Projects team should be sought if there is ANY doubt on what to do. The
key documents at this initiation (‘bright idea’) stage are: -

o

Project initiation form: This form collects, collates and references all the
information required to allow informed decisions to be made and guidance to be
given on if and when a ‘bright idea’ becomes a live project or not. The
information from all the ‘bright ideas’ are collated into a database that enables
an overall view of all capital projects to be monitored and reviewed. (insert link)

Project brief/scope: This document describes the Client’s objectives for the
project and gives an outline of the likely constraints and risks. It should be as
well defined as possible, even at this early stage, because it makes project
planning much more effective and more accurately reflect the true position.

Business case: An outline of the business case is usually given at this stage,
which justifies the commercial basis for carrying out the project. The
benefits/justification , drivers (corporate and project), resource requirements
(including financial, personnel, IT and time), sources of funding, project
timescale, project team and significant risks must be included within the
business case. (insert link to template)

Budget: This should be included within the business case. For large and/or
complex projects a schedule of major budget items/headings indicating source
of funds, timings and relevant terms and conditions should be made.

Cost plan: This should show the major cost items/headings and an indication
of how accurate these costs are e.g. recent quotations from suppliers, estimates
from suppliers or specialist consultants, market research etc). An indication as
to the size of the likely contingency should also be made; this will usually
depend on the degree of cost certainty and risk level of the project.
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Cash flow: This is the rate at which money is to be expended on the project
and is usually planned at a rate of £/month.

Project drivers: These will be related to the Council’'s strategies and those
particular to the project and will form the major part of the rationale for
undertaking the proposed project. (insert link)

Other resources: Other identifiable resources other than money should be
considered e.g. specialist advice/personnel, IT requirements, in-house resource
requirements, external resources and the like.

Risk register: ldentify the key risks to the project and evaluate them carefully.
This should be carried out as a team effort including stakeholders and other
interested external bodies. (insert link) The information gathered here should
inform the cost plan, either as contingency or an identifiable cost heading.
Remember, if a risk is certain to happen then it is NOT a risk, but a
task/activity that will need to be included in the project programme and will
have an identifiable cost of its own.

Programme with key milestones: This is a key document usually in the form
of a linked Gantt chart and/or network, which should include the key milestones.
At this stage it would normally be at high level, meaning that not all the detailed
tasks/activities and interdependencies have been elucidated, BUT the main
tasks and their dependencies are known. It should model the project in way
that indicates how it would be carried out taking into account all the project
parameters of time, cost, quality, function and conflict.
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Figure 11 - Project initiation process flowchart
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Objectives:

An evaluation of strategic options is initiated in response to an identified need within the
corporate vision/policy and business rationale. The gateway approval considers (or
confirms) the need for a project, selects the preferred options, and provides policy and
strategy to initiate the project.

The Project Viability (Inception) stage may be undertaken prior to the project ownership
transferring to the Directorate e.g. when a project is commissioned by another department
or directorate within the Council. It may still however, be appropriate to apply this gateway
prior to moving to the Feasibility (Briefing and Concept Design) as a means of ensuring that
the necessary foundations are in place to allow the project to move forward productively.
The Gateway Review, in this circumstance, forms the basis of a transfer of responsibility for
the delivery of the project to the Major Projects Directorate.

Inputs:
Point of (Client) Contact
Initial financial approval
Client and team resources
Stage Process Map

i No
6. Information 14b.PID &
1. START gathering Business
case OK?
14a. Project Yes
evaluation
process
2. ldentify 7. Assessment
Stakeholders of needs
13. Complete
i Project
i Initiation &
= 3. Statement of 8. Value Evaluation
m ) Form (PID)
< requirements management
>
) 15. Agree
i él' Rr'tSkniind recommendations 16. Next
pportunities & proposed stage
assessment appointees
4. Policy 9. Optioneering i
v 12.Budget
S. estimates
Development
10.
route and Programmin
funding 9 9
strategy
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Responsibilities:

At this stage, it is unlikely that an external project manger or lead designer is appointed to
the project, although these resources may be available where a framework is in place and
the project forms part of the framework. The Project Manager function is usually
undertaken by an internal officer from within the Directorate. The Directorate undertakes
the responsibilities assigned to the lead designer where no external lead designer is
appointed.

The responsibility matrix (insert link) assumes that the project inception is carried out within
the directorate, where the ‘Client’ (or end user) can either be another Council body or the
Directorate itself.

Deliverables:
Statement of need
Policy audit and documents where available
Value Management Report
Risk Register
Development strategy
PID and Business case
Approval to proceed
Professional Service Agreements
Validation:
Clearly identified client needs
All major issues addressed
Careful selection of project team
Clear and measurable targets
Client participation and ownership
Value criteria and testing
Appropriate quality expectation
Optimum life cycle costs
Safety issues identified
Environmental performance
Appropriate flexibility
Completion:
Decision on the business case
Approval to proposal(s) for the briefing and design phase
Appoint consultant to execute feasibility study
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1.7.2 Gateway 02 — Feasibility (insert link)

Objectives:

Input

Definition of the conceptual basis of development of the design to meet the Strategic
Brief.

Documented approval in a formal Project Brief and Business Case.
S:

Approval to the outline business case

Statement of requirements / basis of design

Framework cost information

Boundary, survey and records of site and interfacing properties