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Project Management is a structured, 'lifecycle-based' approach to help you do the right 

things at the right time in order to meet your project goals. The Project Management 

infoKit serves as an introduction for new project managers and a refresher for those 

with more experience. It represents a core of good practice that underpins all of our 

other resources and it is regularly reviewed to ensure it reflects new tools and 

techniques to make your job easier.  

www.jiscinfonet.ac.uk/p3m  
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Many of you may already be 
'accidental project managers' who 
carry out many of the activities outlined 
here but view it as simply 'getting things 
done' whilst recognising that you also 
rely heavily on luck, perseverance and 
strength of will. What we are offering is 
a structured approach and a set of 
tools that help you to 'get things done 
better'. 

Mullaly, M.E. 'The Accidental Project 
Manager: Coming in from the Cold', 
2003 

PRINCE2 (PRojects IN Controlled 
Environments) is the methodology 
approved by government for public 
sector projects and was originally 
designed to aid the development and 
implementation of information systems, 
a useful overview is available below. 
PRINCE2 is such a well established 
and common methodology that we 
show the links between the JISC 
infoNet methodology and the relevant 
PRINCE2 process throughout this 
infoKit. 

http://www.jiscinfonet.ac.uk/infokits/project-
management/prince2.pdf 

http://www.ogc.gov.uk/methods_prince_2__overv
iew.asp 

What Is Project Management?  

There are many definitions of what constitutes a project such as 'a unique set of co-ordinated activities, with 

definite starting and finishing points, undertaken by an individual or team to meet specific objectives within 

defined time, cost and performance parameters' (Office of Government Commerce). 

We are all aware that our organisations undertake projects and, rather than debate the merits of different 

definitions, it is perhaps more helpful to look at a few of the characteristics that make projects different from 

other work. Projects are usually characterised by being: 

 Instruments of change 

 Non-routine 

 Unique 

 Composed of inter-dependent activities 

 Carried out by people who don't normally work 

together 

 Temporary with defined start and end dates 

 Intended to achieve a specific outcome 

 Frequently risky and involving uncertainties 

There is no magic formula for ensuring that a project is 

successful, but there are well proven techniques available to 

help plan and manage projects. No one need feel daunted at 

taking on their first project - project management is not a 'black 

art', nor does it need to be a minefield of jargon and 

bureaucracy. Most of project management is plain, common 

sense and a lot of what we describe is simply a structured 

approach to what you would do instinctively. Project 

management gives you a framework - at certain points it 

prompts you to take a step back and think 'have I done this?', 

'have I considered that?', 'do I understand this fully?', 'what will we do should "x" happen?', 'how should I deal 

with this?' 

There are many formal project management methodologies that combine a framework or approach with a set of 

project tools and guidelines. Some are 'proprietary' approaches developed by consulting firms and software 

houses whilst others are in the public domain. They vary in scale and complexity but all are based around a 

small core of common sense principles. 

A methodology that is commonly used in the public sector and forms the basis of this infoKit is PRINCE2 

(PRojects IN Controlled Environments). PRINCE2 is a very comprehensive methodology that can be applied to 

http://www.jiscinfonet.ac.uk/infokits/project-management/prince2.pdf
http://www.jiscinfonet.ac.uk/infokits/project-management/prince2.pdf
http://www.ogc.gov.uk/methods_prince_2__overview.asp
http://www.ogc.gov.uk/methods_prince_2__overview.asp
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projects no matter how large and complex. The JISC infoNet method pares down PRINCE2 to the bare bones of 

a framework suitable for managing any project. We have tried to ensure that the method is scalable and hence 

we highlight areas where you may go into greater or lesser amounts of detail. The important thing is to make the 

methodology work for you. Properly applied it should be a user-friendly framework that matches the size, risk 

level and complexity of your project. 

Another key difference about the JISC infoNet approach is the emphasis on people and behaviour. One thing 

that stands out in the analysis of all projects, whether successful or otherwise, is that projects are about people. 

Few information systems projects fail for technical reasons. They fail because of people's perceptions of what to 

expect from technology or because of their belief that technology can somehow adapt to their way of doing 

things without the need for associated business process change. We aim to give due emphasis on the skills 

required to manage the people aspects and the organisational change that any project will inevitably bring 

about. 

The diagram below shows the main components of the JISC infoNet project management methodology. Some 

elements, namely Project Start-up and Project Closure, occur only once. The remaining elements, Planning, 

Managing Phases and Controlling, form an iterative cycle that may repeat many times before the project is 

complete. 

 

It must be stressed that the methodology is a framework and nothing more. It is a tried and tested, structured 

approach that will give you a sound basis for running a successful project. It is not, however, a substitute for 

creativity. Projects are always unique; they necessarily involve uncertainty and risk and they will require all your 

flexibility and ingenuity if they are to succeed. That's what's exciting about managing a project! 

Why Projects Fail  

It is a sad fact that many projects, particularly those involving information systems, fail to deliver against their 

objectives on time and within budget. Projects fail when they are not managed well - when planning is not 

rigorous (or ignored altogether), when insufficient control is exercised, when the necessary skills are missing 

and when elements or people are ignored or forgotten. 
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A common scenario arises where miscommunication of requirements, resources and timescales result from 

poor management, planning and control such as the tongue-in-cheek example depicted here. This may look 

extreme, but of course whilst the image of the car may have been in the user's mind, what was actually asked 

for was 'something with wheels that I can move stuff about in'... 

 

Hopefully this set of resources will help to ensure your projects are a success. 

Common reasons for project failure: 

Poor project specification 

Unrealistic timescales 

Timescales that are too long 

Inappropriate staff 

Insufficient involvement by senior management 

Failure to manage user expectations 

Failure to manage the change required 

Well-publicised failures of large projects in the public sector include: 

http://www.jiscinfonet.ac.uk/case-studies/passport-office.pdf [PDF; 45Kb] 

http://www.jiscinfonet.ac.uk/case-studies/mars.pdf [PDF; 49Kb] 

http://www.jiscinfonet.ac.uk/case-studies/passport-office.pdf
http://www.jiscinfonet.ac.uk/case-studies/mars.pdf
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In the PRINCE2 methodology this 
stage is represented as Starting up a 
Project (SU). 

Starting A Project  

There may be many reasons for initiating a project such as 

developing a new information system, changing an existing 

system or changing a business process. In a college or university some common reasons for initiating a project 

might be: 

 A new strategic direction for the college or university 

 A new requirement for information from a statutory body 

 New internal management information requirements 

 Introduction of a new learning environment 

 New processes for student or other administration 

 Need to replace an ageing system 

 A major software upgrade 

It is a fact that systems projects are generally relatively costly, time-consuming and disruptive. It is therefore to 

be hoped that, whatever the reason for considering a project, the senior management team of the institution will 

consider the project in terms of its place in an overall strategy. The Portfolio Management infoKit covers aligning 

projects with strategy. 

In an ideal world a senior manager (soon to become your Project Sponsor) would present you with a Project 

Brief that outlined what they had in mind for the project and how it fitted in with the institution's strategies and 

plans. You would then be charged to go away and work up a Business Case that investigated the feasibility of 

the project including the likely timescales and costs and whether it would indeed deliver the expected benefits. 

In the real world it is just as likely that you will be told to go away and deliver something by such and such a 

date, at no more than such and such a cost, and left to get on with it. Let's just think back to the 'why projects 

fail' section and you can probably guess that we would advise you against doing just that. Time spent properly 

defining the project can save you much cost, effort and heartache later on. 

The Business Case 

Preparing a Business Case need not necessarily be a lengthy or difficult exercise. The amount of time worth 

spending on this is necessarily related to the likely scale and cost of the project. Even if you are faced with the 

second of the above scenarios, where the project is already something of a fait accompli, it is worth drafting a 

short outline and confirming with your sponsor that this is indeed what they have in mind. As a minimum this 

would summarise what you are doing, why you are doing it and what alternatives exist. 

The Business Case is an important document as it states what the project is intended to achieve. Throughout 

the life of the project as you come to the end of each stage, this document is referred to as a basis for deciding: 
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In PRINCE2 methodology, 
development of the business case 
relates to the following sub-processes: 

Preparing a Project Brief (SU4) 

Authorising Initiation (DP1) 

Refining the Business Case and 
Risks (IP3) 

Authorising a Project (DP2) 

Updating a Project Business Case 
(SB3) 

Authorising a Stage or Exception 
Plan (DP3) 

Examining Project Issues (CS4) 

Identifying Follow-on Actions (CP2) 

Resources 

Business Case template 

http://www.jiscinfonet.ac.uk/templates/bca.doc 
[MS Word; 72Kb] 

Full Project Management Resource 
Pack 

http://www.jiscinfonet.ac.uk/infokits/project-
management/checklist 

In the PRINCE2 methodology this 
stage is represented as Initiating A 
Project (IP). 

The Project Initiation Document (PID) 
may also be called a Project Scoping 
Document, Project Outline, Project 
Management Plan or sometimes even 
a Project Brief. 

Call it what you will but skimp on 
this at your peril! 

This will tell you what you need to know 
to plan and resource the project. 
Remember projects don't usually fail at 
the end - they fail at the beginning! 

 can the business case still be achieved? 

 does the business case need updating? 

 should the project continue? 

In a worst case scenario it may be that a management group 

has decided on a course of action without adequately exploring 

whether this is necessarily the most effective way forward or 

whether it will adequately meet the identified needs. An 

alternative, and equally likely scenario, is that it has set time and 

cost limits in advance of a proper analysis of what the project 

involves. To be fair, especially in relation to systems 

implementations, such optimism can often be provoked by the 

claims of vendor sales teams and consultants about how easy it 

is to apply their 'standard' implementation methodology in your 

institution. In these cases the business case should state the 

reasons why alternatives weren't fully explored or the fact that 

time and cost estimates may need to be revised once proper 

planning is under way. Statistical data or other evidence from 

colleagues in the sector can help to make your case. Hopefully 

this will be sufficient to make your sponsor pause for thought 

and consider the best way forward. If nothing else it will at least 

give you some protection when you have to go back and tell 

them that things aren't going to work out quite like they thought. 

Project Initiation  

Project initiation is where all the necessary analysis is 

undertaken to allow the project to be planned. Initiating a project 

usually involves a considerable amount of work, and therefore expenditure, and this is why PRINCE2 

recommends that project initiation be considered as a stage in its own right i.e. it should be formally given 

approval to go ahead and should be planned and budgeted for as a phase of the project. 

The single most important piece of documentation you will 

produce at this stage, and probably during the course of the 

entire project, is a Project Initiation Document (PID). 

The Project Initiation Document takes as its starting point the 

Business Case, if one exists, and builds upon it using the 

information and analysis data produced during the initiation 

activities. 

It will look in detail at risks and a plan to deal with them will be 

http://www.jiscinfonet.ac.uk/templates/bca.doc
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
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Resources 

Project Initiation Document 

http://www.jiscinfonet.ac.uk/templates/pid.doc 
[MS Word; 232Kb] 

Roles & Responsibilities 

http://www.jiscinfonet.ac.uk/templates/randr.doc 
[MS Word; 122Kb] 

Full Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-
management/checklist 

Risk Management infoKit 

http://www.jiscinfonet.ac.uk/InfoKits/risk-
management 

Process Review infoKit 

http://www.jiscinfonet.ac.uk/InfoKits/process-
review 

Contract Negotiation infoKit 

http://www.jiscinfonet.ac.uk/InfoKits/contract-
negotiation 

one of the outputs of the initiation. 

During this period a thorough analysis must be taken and recorded of how any business processes, that the 

project will affect, are structured, staffed, and run. Measurements should be taken at this point that will be key or 

critical success factors of the project e.g. if the project aims to increase the rate of data entry of forms to a 

computerised system then a comparison cannot be made at the end of the project if initial measurements during 

the old business process do not exist. 

A Project Initiation Document (PID) should include: 

 Details of project goals and objectives and the critical success factors by which achievement of the 

objectives will be judged. 

 Details of the project scope in relation to the organisation, functional areas and time as well as a 

statement about any related areas that are considered to be out of scope. 

 Details of identified risks and any constraints affecting the project. 

 Details of any assumptions made about the project. These might be assumptions that you as the project 

manager are making about what support you will receive from other parts of the institution or, if you are 

working with a third party supplier, assumptions about what the supplier will deliver. 

Let's look at a few examples of assumptions that could trip you 

up unless they are stated and agreed: 

 you are implementing a piece of software and you 

assume it is someone else's job to specify, procure and 

install the necessary hardware before you start the 

project. 

 you have drawn up your project plan on the basis that 

you will have a full team in place from day one although 

the team isn't yet recruited. 

 you are assuming that the project team has the 

authority to change administrative processes in user 

departments to ensure the effective working of a new 

system and/or you are assuming that somebody will 

actually implement those changes to working practice. 

 the assumptions you make about third party 

involvement are best resolved as part of drawing up a 

contract with them (in other words there should be a 

formal definition of responsibilities). It may however be worth stating here that you assume they will 

provide goods/resources of the stated quality at the stated times otherwise there will be an impact on 

your plan. 

http://www.jiscinfonet.ac.uk/templates/pid.doc
http://www.jiscinfonet.ac.uk/templates/randr.doc
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/InfoKits/risk-management
http://www.jiscinfonet.ac.uk/InfoKits/risk-management
http://www.jiscinfonet.ac.uk/InfoKits/process-review
http://www.jiscinfonet.ac.uk/InfoKits/process-review
http://www.jiscinfonet.ac.uk/InfoKits/contract-negotiation
http://www.jiscinfonet.ac.uk/InfoKits/contract-negotiation
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Resources 

Roles & Responsibilities 

http://www.jiscinfonet.ac.uk/templates/randr.doc 
[MS Word; 122Kb] 

Full Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-
management/checklist 

 details of the project's organisation structure and roles and responsibilities within the team. 

Project Infrastructure  

You need to think at a very early stage about setting up the infrastructure for your project. 

In a system implementation project setting up the technical infrastructure e.g. specifying and procuring hardware 

and getting it operational may be a whole phase of the project. 

In all projects you will have to think about where you are going to put the staff and what equipment they need. 

This may sound like a very obvious point but securing accommodation is notoriously difficult in the education 

sector. Major projects have suffered delays because, although the staff were hired and ready to start work, there 

was no space for the project team. In project situations, where staff need to form a team and deliver results very 

quickly, it is often necessary to secure space where they can be co-located and away from the pressures of 

their normal office duties. 

The team will also need other resources and you need to start thinking early on about equipping the project with 

appropriate infrastructure. Our downloadable checklist gives you a starting point to consider 

(http://www.jiscinfonet.ac.uk/templates/pic.xls). 

Where you are working with external parties such as suppliers or consultants you need to take particular care 

that issues such as people being on different versions of software don't inhibit effective working. 

The same may well apply if staff bring PCs etc with them from different parts of the organisation. You may also 

have to consider allocating IDs to externals so that they can log on to your shared drives and e-mail system. It is 

advisable to consult your IT department at an early stage to clarify what needs to be done and iron out any 

issues. 

Key Roles 

In any project you need to get the right team together in order 

to deliver a successful result. You will be unlikely to have a full 

team in place until you have gone through the process of 

defining and initiating the project fully. This section takes a brief 

look at some of the key roles in any project and gives some 

general guidance on forming a team. 

Our Roles and Responsibilities template includes typical examples which can be used to adapt to your own 

needs when preparing job descriptions for your team. 

Project Sponsor  

Successful projects tend to be those that are given direction and support from a high level within the 

organisation. It is important for any major undertaking to have someone in the senior management team 

ultimately responsible for the project. This person normally chairs the Project Board and can be known variously 

http://www.jiscinfonet.ac.uk/templates/randr.doc
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/templates/pic.xls
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In PRINCE2 methodology, this process 
is represented by the following sub-
processes: 

Appointing an Executive and a 
Project Manager (SU1) 

Designing a Project Management 
Team (SU2) 

Appointing a Project Management 
Team (SU3) 

as the Executive, Project Director, or Project Sponsor. The 

PRINCE2 methodology refers to this person as the Project 

Executive. 

The Sponsor is unlikely to play an active part in the day-to-day 

management of the project but he/she will set the objectives for 

the project in line with the strategic plan, ensure that 

appropriate resources are committed and resolve issues where 

necessary. 

It follows that the Sponsor must have sufficient authority over all parts of the organisation that are impacted by 

the project. You may not know at the outset whether this is the case but once you have gone through the phase 

of defining the project you should be in a position to review whether or not your project has an appropriate 

Sponsor. 

The Portfolio Management infoKit references the responsibilities of the Sponsor throughout the life of the 

project. 

Project Manager  

The Project Manager is the person responsible for the day-to-day management of the project. The Project 

Manager will be involved in defining the project with the Sponsor and then ensures that the project is delivered 

on time, to budget and to the required quality (as defined by the acceptance criteria agreed by the users 

represented by the Senior User). 

He/she ensures the project is effectively resourced and manages relationships with a wide range of groups 

(including all project contributors). 

The Project Manager will agree, manage, and monitor against, the project plan, allocating work packages to 

individuals within the project team for completion. He/she is also responsible for managing the work of 

consultants, vendors and other external suppliers, allocating and utilising resources in an efficient manner and 

maintaining a co-operative, motivated and successful team. He/she will report to the Sponsor and Project Board 

at agreed intervals and will keep records and logs of the project's risks, issues, progress and achievements. 

The Project Board  

Project boards usually have key people representing the different interests in the project: these can be generally 

classified as Supplier, Customer or User. 

 A Chair who may be the Project Sponsor (or the Programme Sponsor if the project is part of a wider 

programme of activities) or alternatively may be another senior manager 

 A Senior User, representing all future users of the output of the project (e.g. a new system, a new or 

refurbished workspace, a new process and set of related paper forms) 
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 A Senior Supplier, representing those sections of the organisation (including any external suppliers) 

whose work will lead to the outcome (e.g. IT staff working on a new system, managers designing new 

business processes, the Estates Department who are managing a refurbishment or new build) 

 A Customer, representing the stakeholders who expect to get the benefit from the output(s) of the 

project. This could be the organisation as a whole, represented by the Chair/Project Sponsor 

Where there are a number of different user teams or departments the Senior User would normally chair a 

separate User Group so that there is a mechanism for various user interests to raise concerns or to contribute to 

the project. 

Likewise, where there are a number of suppliers the Senior Supplier would chair a separate Suppliers Group 

performing a similar role on the supply side of the project. 

 

The Executive  

The Executive would normally come from the senior management of the customer organisation - that is the 

organisation who are to directly use the output of the project - the new object, system, process or structure. 

The Executive has ultimate responsibility for the project and 'owns' the Business Case throughout the life of the 

project. He or she has the following specific responsibilities: 

 Oversee the development of the Project Brief and Business Case 
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 Authorise expenditure levels, set stage tolerances and ensure funding for agreed expenditure is 

available 

 Authorise or reject proposed changes to cost or timescale beyond tolerance levels and all proposed 

changes to scope, checking for possible effects on the Business Case 

 Ensure Risks and Issues are being tracked and mitigated/resolved 

 Liaise with Programme or Corporate Management on progress 

 Organise and chair meetings of the Project Board 

 Authorise the project's continuance or early closure at stage review meetings of the Project Board 

 Authorise formal closure of the project 

Hold a Post-Project Review to ensure benefits are realised 

The Senior User  

The Senior User is the representative on the Project Board of all users of the project output. If one exists he or 

she will chair meetings of the User Group. The Senior User is responsible for ensuring that users agree 

Acceptance Criteria against which the output of the project will be measured and for ensuring that these will 

meet the needs of the users. 

Specific responsibilities of the role include: 

 Ensure that the desired outcome of the project is specified 

 To co-ordinate the agreement of users of a set of Acceptance Criteria containing measureable and 

tangible descriptors 

 Organise and chair meetings of the project User Group 

 Organise and monitor user testing of project outputs, ensuring that any issues arising are adequately 

recorded and communicated 

 Monitor the project's progress from a user requirements point of view 

 Manage two-way communications with the users 

 Resolve any issues or conflicts including conflicts of priorities of users 

 Monitor and manage user-related risks 

The Senior Supplier  

The Senior Supplier is responsible for the quality of products supplied. Where there are multiple external 

suppliers it may be necessary to have more than one person in this role. Specific responsibilities include: 
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Resources 

Developing Teams 

http://www.jiscinfonet.ac.uk/infokits/project-
management/developing-teams 

Process Review infoKit 

http://www.jiscinfonet.ac.uk/InfoKits/process-
review 

 

 Approval of supplier specifications - this may be by approving product descriptions (see section on 

Product-Based Planning) 

 Ensure that supplier resources are made available for project work 

 Resolve any supplier conflicts 

 Advise the project on design and development strategies 

 Monitor potential changes for impact on the quality of products from suppliers 

 Monitor and manage risks from a supplier viewpoint 

 Ensure adequate quality control procedures are adhered to by suppliers 

Building The Team  

If you need to bring together people from different 

backgrounds and experience in order to take important 

decisions for the organisation, you need to allow some time 

for them to develop as a group. In small projects, very basic 

training or a detailed briefing may be all that is required. In 

more major undertakings, time invested in developing your 

team will help ensure you make the right decisions. 

It is important to get the right mix of people involved in a team. Most of the projects we refer to involve changing 

technology or processes. In situations such as this you need a combination of the people who: 

 know why we carry out the process 

 know 'how we do it now' inside out and 

 can inject new ideas 

If the process is related to the use of technology you also need people who fully understand the technological 

capabilities as this can be important in helping to impose a sanity check on blue-sky thinking. 

Usually within any educational establishment you have a limited choice of people available to carry out projects 

and often it is the same small pool of individuals that are called upon to fill the posts of all project teams. The 

Process Review infoKit mentions Belbin Team Roles (http://www.belbin.com/belbin-team-roles.htm) - the ideal 

mix of roles for a team. Where team members don't conveniently fall into each of the roles, then allocating them 

to individuals can have the same effect. 

Resourcing The Team  

The skill mix within the team is important but so is the fact that the team must feel empowered to deliver the 

project. They must be able to challenge the status quo and offer solutions that impact across the organisation. 

http://www.jiscinfonet.ac.uk/infokits/project-management/developing-teams
http://www.jiscinfonet.ac.uk/infokits/project-management/developing-teams
http://www.jiscinfonet.ac.uk/InfoKits/process-review
http://www.jiscinfonet.ac.uk/InfoKits/process-review
http://www.belbin.com/belbin-team-roles.htm
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This means they must have the backing of a Sponsor at senior management level who can resolve cross-

departmental issues as they arise. 

A further consideration that must be addressed is how the participants' time is allocated to the task in hand. 

 

 

 

This decision is dependent on the type and size of the institution and the project although a 'shared' 

secondment route is generally discouraged as the disadvantages listed above very often turn into reality. 

In the context of planning and implementation projects, 'singular' commitment from individuals tends to reap 

better rewards (especially in the context of the time constraints previously mentioned), this is however often 

viewed as something of a luxury afforded to such projects. 

If committed resource is available, then the question of secondment or committed post depends largely on the 

phase of work being undertaken and its duration. For example, in relation to system implementation projects it 

'Committed' Post 

i.e. resource devoted fully to project 

Advantages Disadvantages 

Committed to task having severed ties with 
previous post 

May feel insecure as to eventual role at end of 
project 

May be viewed by stakeholder community as 
remote from 'real' processes 

 

'Shared' Secondment 

i.e. resource shared between project and established role 

Advantages Disadvantages 

Retains currency of knowledge from established 
post 

Likely to be drawn back to established post in 
'crisis' periods as higher priority 

Often ends up doing two 'full time' jobs 

 

'Committed' Secondment 

i.e. resource devoted fully to project but with clear 'return path' following completion of project 

Advantages Disadvantages 

Fully committed to task for duration and has 
reassurance of returning to established post 

Is seen by the stakeholder community as having 
an active interest from both perspectives 

May lose currency of knowledge if appropriate 
networks are not in place 

Could still be summoned back to former post in 
crisis 
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might be more suitable to employ full-time secondments to a selection phase but to full-time committed posts in 

the implementation phase itself. Business process reviews tend usually to be carried out by seconded staff 

although if an institution is going in for a full-blown re-engineering project it is likely that committed posts will be 

required to see the changes through the implementation and embedding stages. Where a project is broken into 

different phases then ideally some continuity of staffing should link the phases. If not, then issues such as 

handover and bringing new staff up to speed need to be factored in to the time and resource estimates. 

Budgeting and Costing  

Preparing a budget is an integral part of establishing the business case for a project. An evaluation of the 

financial requirements is central to establishing whether the project is viable or not. In cases where external 

funding is being applied for, the budget will form an important element of the bid and the Benefits Model. At the 

most fundamental level, budgeting should answer the questions, What is the cost of undertaking this project? Is 

any external funding sufficient to cover the costs? Where there is competition for resources, is this project a 

priority? To what degree do cost and benefit balance up? 

As with any forecast or plan, the budget is likely to change as activities unfold. It is therefore useful to undertake 

a sensitivity analysis to look to what likely impact any change in costs and income may have on the overall 

budget and assess whether the project is high or low risk in financial terms. This will normally be covered during 

the risk assessment/risk management process and will inform the broader cost-benefit analysis for the project. 

IT related projects are notorious for running over budget yet there is no reason why this has to be the case if 

you take time to cost the project properly at the outset. It is not uncommon to see project budgets that cover 

only part of the costs. There are many reasons for this such as: 

 A tendency to focus on initial purchase costs and ignore elements such as staffing 

 Poor planning that doesn't allow sufficient resources for training and staff development 

 Blind faith in 'optimistic' supplier estimates 

 Project managers don't think their senior managers could cope with knowing the true cost 

The last point should not be under estimated. In many organisations the fact that IT projects always run over 

budget is accepted as the norm. Managers find it far easier to keep asking for small incremental sums than to 

give their sponsor the shock of saying 'this is what the whole project will actually cost'. Project costs are 

relatively easy to 'hide' in large IT departments where existing staff are carrying out the work. 

The types of costs incurred in a project will be split between capital or one-off costs and operational costs. The 

table below shows some of the major cost headings and suggests issues to think about when trying to cost 

those items. 

Cost Heading Issues to consider 

Hardware Is it more cost effective to buy or lease? 
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Include maintenance agreements. 

If purchasing will you pay up-front or enter into a financing agreement? 

Software How many licences are required in each phase of the project? 

Are future annual increases capped? 

Equipment Is it more cost effective to buy or lease? 

Do you need maintenance agreements for printers etc? 

Project Staff Include recruitment costs e.g. advertising or agency fees. 

Include employers on-costs e.g. pension & NI. 

Where staff are on incremental pay scales allow for annual increments. 

Allow for annual pay increases. 

Do you need to allow for overtime working? 

What will happen at the end of the project - do you need to build in redundancy 
payments? To find out more about the SiriusWeb staff cost calculator designed to 
help education institutions cost projects use the following link, SiriusWeb staff costs 
calculator (http://www.siriusweb.leeds.ac.uk/offerSub.asp). 

Other Staff Time Do you need to reimburse other departments for staff time assisting the project e.g. 
porters moving equipment, IT staff overtime, staff attending meetings/training? 

Consultancy Are consultants paid a daily rate or a fee for the job? 

What are their daily travel and expenses limits? 

Where will they be travelling from and how often? 

Find out more about costing consultancy in Managing Consultancy Input 
(http://www.jiscinfonet.ac.uk/infokits/programme-management/managing-
consultancy-input). 

Staff Development What training is required at each stage of the project and for how many people? 

Can you save money by advance block booking of external training? 

Is it more cost effective to train on-site rather than pay travel costs? 

Are there any online training materials available? 

For IT staff weigh up the cost (including time) of training versus taking on skilled 
staff at higher salaries. 

Office Overheads Include any chargeable items such as heating, telephones, security, postage etc. 

Travel Include travel to meetings, conferences and training courses. 

Hospitality Will you be required to provide catering for meetings or training events? 

Consumables Stationery, printer cartridges etc. 

http://www.siriusweb.leeds.ac.uk/offerSub.asp
http://www.jiscinfonet.ac.uk/infokits/programme-management/managing-consultancy-input
http://www.jiscinfonet.ac.uk/infokits/programme-management/managing-consultancy-input
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Resources 

Stakeholder Analysis template 

http://www.jiscinfonet.ac.uk/templates/sa.doc  

Full Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-
management/checklist 

 

Contingency What is a reasonable contingency estimate given the amount of risk and uncertainty 
in the project? 

Reviewing and reporting on the budget is a routine part of Managing Project Boundaries. The Project Manager 

is likely to have been given a budget and indicative Tolerance Limits. There may also be contingency funds set 

aside to cover specific risks which may occur. The section on Resources and Budgets in the Programme 

Management infoKit gives more information and links on this topic 

Financial information is often prepared on an exception-reporting basis with the focus on things which are 

significantly different to the original budget. When any major discrepancy occurs, the Project Manager is 

charged with the responsibility to identify why the variance has happened and whether it constitutes a systemic 

failure. Appropriate corrective action can be agreed and implemented. 

Most financial reporting makes no immediate allowance for project tasks and activities being performed early or 

late. If things are going well and outputs are being delivered early, then the project may be spending money 

quicker than planned. Conversely, if the project is behind schedule operationally, costs may not have been 

incurred by the planned dates, so expenditure figures look artificially good. As long as any variance can be 

explained it is quite normal to review and update the budget at appropriate intervals in order to reflect actual 

activity. 

When the project comes to an end various accounting tasks need to be performed such as making sure that all 

invoices have been received and paid and any regular charges have been cancelled or transferred to 

operational budgets (e.g. office costs, insurances etc.). A final check should establish whether all commitments 

have been discharged and whether there are any unused commitments which can be cancelled. At this point 

there will need to be agreement about what to do with any underspend or overspend. You may also need to 

account for the transfer of responsibility/ownership for capital assets and facilities used by the project. 

In a minority of cases where the project was set up as a separate legal entity with financial independence from 

the host organisation, then it may be necessary to formally wind up the business, requiring specialist financial 

support and advice. 

The final report on project activities will include the final accounts and a review of costs and benefits. External 

funding agencies will often provide templates for reporting purposes, with advice on retention periods for official 

documents and records. 

Stakeholder Management  

As we have already begun to talk about people it is time to take 

a broader look at those who have a stake in the project. A 

major issue for an organisation of our type is who to involve in 

any project. This may be glossed over in many commercial 

approaches on the assumption that it is generally obvious who 

should be allocated a particular job. Things aren't quite the 

same in the education world which is why we focus here on involvement rather than simply setting up a team. 

http://www.jiscinfonet.ac.uk/templates/sa.doc
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
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Most project methodologies will take you through identifying your key stakeholders, assessing their likely 

attitudes to the project and designing strategies to keep them on board. In education you ignore this at your 

peril. There are various approaches to involving stakeholders and you must think carefully about the best 

approach for your particular circumstances in order to get input from the right people at the right time. 

It is worth drawing up a list of stakeholders and their possible impact on and attitudes to the project. 

It is important that the analysis is shared with colleagues and preferably 'signed off' at Project Sponsor level to 

ensure that you do not get a 'rabbit-out-of-the-hat' stakeholder emerging unexpectedly in the middle of your 

project. This can de-rail a project. 

In drawing up this sort of schedule it sometimes helps to assess the 'Potential impact on the Project' heading if 

you consider the type of involvement various stakeholders have on complex projects. If the project has been set 

in a strategic context it will follow that most members of the organisation will be seen to some extent as 

stakeholders exercising some sort of influence or control as follows: 

Strategic Determining the strategy which this system underpins - may sponsor the project 

Managerial Executes managerial control over elements of the system being implemented 

Operational Is involved in operating the system or parts of it 

Direct Influence Is directly affected by outputs of the system but is not engaged in inputting to it 

Indirect Influence Is only indirectly affected by the system if at all 

This is not an exhaustive list and you can create your own types to help you analyse your own organisation. 

However it is particularly important for you not to ignore the last two types of stakeholder. Although it could be 

argued that the last type is not a stakeholder at all, it is a particular characteristic of education organisations that 

particular interest groups have disproportionate negative power. You need to acknowledge this and devise a 

management strategy for it. Typically, this often involves large-scale communication exercises just to ensure 

that people remain 'onside'. This is another reason why systems implementation in an educational environment 

is often so complex. 

This covers organisational stakeholder analysis but you might ask 'What do I do about directly involving 

people?' There are two basic approaches to this which can be summed up as Representation v Delegation. 

Both have advantages and drawbacks. 
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In PRINCE2 methodology, planning 
relates to the following process and 
sub-processes: 

Planning (PL)  

Planning an Initiation Stage (SU6)  

Planning a Project (IP2)  

Planning a Stage (SB1)  

Accepting a Work Package (MP1)  

Updating a Project Plan (SB2)  

Producing an Exception Plan (SB6) 

 

 

As time is particularly constraining in the education world, with processes and policy moving on rapidly, the JISC 

infoNet suggested model is to follow a delegation route with a small team of committed subject experts 

empowered to undertake work on behalf of the wider community. The empowerment aspect is crucial, as is 

(under either approach) a robust communication strategy, devised in accordance with your stakeholder analysis 

as outlined above. 

Planning A Project  

The Project Plan is the core tool at the heart of project 

management and is the key to controlling the progress of the 

project. There is an often-repeated saying that maintains 'If you 

fail to plan you plan to fail'. A similar quote, attributed to the 

managing director of a pharmaceutical company, bemoans the 

fact that 'We never seem to have time to plan our projects, but 

we always have time to do them twice'. (Turner, 1999 

http://www.jiscinfonet.ac.uk/p3m/references) 

Only one thing about your project plan is certain - it will be out 

of date as soon as the ink is dry. Planning is an iterative 

process that goes on throughout the life of your project. The plan is a living thing that isn't finished until the 

Delegation 

Delegates responsibility to those identified as being best suited to the job. 

Advantages Disadvantages 

Work carried out by those with appropriate skills 
and knowledge 

Permits project to move forward more rapidly 

Acceptance relies on trust in those delegated - 
may be an alien approach in the education 
culture 

Needs care to ensure that all relevant issues are 
properly understood and covered 

 

Representation 

Attempts to take in the full range of views, interest groups and organisational units as part of the full 
decision making process. Characterised by democratic, committee-type decision-making.i.e. resource 
devoted fully to project. 

Advantages Disadvantages 

Covers full range of views 

An obvious route to gain widespread acceptance 
of decisions 

Involves people who may have limited knowledge 
of the subject area 

Slows decision-making 

Can result in compromises which don't really 
represent 'best fit' in any particular area 

 

http://www.jiscinfonet.ac.uk/p3m/references
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project is complete. Developing the initial plan is usually a very optimistic stage in the project. You have a clean 

sheet of paper and a host of opportunities and possibilities. OK so you already know it will be wrong but once 

you have a plan you can measure progress against it and re-plan as necessary. Nothing is more stressful than 

an ad hoc approach to planning. The plan helps you understand where you are and puts you in control. 

Remember: 

 Plans need to be shared 

 Plans need to be agreed 

 Plans need to be updated 

Top Tips For Project Planning  

How you develop and record your plan is very much a matter of personal preference but here are a few pointers 

to successful planning. 

 

 

 

 

Break your plan down into phases or stages. 

The completion of each phase may require the achievement of a set of Milestones in the plan. 
Phasing and milestones represent the logical sequence of activities required to achieve the project 
goals. A milestone plan is a high level summary of the whole project. It should be easy to understand, 
logical and focussed on WHAT needs to be delivered not HOW this will be done. Phase boundaries 
highlight points in the project where progress is reviewed and the plan reassessed. 

 

Only plan in detail as far ahead as is sensible at the time. 

This concept of the Sliding Planning Window is the JISC infoNet preferred approach to planning. This 
technique is also known as Rolling-Wave Planning. It is based on the premise that you should only 
plan in detail as far ahead as is sensible at the time. There are managers who try to plan a project in 
minute detail from beginning to end hoping to eliminate uncertainty. This isn't possible. A detailed 
plan takes a lot of time and effort to develop and maintain. A plan that is too detailed too far ahead 
will simply consume resources and become inflexible. 

 

View the plan as a flexible framework to be adapted and changed. 

It is no good sticking rigidly to a plan that isn't working and ploughing ahead in the wrong direction. An 
example of how you might think about planning is to imagine you are captaining a yacht that needs to 
get from A to B. You know where your objective (B) is but the optimum route to get there may vary 
from hour to hour as wind and weather conditions alter. 

 

There is no such thing as a 'standard' plan. 

If you are working with a commercial software supplier or consultancy firm they may present their 
standard plan at an early stage in the project initiation. This will be a useful template as it is based on 
tried and tested methodologies and past experience but you will need to use your detailed knowledge 
to adapt it to your own particular circumstances. 
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These guidelines are based on tried and tested good practice in project planning and have been shown to be 

effective in the education sector. That said, you may well find that some of the concepts meet with resistance 

from your steering groups. In particular the concept of flexible planning is an uncomfortable one for many people 

because it openly acknowledges that we are dealing with risk and uncertainty. We can only repeat the advice 

given above - the uncertainty won't go away however much time you spend on planning. There is an empirical 

rule which states that if you apply a certain amount of effort (x) to produce a plan of a certain degree of accuracy 

then to double that accuracy requires quadruple the effort (4x) and so on. The trick is to get the right balance 

between planning and managing risk. 

Your initial plan, once it is signed off by the Project Sponsor or Project Board, forms a Baseline against which 

progress is measured and variance analysed and reported. 

The Sliding Planning Window  

We have already shown how you must view the plan as a flexible framework and be ready to adapt and change 

it as the project progresses. It is no good sticking rigidly to a plan that isn't working and ploughing ahead in the 

wrong direction. An example of how you might think about planning is to imagine you are driving from A to B. 

You know where your objective (B) is but the optimum route to get there may vary during the journey as traffic 

conditions alter, as you hear radio warnings of roadworks or accidents ahead. 

Define your deliverables! 

At whatever level of detail you plan, ensure that each task in the plan has a clearly defined 
Deliverable. This means a tangible product that shows you have successfully completed the task. For 
instance, don't give tasks labels such as 'think about'; 'look at' or 'investigate'. Define what output the 
task should produce - this could be a document, a piece of code, a cleansed data file etc, etc. 

 

Consider including 'Pilots' in your plan. 

Depending on the nature of your project you may wish to think about phasing your plan to include 
Piloting the system, process or change you are implementing in a small area. Pilots, by their very 
nature, tend to engender a lot of commitment from the people involved. They can also teach you a lot 
about project management. 

 

Use your plan as a communication tool. 

The number of phases and milestones in a plan is necessarily dependent on the scale and complexity 
of the project. You don't want to make your plan too complex but you should also beware of having 
too few milestones. Remember your plan isn't only an administrative tool; it is a political and 
communication tool as well. The plan gives a picture of the project's progress to stakeholders as well 
as to the project team. A well-crafted plan can help to ensure the success of the project by identifying 
quick wins and easily achievable milestones early in the life of the project. This helps to build 
stakeholder confidence in the project and to boost the morale of the project team. In the section on 
'Why projects fail' we identified causes as including not only unrealistic deadlines but also timescales 
that are too protracted. A project that goes on for too long without obvious achievements will be 
perceived as failing. A milestone plan is a high level summary of the whole project that serves as a 
useful marketing tool. It should be easy to understand, logical and focussed on WHAT needs to be 
delivered not HOW this will be done. 
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In PRINCE2 methodology, this 
technique is represented as Planning 

(PL) and Managing A Project (MP). 

This leads us to the concept of the Sliding Planning Window, the JISC infoNet preferred approach to planning. 

This technique is also known as Rolling-Wave Planning. It is based on the premise that you should only plan in 

detail as far ahead as is sensible at the time. There are managers who try to plan a project in minute detail from 

beginning to end hoping to eliminate uncertainty. This isn't possible. A detailed plan takes a lot of time and effort 

to develop and maintain. A plan that is too detailed too far ahead will simply consume resources and become 

inflexible. 

How far ahead it is sensible to plan in detail depends very much on the complexity of the project, the 

circumstances and environment in which you are working and the stability or otherwise of external factors that 

may affect the project. There may be outputs from the project itself that once achieved will make clearer the 

following stages of the project. 

Product -Based Planning  

When starting a plan, it can be quite hard to think of all the 

tasks that will need to be undertaken if the project is to meet its 

objectives. PRINCE2 recommends a product-based planning approach. 

This approach looks at all the deliverables of a project and the component parts as products. If the project is to 

implement a new information system then the final product would be 'working information system'. 

This then allows the final product - the 'working information system' to be broken down into its component parts. 

 

Note that there is seldom a single word descriptor for a product. There is usually a verb, normally in the past 

tense, describing the noun. This helps identify the tasks and products that are its component parts. Think of a 

car and you think only of the finished article. Describe it as an 'assembled car' and your mind immediately starts 

to think of the components. 
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In PRINCE2 methodology, this stage is 
represented as Estimating (PL4). 

The dotted lines show that many of these sub products break down further. How far you go when breaking down 

products depends on the ability to identify the necessary tasks for the project plan. As an example 'Designated 

Staff' may be sufficient where there is no re-structure of teams and no recruitment involved. Otherwise it may be 

necessary to break the product down into 'Redeployed Staff' and 'Freshly-Recruited Staff' to allow the 

somewhat different components of those two products to be identified. 

Similarly if there is a well-equipped designated training room with computer, data projector and whiteboard then 

'Booked Training Room' is sufficient. Otherwise the components of the room need to be specified. 

The rhomboid shape used for the products 'Policy & Procedures' and 'Planned Activities' is used where there 

may be a product grouping rather than a single product. The fact that the rhomboid has not been used for the 

product 'Equipped Offices' suggests that whilst there may be more than one office, there are no required 

differences between the various offices. The product breaks down further into furniture, equipment and services. 

One product - the course - has been included twice, because it has two different states: a planned course and a 

delivered course. This approach could usefully be employed for the software product which will have at least the 

following states - each of which requires task actions to arrive at it: 

 Specified Software 

 Tendered Software 

 Purchased Software 

 Installed Software 

 Tested Software 

And that is for a single piece of software. There may be several: a database system bought-in, mixed with a web 

environment, an in-house front end and separate in-house database, office software etc. 

The approach gives a focus to the planning task. It can be easier to identify tasks from such a product 

breakdown than it can be from trying to think of tasks off the top of your head. It also assists in identifying 

dependencies for the plan i.e. what needs to come first. 

Estimating  

Any plan is based on estimates of time and resources needed 

to complete an activity. The accuracy of those estimates depends quite simply on the extent to which you have 

done something similar before. Where you are getting into activities that are outside the skills and experience of 

the project team, the accuracy of the estimates decreases and the level of risk involved increases. 

Adopting the Sliding Planning Window approach means that your estimates should become increasingly 

accurate as the project progresses. It is important that all members of the team understand the need for 

estimation in the project plan. If they fail to do so then they could become demoralised - viewing inaccurate 

estimation as failure. Where estimates are wrong the team needs to discuss the reasons for this in a positive 

manner so that all members of the team can contribute to increasing the accuracy of future estimates. 
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In PRINCE2 methodology, this section 

relates to the following sub-processes: 

Identifying Activities and 
Dependencies (PL3) 

Scheduling (PL5) 

You need to be aware of the three possible responses you might get when asking someone how long it will take 

to do something: 

Padding Where individuals try to give themselves extra time by inflating the estimated 
duration to ensure they can complete the task "on time" e.g. they think it will take 
one week, they tell you it will take two weeks. 

Accurate Where individuals give an honest appraisal of how long they think the task will 
take. 

Squeezing Where individuals either want to curry favour or are frightened you won't like the 
truth so they reduce the estimate to a level they are almost certain to fail to 
complete on time. 

Not only can this mean that estimates are unrealistic but you can never be certain (unless you know the 

person's likely approach) which of the three options they have chosen to use. When asking people to give an 

estimate, ask them to give three figures: their most optimistic, their most likely and their most pessimistic 

estimates. In this way you will get all three figures from everyone. The use of three-point estimates in planning is 

further explored in the Risk Management infoKit. 

 You must also be careful to ask the right question. There is a lot of difference between the two 

questions: 

 How long will it take to write a twenty-page guide? 

How long, given everything else you have to do, will it take you to write a twenty-page guide? 

Some people, if asked the first question would ignore anything else they may have to do, including their two-

week annual leave that starts tomorrow, to answer the question assuming no interruptions whatsoever. 

Scheduling, Precedence Diagramming & 
The Critical Path  

Planning the project activities helps us to work out and clearly 

communicate what we need to do, who needs to do it, and in 

what order. One of the big reasons that some projects fail is 

that the list of activities to be undertaken is incomplete or isn't collated into a coherent plan. By first thinking of 

the products that are needed, it can make this task easier. 

Produce the Product Breakdown and agree this as the key milestones and phases with the Sponsor/Project 

Board. 

Agree the major tasks required with the project team. Writing each task on a Post-It note can help. This leads to 

what is sometimes called the Work Breakdown Structure. 

People with the most knowledge and/or experience should then compile the detailed activity list. i.e. break down 

each task into its constituent activities e.g. 
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Resources 

Precedence Diagram Interactive 
Spreadsheet 

http://www.jiscinfonet.ac.uk/templates/scheduling.
xls [MS Excel; 90Kb] 

Full Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-
management/checklist 

 

Project Produce a new course brochure 

Major Task Check the proofs 

Activity List Check spelling, check layout, check colours, etc. 

Establish where any dependencies exist between activities. 

Many of the project planning software packages available use 

the Precedence Diagramming Method. This method plots the 

tasks to be completed and connects them with arrows that 

show the dependencies. 

Mandatory dependencies are inherent in the work or process 

e.g. when constructing a new building, building the walls is 

dependent on laying the foundations. Discretionary 

dependencies are those defined by the project manager and 

their team. They should be defined based on best practice or previous experience within the particular area. 

Once the dependencies are agreed they can be mapped into a Precedence Diagram (on PC, on paper, or using 

post-it notes). 

When drawing the precedence diagram the project team needs to decide: 

 Which tasks can only be completed after another task 

 Which tasks can be done at the same time 

 Which tasks don't depend on other tasks at all (e.g. project review meetings) 

It can be useful to work backwards when compiling the Precedence Diagram and ask yourself what do we need 

to have done immediately before this task? 

When compiling the diagram you normally represent a task as a box, and link tasks with arrows to show any 

precedent. There are no loops and at any stage, all preceding tasks must be complete before the following task 

can begin. 

http://www.jiscinfonet.ac.uk/templates/scheduling.xls
http://www.jiscinfonet.ac.uk/templates/scheduling.xls
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
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It is possible to draw these from left to right with the final task on the right, or from top to bottom as many people 

prefer to work this way. As long as your approach is consistent and understandable by the team, there is no 

reason why you cannot choose your preferred method. 

Once the project activities and any precedences have been identified and agreed, you will need to produce a 

schedule. As well as scheduling activities you may also need to schedule people, money, materials and 

equipment. 

To schedule in detail you will have to establish the following information about each activity: 

 The duration (DUR) of each activity - how long it will take to complete. 

 The earliest start time (EST) - the earliest an activity can start without interfering with the completion of 

any preceding activity. 

 The latest start time (LST) - the latest an activity can start without interfering with the start of any 

subsequent activity. 

 The earliest finish time (EFT) - the earliest an activity can finish. 

 The latest finish time (LFT) - the latest an activity can finish without interfering with the start of any 

subsequent activity. 

 The "float" time of an activity - the time available to perform the activity less the time needed i.e. time 

available minus activity duration. 

The critical activities are those with zero float. i.e. for a critical activity, EST = LST . 

A critical path appears on any precedence diagram (or Gantt Chart) and links tasks which have no float. You 

should therefore be able to trace a critical path through your project from start to finish. 

1. Estimate the time required to complete each project activity. 

2. Calculate the time available to complete each activity. 

3. Calculate each activity's float, i.e. (LFT - [EST + DUR]). 
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In PRINCE2 methodology, this stage is 
represented as Scheduling (SU5). 

Resources 

Example Gantt Chart 

http://www.jiscinfonet.ac.uk/templates/gantt.xls 
[MS Excel; 38Kb] 

Full Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-
management/checklist 

In PRINCE2 methodology, contingency 
planning relates to the following 
component and sub-processes: 

Management of Risk 

Planning a Project (IP2) 

Analysing Risks (PL6) 

4. Identify the critical path (zero float activities). 

5. Calculate the total project duration. 

6. Agree the resources needed and their availability with the Executive/Project Board. Adjust resources 

and/or schedule if necessary. 

7. Agree the schedule with the project team and other stakeholders. 

8. Prepare and publish the project schedule. Using a Gantt chart is one way. 

Many times the project duration is not the result of the project manager's estimates or even anyone else's 

calculations. It can be a deadline set by funders of the project or senior management as a wished for end date, 

or as a whim. It is only by doing these calculations that you can ascertain whether or not it is feasible to 

complete the project within the deadline. 

A standard way of scheduling is to add dates and durations to each task box in the precedence diagram that we 

have seen already. 

Gantt  Charts  

The bar chart, invented by Henry Gantt, is a simple but useful 

graphical tool that can help you visualise the project schedule. It is drawn with dates as the x axis and the 

project tasks as the y axis. Tasks are shown as solid bars between the estimated start and end dates. Arrows 

linking tasks can be used to show dependencies. Other drawing conventions are the use of a filled diamond 

shape to indicate a milestone or a filled circle to indicate a meeting date. 

Gantt charts are another of those things that some people are 

reluctant to try. This can be because creating them using 

software such as Microsoft Project does require some training. 

Gantt charts though can be easily created in Excel by 

colouring the different cells - the example given can also be 

downloaded for you to look at more closely or use as a 

template. 

Contingency Planning  

Since projects involve uncertainty and risk it is likely that you 

will need to develop contingency plans for key areas of risk. 

Basically this involves identifying risk scenarios which, should 

they actually occur, would have a significant impact on the 

ability of the institution to carry out its business and 

considering what options are available to you. 

An example could be a new administrative system failing to go live on time. The contingency plan may be to 

carry on with the old system in which case you would have to think about issues such as: 

http://www.jiscinfonet.ac.uk/templates/gantt.xls
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
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 Is this feasible? 

 What essential maintenance would be required? 

 Do we have the necessary skills? 

 When would be the next opportunity to switch systems? 

 How will we transfer the data? 

 What additional costs will we incur? 

 How will this impact our clients? 

Other alternatives may be to carry out the process manually or to contract it out to someone else in which case 

many of the same questions would arise. 

The number of scenarios likely to require a full contingency plan depends on the project. You are likely to need 

to invoke a contingency plan should you fail to achieve major milestones but it is unlikely there will be more than 

a few such milestones in any project. Contingency planning should not be confused with the normal re-planning 

(http://www.jiscinfonet.ac.uk/infokits/project-management/re-planning) necessary to react to minor variances in 

the developing project plan. 

Contingency plans are your "Plan B". They are there so that when a crisis occurs you can transfer almost 

instantaneously to an alternative plan, instead of having to start working it out when, let's be honest, you will be 

feeling under pressure and less able to think coolly and calmly. 

Managing Project Boundaries: Stages, Phases & Milestones  

A well-constructed plan with clear deliverables should make it very easy to track the progress of your project as 

part of an ongoing monitoring and review process. Defining key stages, phases and milestones is an essential 

part of this process. 

Why three words? Although 'stages' and 'phases' sound similar there are distinct meanings in project 

terminology. 

 

In PRINCE2 methodology, managing project boundaries relates to the following sub-processes: 

Managing Stage Boundaries (SB)  

Assembling a Project Initiation Document (IP6)  

Reviewing Stage Status (CS5)  

Authorising a Project (DP2)  

Escalating Project Issues (CS8)  

Planning (PL)  

Authorising a Stage or Exception Plan (DP3) 

http://www.jiscinfonet.ac.uk/infokits/project-management/re-planning
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Stages The intervals between Project Board Meetings - the end of a stage is a point where 
the Board can decide to continue with, or close, the project 

Phases Distinct divisions between the types of work. For instance there may be a 
procurement phase, a testing phase, a pilot phase, a full implementation phase 

Milestones Significant success points, several of which may occur within a phase - e.g. in a 
pilot phase of a VLE project, enrolment; first access; first assessments; first 
interactive session; first use of multimedia etc. 

Phasing and milestones represent the logical sequence of activities required to achieve the project goals. Stage 

boundaries highlight points in the project where progress is reviewed and the plan reassessed. Stages and 

phases won't necessarily coincide. Some phases will be too long to go without a meeting of the Project Board. 

Equally there may be more than one phase within a single stage. 

The number of stages, phases and milestones in a plan is necessarily dependent on the scale and complexity of 

the project. In the section on the Sliding Planning Window we warn against having a plan that is overly 

complicated and detailed as this consumes as lot of resource simply keeping it up-to-date and dealing with the 

inevitable changes. However in Top Tips for Project Planning we also stress the need to have sufficient 

milestones to be able to demonstrate clear and regular progress to stakeholders. 

Stage boundaries are key points at which you should be reviewing a number of aspects of the project: 

 Is the business case for the project still valid? 

 Is the project meeting its objectives? 

 Has the risk situation altered? 

 Should the project progress to the next phase? 

Only when the questions have been satisfactorily answered should you go on to plan the next phase in detail. 

As a Project Manager it is natural to want to see the project achieve its original purpose but you must take 

account of changing circumstances. 

Stage boundaries are a time to focus on the bigger picture. Beware of hitting all your targets but missing the 

point. 
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In PRINCE2 methodology, reporting 
and meetings relates to the following 
sub-processes: 

Starting up a Project (SU)  

Escalating Project Issues (CS8)  

Authorising a Stage or Exception 
Plan (DP3)  

  Giving Ad Hoc Direction (DP4) 

 

Reporting And Meetings  

Managing the project boundaries is the process of making 

sense of a project's progress (or lack of progress) in order to 

consider the merits of continuing the project and allocating the 

required resources or bringing a project to an early close. As 

part of this process the Project Manager should set up 

mechanisms whereby the team regularly reviews what tasks 

have been completed/delayed and what the impact is on the rest of the plan. 

Having such a mechanism in place will make it easy to produce status reports as required. 

The diagram below shows a typical review loop indicating activities that occur once only, daily, weekly and at 

the end of each stage. There may be many such loops in a project that has multiple phases and stages. 

Is the Business Case still valid? 

Example 1 

Your project is developing an in-house system to record marks from student assessments. The 
supplier of your student record system suddenly announces that next month's upgrade of the system 
(for which you have already paid) will include assessment functionality. The business case for your 
project has changed and you need to assess whether it is worth going ahead with an in-house 
development. 

Example 2 

The first phase of your project is a feasibility study. You are looking into acquiring a VLE and your 
cost/benefit analysis shows that it would not be worthwhile for your institution to purchase such a 
system. The project may not have produced the expected result but it has been a successful project if 
it helps you make the right decision for your institution. 
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Resources 

Time Management 

http://www.jiscinfonet.ac.uk/infokits/time-
management 

Highlight Report Template 

http://www.jiscinfonet.ac.uk/templates/sr.doc [MS 
Word; 55Kb] 

Full Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-
management/checklist 

 

Any reporting cycle is likely to involve some face-to-face meetings and the Time Management infoKit has some 

useful advice on ensuring meetings are effective and achieve 

their objectives. 

The Project Board will meet at stage boundaries and will keep 

up to date with progress at other times by means of regular 

Highlight Reports from the Project Manager. 

Any variance against the plan will be managed by the Project 

Manager within tolerance, if possible, or will be raised as an 

issue and escalated to the Project Board by means of an 

Exception Report. 

http://www.jiscinfonet.ac.uk/infokits/time-management
http://www.jiscinfonet.ac.uk/infokits/time-management
http://www.jiscinfonet.ac.uk/templates/sr.doc
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
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In PRINCE2 methodology, managing 
by exception relates to the following 
process and sub-processes: 

Managing Stage Boundaries (SB) 

Examining Project Issues (CS4) 

Giving Ad Hoc Direction (DP4) 

The role of the Project Sponsor and the Project Board is to give ad hoc advice or decisions to proceed with an 

issue or change request. 

The most formal and very necessary duty of the Project Board (but one that is often ignored) is the authorising 

of continuance to the next stage. This will either occur at a planned meeting at a stage boundary or at an 

extraordinary meeting to consider and authorise an exception plan once it has been forecast that a stage (and 

possibly the project) will go outside-tolerance. 

If the meeting is to consider an exception plan then the rest of the current stage, from the start of the exception 

plan to the end of the stage is considered as a stage in its own right. The tasks of the Project Board are 

therefore the same whether the meeting is deemed to be ordinary or extraordinary. 

The object of the exercise is to decide whether to commit any more resource to the project by authorising the 

next stage. 

In order for this decision to be made the Project Manager will have provided the following information (preferably 

in good time for the Board members to have read and digested it): 

 An up-to-date copy of the stage plan, showing completion or progress of tasks and a forecast of end of 

project end date 

 A financial account showing expenditure at the stage end in relation to the agreed tolerance and with a 

current forecast showing end of project costs 

 A list of all new risks identified during the stage 

 A list of any issues arising (from identified risks or otherwise) during the stage with a brief report of how 

they were dealt with and how much they cost in terms of money and time (whether positive or negative) 

 An assessment of whether the project Business Case requires updating 

 An assessment of whether the Business Case is still achievable and the probability of achieving the 

expected benefits 

 A draft plan and costings for the next stage  

 A recommendation for the Board's decision 

Managing By Exception  

One of the pieces of advice we repeat throughout the P3M 

series of infoKits is the principle of management by 

exception. The approach can be broadly summed up as 

creating the right conditions in the first place then only 

intervening when things aren't going according to plan. 
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In PRINCE2 methodology, controlling a 
project relates to the following 
component and sub-processes: 

Controls 

Authorising Initiation (DP1) 

Authorising a Project (DP2) 

Authorising a Stage or Exception 
Plan (DP3) 

Confirming Project Closure (DP5) 

In the Portfolio Management infoKit we advise senior managers on how to to empower Programme/Project 

Managers to deal with day to day management without being micro-managed. whilst providing them with a 

formal route to senior management where necessary. 

In the Programme Management infoKit we look at setting Tolerance Limits for individual projects and Escalating 

Issues to programme level when necessary. If your project is not part of a larger programme then you may need 

to consider setting tolerance limits for individual stages of your project and escalating issues to your Project 

Board as discussed in the section on Managing Project Boundaries: Stages, Phases & Milestones. 

Within an individual project the Project Manager needs to be aware of what is happening in each part of the 

project at all times but the principle of management by exception nonetheless applies. This quite simply means 

that the Project Manager tracks and reviews but does not intervene unless corrective action is necessary. 

This has implications for the role of the Project Board as the Board should meet in line with key decision points 

in the plan rather than meet at regular intervals just for the sake of it. If an exception situation that requires 

Board level intervention occurs between scheduled meetings then the Project Manager should produce an 

Exception Report and call a special meeting. 

That's the theory. Management by exception is however a relatively new concept in the education world (as is 

the concept of the Sliding Planning Window). You may find that your Project Board insists on meeting at regular 

intervals. It may be that, having built confidence in the project during the early stages, you are able to introduce 

a level of management by exception in later stages. 

 

Controlling A Project  

Having set up your reporting and review mechanisms you 

also need control mechanisms to help you identify and deal 

with the things that come from 'left of field' to throw your 

project off-course. Here we will discuss how to deal with 

Risks, Issues and Changes. We have also included project 

Quality in this section as this should also be the subject of 

clear control procedures. The word 'control' can itself be a 

challenge in some cultures so feel free to brand the 

techniques in a way that suits your environment. 

Change control in this section refers to suggested or actual changes or amendments to the project itself ï not 

any necessary changes to business processes or ways of working required as part of the project (this is the 

subject of a separate infoKit on Change Management). For this reason we have termed it Managing Scope. 

Resources 

Programme Management: Tolerance Limits & Escalating Issues 

http://www.jiscinfonet.ac.uk/infokits/programme-management/managing-by-exception 

http://www.jiscinfonet.ac.uk/infokits/programme-management/managing-by-exception
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In PRINCE2 methodology, this process 
is represented as the component: 

Management of Risk 

The logs that will help you manage Risk, Issues, Scope and Quality require setting up during the start-up phase 

of the project. The ongoing process of project control is however part of the iterative cycle of project 

management. 

 

Managing Risk  

All projects bring with them an element of risk. In the best-

planned projects there are uncertainties and unexpected 

events can always occur for example project staff might leave unexpectedly, the budget might suddenly be cut 

or a fire or theft might affect the project progress. The majority of risks are however related to the fact that your 

plan is based on estimates and they are therefore manageable. Risk management is a mechanism to help you 

to predict and deal with events that might prevent project outcomes being delivered on time. 

Risk management is probably the single most important part of project management and for this reason we 

have produced a separate infoKit on the subject of Risk Management. We include a brief overview here but you 

are strongly advised to look at the full infoKit. 

Identifying Risks 

You will undertake an initial risk assessment as part of starting up the project. Basically you are asking the 

questions: 

 What could possibly happen to affect the project? 

 What is the likelihood of this happening? 

 How will it affect the project? and 

 What can we do about it? 

The sort of areas you will be looking at for associated risks are: 

 the activities along the timeline and any threats to completion and to timescales 

 the project components: people, equipment, infrastructure requirements, other resources 

 dealings with contractors and suppliers 

 other projects that might have an impact 

 organisational changes that might take place during the project 

Resources 

Project Controls Database 

http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database 

http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database
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 outside influences that might affect the project such as changes in funding, government policy or the 

requirements of a funding body 

Greatest risk often occurs where there is some sort of interface. This may be an interface between systems, 

departments, processes or organisations. 

The assessment of likelihood of the risk occurring and potential impact if it does occur will come from the 

experience and knowledge of project stakeholders and others consulted during the risk analysis process. In 

other words, identifying risks is best done as a team effort. People with different skills, experiences and 

specialisms will see individual risks differently and you want a balanced, rather than a biased, analysis. 

You can think of risks in terms of a matrix: 

 

Your greatest effort will be focussed on addressing the risks that are most likely to occur and those that will 

have the biggest impact if they do occur. 

Recording Risks 

You will need to maintain a risk log or register. This should record: 

 A description of the risk 

 The likelihood of the risk occurring 

 The potential impact of the risk 

 Details of mitigating actions to be taken 

 Identification of any early warning signs that indicate the risk is about to occur 

 The risk owner 

 Details of any contingency plans where applicable 
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In order to effectively manage risk it is important that each risk is allocated to an identified owner. This should be 

someone within the project team whose responsibility it is to keep an eye on the situation and ensure that the 

necessary mitigating actions are actually carried out. Responses to the initial risk assessment may include: 

 Risk Transfer - move the risk to someone more able to deal with it e.g. contract out the supply and 

support of the hardware infrastructure 

 Risk Deferral - alter the plan to move some activities to a later date when the risk might be lessened 

e.g. wait till a statutory change has 'bedded-in' before changing a related process 

 Risk Reduction - Either reduce the probability of the risk occurring or lessen the impact e.g. increase 

staffing resource on the project 

 Risk Acceptance - Sometimes there's not a lot you can do other than accept the risk and ensure that 

contingency plans are in place 

 Risk Avoidance - Eliminate the possibility of the risk occurring e.g. use alternative resources or 

technologies 

Managing risk is an ongoing process. The nature of the risks you are facing will alter as the project 

progresses e.g. staff recruitment may be a big issue at the start of a project whereas staff retention is 

the issue as the project draws near to an end. At the very minimum you should review your risk 

assessment and management plan at each stage boundary before moving into the next stage of the 

project. 

Managing Issues 

It is difficult to find a good formal definition of an Issue. An issue is basically anything that might affect the 

project meeting its goals. It is perhaps easiest to explain the difference between issues and risks. A risk is a 

potential occurrence whereas an issue is something that has actually occurred. Good risk management will of 

course prevent many risks from turning into real issues. 

Resources 

Risk Assessment Template 

http://www.jiscinfonet.ac.uk/templates/ra.doc [MS Word; 62Kb] 

Project Controls Database 

http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database 

Full Project Management Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-management/checklist 

http://www.jiscinfonet.ac.uk/templates/ra.doc
http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
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In PRINCE2 methodology, this process 

is represented as: 

Authoring Work Package (CS1) 

Assessing Progress (CS2) 

Capturing Project Issues (CS3) 

Examining Project Issues (CS4) 

Reviewing Stage Status (CS5) 

Taking Corrective Action (CS7) 

Escalating Project Issues (CS8) 

Receiving Completed Work Package 
(CS9) 

  Directing A Project (DP) 

More of a grey area is the difference between an issue and a 

question. For example a stakeholder may ask of your 

project: 

 How are you involving lecturers in implementing the 

new VLE? 

but what they are really saying is: 

 I don't think lecturers have adequate involvement in 

the implementation of the VLE. 

For this reason it is often worth recording questions and 

ensuring they are answered in order to prevent them turning 

into issues. A question usually has a straightforward factual 

answer e.g. 'There is a focus group for lecturers who want to be involved in the project.' 

An issue is something that cannot easily be resolved with a factual response e.g. a member of staff leaves 

unexpectedly or a key supplier goes into receivership. 

Issues can present opportunities as well as threats. An issue could be of the 'I don't think you're doing this very 

well but here's a better suggestion ...' variety. In this way an issue could result in a proposed change to the 

project. This may affect the scope of your project but the change may be for the better. 

Some issues might have been anticipated in your initial risk assessment whereas others arise unexpectedly. 

Mechanisms to record and deal with unanticipated issues include: 

 maintaining an Issues Log. The JISC infoNet Project Controls Database includes an issues log that 

records details of the issue, its owner and progress up to final resolution; 

 ensuring that progress, Project Board and other meetings make time for discussion of issues; 

 convening short-life working groups or focus groups if a large number of stakeholders are affected. 

The concept of an issue having an owner is crucial to effective issue management. The owner is someone 

within the project team who is responsible for ensuring the issue is resolved. All members of the team should be 

encouraged to log issues as soon as they arise (often this occurs first in the course of informal discussions) and 

an appropriate owner should be determined. Generally ownership should be at the lowest level at which the 

issue could possibly be resolved. This can be done by the Project Manager giving the issue to someone as a 

work package (with its own time and cost tolerances). 

The sooner an issue is logged and addressed the more likely it will be resolved without having a major impact 

on the project. You should however determine an escalation procedure in the event that a solution cannot be 

implemented within tolerance by the initial owner. 
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In PRINCE2 methodology, this stage is 

represented by the following elements: 

Capturing Project Issues (CS3)  

Examining Project Issues (CS4)  

Escalating Project Issues (CS8)  

Authorising a Stage or Exception 
Plan (DP3)  

Giving Ad Hoc Direction (DP4) 

Normally the issue will be escalated through the line management framework of the project up to the Project 

Manager and, ultimately, the Project Board for a decision if it cannot be resolved within the current stage 

tolerance. The Programme Management infoKit also has a section on Escalation of Issues. 

 

Managing Scope 

In any project there are likely to be changes to the original 

plan during the course of the project. The changes may arise 

due to: 

 The business case altering 

 The need to find a way round a problem 

 Identifying a better way to meet your objectives 

 The scope of the project altering 

 Somebody thinking the change is a good idea 

A Change Control mechanism is necessary to ensure that such changes are handled in a managed and 

controlled way in order to keep the project on track. Without formal procedures in place the project runs the risk 

of 'Scope Creep'. 

Scope creep is an ever present risk in most projects. It is a particular issue in software development projects 

where it is always tempting to add a few extra changes as benefits become clear during the progress of the 

project. It can often prove quite difficult to keep within scope given that additional suggestions can be closely 

linked to the original initiative. Changing the scope of the project frequently poses risks in terms of keeping to 

budget and deadlines but it is important to realise that scope change may also offer opportunities to derive 

previously unforeseen benefits. Conversely you may also need to 'de-scope' items from time to time in order to 

keep within project tolerance limits. 

Any proposed change to the agreed deliverables of your project should be subject to an impact analysis. Key to 

any approach is to consider the impact in terms of: 

 Time 

Resources 

Project Controls Database 

http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database 

Full Project Management Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-management/checklist 

Programme Management: Escalating Issues 

http://www.jiscinfonet.ac.uk/infokits/programme-management/managing-by-exception 

http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/infokits/programme-management/managing-by-exception
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 Cost 

 Quality 

By this stage in the project you already have an agreed plan and deliverables and an agreed budget. By 

considering the proposed change under the above headings you should be able to establish whether the 

change is within acceptable 'tolerance limits' or whether it has a significant impact on any of these areas. 

 

If you are not using the concept of tolerances as previously described, then the definition of 'within tolerance 

limits' is usually that the change can be implemented: 

 without affecting achievement of major milestones in the plan and 

 within the overall existing budget 

Generally a Project Manager may approve changes that are within tolerance but will refer to a higher authority 

such as a Project Board where the proposal amounts to a significant scope change. To help the Project Board 

make a decision the Project Manager may prioritise the issue using ratings such as: 

 must do - the project cannot complete successfully without this change 

 important - functionality would be impacted without the change, although it is not vital to the success of 

the project 

 nice to have - an enhancement to agreed scope and quality 

 cosmetic - no functional improvement 

Change controls are particularly important where a contractual relationship exists. Where you are working with a 

third party supplier or consultants you need to be particularly careful about correctly defining your original scope 

and managing changes or you could suddenly find costs spiralling out of control. 

Good project management is a careful balancing act and handling change is a key element of that act. It is not 

good management to 'freeze' a specification and plan on day one of the project and stick rigidly to it, nor is it 

good practice to change so often that the project never comes to an end. In the words of Turner (Turner, 1999 

http://www.jiscinfonet.ac.uk/p3m/references), 'changing is something you must do sparingly and with great 

ceremony'. 

Change control mechanisms usually involve some form of Change Request form that records: 

Is It Worth Doing? 

A university has chosen to purchase a course timetabling system but has excluded examination 
timetabling. Ideally the project would have consulted all relevant stakeholders before getting the 
project underway but in this scenario the Registrar suddenly thinks it would be a good idea to include 
exam timetabling. If they make this change it will set the deadlines back and result in additional cost. 
They must make a business case for why the change (in this case an improvement in quality) is worth 
doing. 

http://www.jiscinfonet.ac.uk/p3m/references
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 Details of the proposed change 

 Analysis of the likely impact and 

 Agreed actions 

JISC infoNet's set of Project Management templates include a Change Request Form which can be used in 

conjunction with the Project Controls Database. 

 

Managing Quality  

We have previously mentioned Time, Cost and Quality as key factors in project management. Assessing 

performance in terms of time and cost is relatively easy but quality is harder to define and measure. A high 

quality project may be one whose outputs: 

 Meet the specification 

 Meet stakeholder requirements 

Or alternatively one whose outputs: 

 Are fit for purpose 

 Satisfy the stakeholders 

These don't all mean the same thing. The chances of the initial specification being correct or indeed of the 

stakeholders being able to adequately articulate their real needs are slight. We warned earlier of the dangers of 

hitting the targets but missing the point. Managing quality is about keeping an eye on the bigger picture and 

aiming for outputs that are in line with the second definition. 

Elements of managing quality within a project include: 

 A formal project management framework 

 Adoption of recognised standards where they exist 

 User Acceptance procedures 

Resources 

Change Request Form Template 

http://www.jiscinfonet.ac.uk/templates/crf.doc [MS Word; 62Kb] 

Project Controls Database 

http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database 

Full Project Management Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-management/checklist 

http://www.jiscinfonet.ac.uk/templates/crf.doc
http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
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Office of Government Commerce 

Managing Quality 

http://www.ogc.gov.uk/resource_toolkit.asp 

 Impartial evaluation 

Many projects have some form of external quality assurance 

role built into the project structure. This could be external to 

the organisation e.g. a third party consultant or simply 

external to the project. Ideally such an assessor should be 

impartial and have experience of project management. 

Remember this person is only evaluating quality the Project Manager is responsible for quality. 

Acceptance Criteria 

For each phase of the project you are likely to need to define acceptance criteria that allow you to determine 

whether the deliverables have been produced to an acceptable standard. 

There could be many elements to the acceptance criteria and it is likely that there will be required quality 

standards for many sub-products in addition to the final project outcome. As an example, a project to streamline 

a business process may have as sub-products: a set of paper forms for capturing data, a computerised 

information system with requirements for each data entry screen and a set of report outputs. 

Acceptance criteria can take many forms, but a few examples could be: 

 target date 

 functions required 

 performance levels 

 capacity 

 downtime/availability 

 running cost 

 security levels 

 level of skill required to operate 

User Acceptance Testing 

In many projects, particularly those that involve system implementation or process review, the assessment of 

product quality can be made via a formal User Acceptance Test (UAT). A formal UAT involves defining a 'script' 

that gives an end-to-end test of the business process or system. UAT is usually an iterative process rather than 

a one-off as users work through the script and document any errors or issues. When all the issues are resolved 

the test is formally signed-off. When implementing a system the UAT scripts are likely to be largely based on the 

test scripts used to select the system in the first place. JISC infoNet provide some guidance in the System 

Selection infoKit. 

Defined and measurable acceptance criteria and formal sign-off procedures, based on fitness for purpose, are 

important if you are to avoid the scope-creep associated with users trying to introduce 'nice-to-have' features at 

http://www.ogc.gov.uk/resource_toolkit.asp
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the last minute. Involvement in UAT also helps to give users a feeling of ownership and to manage their 

expectations of the project. An outline of suggested roles and responsibilities can be found in our User 

Acceptance Testing guidance note. 

 

Project Controls Database  

JISC infoNet has developed a Project Controls Database to facilitate the recording of Risks, Issues and 

Changes and to help with monitoring the progress of actions taken. The database was designed for use in 

Microsoft Access 2000 in August 2004, the data structure and functions are still valid however and the User 

Guide can also be used as an outline specification for a similar database, for those who wish to use a different 

database platform, or who wish to adapt the JISC infoNet database. 

The database is offered for download on an Open Source basis: JISC infoNet does not warrant or support it. 

 

Communication And Collaboration  

Projects rely on effective communications - a project is no place for individuals to decide what, when and how, 

without reference to anyone else. We have already touched on this topic in related sections on Stakeholder 

Management and Reporting and Meetings. 

The basic functions of communication and collaboration in projects are: 

Resources 

Project Controls Database, User Guide and Set-up instructions 

http://www.jiscinfonet.ac.uk/templates/pcd.zip [Zip; 1.11Mb] 

Project Controls Database, User Guide Only 

http://www.jiscinfonet.ac.uk/templates/pcd-userguide.pdf [PDF; 356Kb] 

Full Project Management Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-management/checklist 

Resources 

User Acceptance Testing Guidance Notes 

http://www.jiscinfonet.ac.uk/templates/uat.doc [MS Word; 52Kb] 

Project Controls Database 

http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database 

Full Project Management Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-management/checklist 

System Selection infoKit 

http://www.jiscinfonet.ac.uk/InfoKits/system-selection 

http://www.jiscinfonet.ac.uk/templates/pcd.zip
http://www.jiscinfonet.ac.uk/templates/pcd-userguide.pdf
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/templates/uat.doc
http://www.jiscinfonet.ac.uk/infokits/project-management/project-controls-database
http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/InfoKits/system-selection
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 giving information to those who need it 

 co-ordinating, stimulating and facilitating of action 

 supporting change and influencing the attitudes and behaviour of stakeholder groups 

 encouraging and facilitating feedback and two-way information flow 

The main audiences for communication in projects are: 

 members of the Project Team and others directly involved in project activities 

 members of the Project Board and others (e.g. Programme Manager/Office) involved in managing, 

steering, co-ordinating, controlling funds or involved in changing business processes 

 the remainder of the organisationôs management and workforce (including end-users and anyone 

affected by the outputs from the project) 

 external stakeholders such as students, suppliers, partners, funding bodies, regulatory bodies etc. 

Communication management is a proactive attempt to manage the expectations and requirements of all 

stakeholder groups including the project itself. It must address the fundamental questions: 

 what information needs to flow both into and out of the project? 

 who needs what information? 

 when will the information be required? 

 in what format and by which channel will the information be provided? 

 who will be responsible for ensuring the information is provided? 

Collaboration is something that is less actively managed as a matter of routine but is an area that is of critical 

importance to the kinds of projects we undertake in the sector. 

Communication Planning  

During the project start up and initiation phases consideration should be given to communication and 

information flow needs. By conducting a communication needs analysis you will be able to prepare a 

communication plan as a subsidiary to the main project plan. 

The plan will reflect the specific needs and complexity of the project and therefore may be formal or informal, 

highly detailed or broadly structured. As with all other planning documents prepared at the start of the project, 

the communication plan is a live document and should be subject to regular review and revised when necessary 

to ensure that it continues to meet the needs of the project and its stakeholders. 

How communication is planned and managed will inevitably be influenced by the broader organisational 

structure and existing communication channels. Every organisation has its own preferred methods of 
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communication and it is important to understand them. It is not a good idea to send out formal memoranda in an 

organisation that has long since moved from paper to email communications. Likewise, the use of emails may 

be less than effective with people such as porters or cleaners who may not have regular access to the 

organisationôs email system or with people who cannot be relied upon to read their email (you probably already 

know who they are in your organisation). 

In the education sector our activities are underpinned by mature and long established frameworks of 

committees and scheduled meetings. This will have a major effect on the projectôs communication requirements. 

With any kind of regular report it is worth thinking about, and specifying, the level of detail required. This might 

be 'six bullet points' or '20 pages with detail' or 'an email to let me know it's finished'. People are much happier 

to undertake something they know will be what is expected. 

We have a range of materials to help you on communication methods, time management and how to influence 

others. 

 

Working Collaboratively  

Actively involving stakeholders in projects is quite different from simply informing them about what is going on. 

There are lots of ways you can engage people with your project. A few suggestions are given below. The JISC 

infoNet Social Software infoKit has lots more good ideas on how to make use of freely available and easy-to-

use technologies to encourage collaboration. 

Social events - to develop buy-in, team spirit and to spread positive messages. Bring people together to look at 

plans, architectural drawings, presentations from those who have done it before etc. A glass of wine and a few 

nibbles are inexpensive and can help persuade people to stay half an hour after normal office hours. 

Workshops and training events - good for collaborative approaches as well as for imparting skills and 

information. Stakeholders feel less threatened at being asked to attend a staff development event than a 

meeting or an interview. By keeping the number of delegates down to around 15-20 you can stimulate lots of 

interaction with delegates. People feel engaged and valued if you allow them a say or want them to give an 

opinion. 

FAQ or Q&A - can be an effective tool which can be designed with responses targeted for particular 

stakeholder groups. Helps build engagement and makes people feel involved. You may be tempted to make up 

Resources 

Methods of Communication 

http://www.jiscinfonet.ac.uk/infokits/project-management/methods-of-communication 

Time Management Guide 

http://www.jiscinfonet.ac.uk/infokits/time-management 

Influencing Others 

http://www.jiscinfonet.ac.uk/infokits/influencing-others 

http://www.jiscinfonet.ac.uk/infokits/project-management/methods-of-communication
http://www.jiscinfonet.ac.uk/infokits/time-management
http://www.jiscinfonet.ac.uk/infokits/influencing-others
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the questions you feel people might want to ask but if possible build in as many real questions as possible, as 

those who ask them will recognise them and spread the word on your behalf. You could create a specific email 

account for FAQ questions. 

Wikis - are one way of letting people collaborate either with or within the project. The use of a wiki for the 

project team is well worth thinking about, particularly if the project is a collaborative project with many 

organisational partners. It provides a platform for sharing documents, images, plans and logs of what might 

happen, what needs to happen and what has happened. It can have pages where the content is locked, pages 

that anyone can add to or amend and the facility for members to create their own new pages. 

 

Staff Development  

Staff development is an area that is frequently ignored at the project planning and costing stages. Insufficient 

training is also (and there's no coincidence here) a major cause of project failure. There are a number of 

different types of staff development that need to be considered in planning a project: 

 Training/development for the project team in order to allow them to carry out the work 

 Training/development for end users in a newly implemented system or a changed process 

 General awareness raising and development to prepare the organisation for a change 

We will concentrate on the first two because it is our view that the third element, although vital, is often not the 

duty of the project team. Many users of this infoKit will be systems implementers and systems implementations 

are a very clear case in point where change management should be a separate responsibility. The section on 

Managing Benefits in the Programme Management infoKit has more to say on the relationship between project 

and change management. 

Change management is about the organisation's culture and values. A new system can support a changed 

approach but the system itself is not the change. Unless the organisation is properly prepared for the change, 

the system will be seen as the cause of change and probably resented. 

 

Resources 

Culture and Values 

http://www.jiscinfonet.ac.uk/InfoKits/process-review/process-review-2-culture-and-values 

Understanding Your Organisation 

http://www.jiscinfonet.ac.uk/InfoKits/creating-an-mle/understanding-your-organisation 

Resources 

Social Software infoKit 

http://www.jiscinfonet.ac.uk/infokits/social-software 

http://www.jiscinfonet.ac.uk/InfoKits/process-review/process-review-2-culture-and-values
http://www.jiscinfonet.ac.uk/InfoKits/creating-an-mle/understanding-your-organisation
http://www.jiscinfonet.ac.uk/infokits/social-software
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A good example is the implementation of virtual or managed learning environments. Such environments are 

necessarily part of an institutional strategy about learning and teaching. The focus as far as staff are concerned 

should be about the need to implement e-Learning because of student expectations, value to students both in 

their studies and in introducing skills needed in their working lives and to ensure continued success in a 

competitive education market. Without those imperatives the VLE will simply be blamed for causing changes to 

the way people have become used to working. Staff will be resistant to the change because they do not see the 

need for it and the project is unlikely to be successful in terms of organisational take-up. 

You cannot turn an institution into a different type of learning organisation simply by implementing a VLE. 

Systems projects must run in tandem with change projects - by expecting systems implementers to do both jobs 

managers are setting them up to fail. 

Training and development needs for the project team must be identified at an early stage so that necessary 

activities can be built into the plan. The team may require an introduction to project work and other team 

formation activities as well as more project-specific training. In the case of projects with a significant IT 

component, training may consume a large proportion of the project costs. 

Where you are likely to invest a lot in development you may wish to consider covering yourself in the event of 

staff receiving expensive training then using it to obtain promotion with another employer. It is possible to issue 

staff with a contract for the duration of the project that specifies a requirement to pay back training costs should 

they resign within a certain time period. This may be particularly valuable if market conditions suddenly create a 

demand for the very skills you have invested in. 

An alternative is to consider the relative cost of paying a slightly higher salary in order to attract staff who 

already have the skills to do the job. This will have the added benefit of saving time. We would however caution 

against buying in key skills on a short-term contract basis unless you have no other option. Contractors are 

unlikely to develop the same sense of ownership of the project and the skills are lost to your organisation as 

soon as the project is over. Furthermore they are unlikely to understand the context of educational 

organisations. 

End-user training is essential to ensure acceptance and effective operation of new processes or systems. The 

timing of training is critical and must be carefully planned. Some users may need training at an early stage in 

order to contribute to the development and user acceptance testing phases of the project. In the case of other 

users it is futile to train them too long before they are required to use the new process or system. 

In our environment we also tend to work to tight processing cycles. It is no use expecting managers to release 

staff for training in the middle of student enrolment or exam boards. The commitment of line managers is of 

course vital to ensuring the success of training. The Executive has a role to play in ensuring that all managers 

understand the importance of training and send staff to scheduled sessions. 

Managers also need to send the right people. The best planned training programme will go awry if managers 

send inexperienced staff. It is not unknown for system implementation teams to find themselves training staff in 

the basics of the job role rather than in the use of the new system. Staff also need to have the basic IT skills 

necessary to benefit from the training e.g use of a keyboard and mouse. 
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In the PRINCE2 methodology this 
process is represented as the 
component Configuration 
Management 

Keeping Records 

A certain amount of record keeping and core documentation is required in any project. We have attempted to 

keep the proposed documentation to the minimum essential in order to define and manage the project and 

measure its success. 

Well-managed records will not only help you manage a project, they will help you and/or others the next time 

round. Many projects are repeated or have certain aspects that have been done or researched before. Well 

organised and accessible records allow people to review what has gone before and either avoid pitfalls or see 

how to get out of them. Many managers new to project management may be asking 'How much time will be 

devoted to filling in forms or records. The real question however is 'How important are the forms and records?' 

Most of the key documents associated with your project will: 

 be referred to repeatedly during the course of the project 

 need updating periodically 

This includes the Business Case, Project Plan, Risk and Issue logs and possibly many other documents. The 

possibility for error by having different versions of documents ófloating aboutô a project's team members and 

management is too high not to address it with a little formality. Even in today's electronic environment, many 

people prefer to read documents on paper and they will be printed out in multiple copies, put in desk drawers or 

filing cabinets and pulled out again at some point whether the latest version or not. 

It is important therefore to apply some Information and Records Management techniques to all project 

documentation, to ensure that there is an authoritative source of the latest version and that the master of each 

document is kept safely. The Information Lifecycle infoKit set of resources have much to say about the benefits 

of and techniques for achieving this. 

In a large project it is probably best to ensure that someone within the team has special responsibility for version 

control, storage of master copies of documents etc. In a small project, the Project Manager may be able to fulfil 

this role. In an organisation running many projects or programmes, this function can be handled by a dedicated 

Support Office, with staff who will handle the files, logs and records for multiple projects or programmes. 

Configuration Management  

In addition to documents and records about the project, 

there will be records, documents and artefacts that will be 

products of the project. 

These could be policies, procedures, guidelines, software, training materials or physical products, each of which 

could go through iterations of development before they are 'issued' for testing or full implementation and with 

possible multiple versions of issue. 

It makes sense for the same person or team handling the version control and storage of records of the project to 

perform the same function for the products of the project. 
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In the PRINCE2 methodology this 
process is represented by the following 
elements: 

Closing a Project (CP)  

Confirming Project Closure (DP5) 

This is especially important where those products may be physical objects or software that require to be issued 

for testing to users where it is necessary to ensure that the products do not remain at large. Some system for 

logging the issue and return of products should be kept in such cases. In the case of software having been 

issued for testing, it may be necessary to ensure and log that the test copies have been deleted from user 

computers or networks. 

 

Closing A Project  

A project has a beginning (Project Start-up) a middle (the 

iterative loop of Planning, Managing, Controlling, Reporting 

and Re-planning) and an end (Project Closure). This may be 

stating the obvious but we can probably all think of projects 

that have either gone on since time immemorial or simply faded away. Without senior management involvement 

there is no one to pull the plug on resources. Such projects enter a downward spiral in that they are seen to be 

a farce and soon everyone apart from the Project Manager (who feels they must carry on because they haven't 

been told to bring the project to a close) stops engaging with it or taking an active part. Turning up to a meeting 

that no one else attends is not the way to find out a project has finished... 

The project should be formally closed to ensure that: 

 The users/customers have formally accepted all outcomes 

 Operational procedures are in place 

 The handover to operational staff has been completed 

 Documentation and reference material is in place 

 Any further actions and recommendations are documented and disseminated 

 The results are disseminated to relevant people 

 There are no loose ends 

Project closure can be a very hectic time when reporting is on a daily (or even more frequent) basis and the 

manager is working at a much lower level of detail than previously (probably with itemised check-lists) to ensure 

that all loose ends are tied up but planning for this phase must commence much earlier on. 

Resources 

Full Project Management Resource Pack 

http://www.jiscinfonet.ac.uk/infokits/project-management/checklist 

Information Management infoKit Suite 

http://www.jiscinfonet.ac.uk/information-management 

http://www.jiscinfonet.ac.uk/infokits/project-management/checklist
http://www.jiscinfonet.ac.uk/information-management
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It can be tempting to skimp on final documentation, particularly if the project is already late or overspent. 

However projects that are late or overspent are prime examples of situations where you need to record exactly 

what did happen to inform the planning of future projects. Planning in time for proper recording and evaluation 

also helps the project team to feel that their efforts will be of lasting value. 

In this final phase the Project Manager will be juggling the monitoring of fine detail with a review of the strategic 

objectives to ensure the project does actually achieve the desired outcomes. This will involve close collaboration 

with the Project Board and any Programme Board and/or Benefits Manager. 

The Project Manager should produce confirmation from the Senior User or User Group that the final product or 

outcome of the project meets the acceptance criteria. There should be a list of follow-on actions - suggested 

improvements or change requests that have not been implemented during the project. The Lessons Learned log 

needs to be reviewed and turned into a report. 

The Project Board/Sponsor needs to review the outcome of the project, particularly where there is no separate 

Benefits Manager in place. If this is the case the Project Board needs to ensure (probably by having delegated 

this to the Project Manager) that the necessary operational and maintenance environment is in place for the 

final product of the project. 

The Project Board needs to ensure that the project's documentation is complete and that it is archived in a 

manner so that anyone needing to refer to it can have access. This is particularly important for audit purposes 

and, as discussed previously, where the project was a feasibility or proof of concept and documentation will be 

essential for follow-on projects. 

The Project Board should ensure that an appropriate group takes responsibility for the future implementation of 

the follow-on actions. 

The Project Board should confirm that the project is ready to be closed and then announce its closure formally. 

Any staffing resource contracted for the term of the project needs to be released, either from the organisation or 

returned to normal duties. 

The Project Board should ensure agreement that resource or involvement of staff (on the supplier side) is 

available to deal with any snagging issues that may arise in the early use of the product. There should be a 

Mixed Feelings? 

Project Closure can be a time of mixed feelings for the Project Team. Hopefully they will feel 
satisfaction at a job well done but you need to ensure they aren't: 

Worried about what the future will hold or 

So eager to get on with the next project that they leave things unfinished or 

Elongating the project because they don't want to leave it 

The exit strategy for the project staff must be clear so that they feel adequately supported whether 
they are going on to new projects, returning to routine jobs or leaving the organisation. 
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realistic and agreed end date to this snagging period to ensure that future operational issues do not turn into a 

costly elongated project. 

Also, similarly, the Project Board should ensure that there is an agreement by project board members, user 

group members and the project team to be involved in a post-project review, once use of the product is at a 

stage where comparative measurements can be taken to prove realisation of benefits. 

Handing Over The Project  

The end of the project is also the start of routine use of the outcomes. The handover to staff who will carry out 

normal operations must also be planned so that those staff feel ownership of the project outcomes and are 

ready to champion them. 

Most of the preparation for this will have been done already by the Benefits Manager (if such exists). Often this 

area of responsibility falls to the Project Manager. The introduction of change into an organisation is dealt with in 

detail in the Change Management infoKit. It will also be useful (essential if there is no Benefits Manager) to 

review the section of Closing a Programme in the Programme Management infoKit. 

 

In the event that the project was a feeder project (the outcomes of which were necessary before another project 

could start), the Project Manager will need to spend some time with the project manager of the follow-on project, 

who may logically have acted as Senior User hitherto. In many such cases there will be a Programme Board co-

ordinating the handover arrangements in liaison with the two Project Managers. [See also 'Preparing for 

Handover' in the Closing a Programme section of the Programme Management infoKit]. 

Lessons Learned 

All projects should document their lessons learned. In considering what types of lessons may be learned 

projects tend to fall into two types: 

 the project that is expected to achieve an outcome - the achievement being the reason the project is 

started 

 the project that is started to enable the organisation, or the external funder, or similar organisations to 

learn - a feasibility project, proof of concept, or a project where a methodology is being tested 

The success of the first type of project is dependent upon the outcome being achieved. If it is forecast that the 

outcome cannot be achieved to an acceptable quality there is little point in continuing to expend resource on it. 

Resources 

Change Management infoKit 

http://www.jiscinfonet.ac.uk/infokits/change-management 

Programme Management: Closing A Programme 

http://www.jiscinfonet.ac.uk/infokits/programme-management/closing 

http://www.jiscinfonet.ac.uk/infokits/change-management
http://www.jiscinfonet.ac.uk/infokits/programme-management/closing
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In the PRINCE2 methodology, post 
project review relates to the following 
sub-process: 

Identifying Follow-on Actions (CP2) 

The success of the second type of project is the learning that comes out of it. If the end outcome cannot be 

achieved the project can still be a success if it shows why the outcome cannot be achieved or, that the outcome 

cannot be achieved in the way that the project was attempting to achieve it. It is also a success if the lessons 

learned along the way enable others to avoid similar pitfalls or mistakes. The success of such a project is more 

dependent on the quality of knowledge management and dissemination than on final outcome or product. If 

such a project achieves the desired outcome that it was testing then that is a bonus. 

Such projects require particular attention and focus on the learning aspect. When things go wrong there is a 

natural tendency to focus on why. When things go well, there is less of an imperative to identify and record why 

it is going well. 

A 'Lessons Learned' report gathers all information that may be useful to other projects. It documents what went 

well and what went badly and why. It describes methods used to estimate, to plan, to manage and control the 

project and how effective/efficient they were. It contains any recommendations for future projects to either take 

up, or avoid, ways of working and should contain some measurement of how much effort was required to 

produce the various products or process changes. 

The Issues and Risk logs will be of immense value in producing this report. A further technique is to interview 

various stakeholders and members of the Project Team, Project Board and User Group to ask for their opinions. 

Post Project Review  

In many cases the benefits (or unexpected problems) of a 

project can't be assessed until the change has been in place 

for some time. The review process is therefore incomplete 

without a post project review and evaluation. This is required to check whether: 

 outcomes are those expected 

 projected benefits have occurred 

 operational working is as planned 

 costs are as expected 

The Project Sponsor has overall responsibility for ensuring that the desired business benefits are achieved and 

it may be the Sponsor who leads the review, particularly if the Project Manager has gone on to other duties. 

The review will also highlight any unanticipated issues and highlight any further changes required. 

Perhaps it will even provide the stimulus for your next project... 



 

www.jiscinfonet.ac.uk/p3m Page | 53 

 

Project Management P3M 

 

Project Management Checklist and Templates  

The following provides a checklist for your project management phases and documentation along with links to 

the individual templates. 

 

 

Full Project Management Resource Pack 

http://www.jiscinfonet.ac.uk/pmrp.zip [1.5Mb] includes all templates in the checklist 

Project Start-Up 

Business Case Template 

http://www.jiscinfonet.ac.uk/templates/bca.doc [MS Word; 73Kb] 

Project Initiation Document 

http://www.jiscinfonet.ac.uk/templates/pid.doc [MS Word; 232Kb] 

Project Infrastructure Checklist 

http://www.jiscinfonet.ac.uk/templates/pic.xls [MS Excel; 57Kb] 

Risk Assessment template 

http://www.jiscinfonet.ac.uk/templates/ra.doc [MS Word; 62Kb] 

Project Roles and Responsibilities template 

http://www.jiscinfonet.ac.uk/templates/randr.doc [MS Word; 122Kb] 

Stakeholder Analysis template 

http://www.jiscinfonet.ac.uk/templates/sa.doc [MS Word; 63Kb] 

See also the Risk Management infoKit (http://www.jiscinfonet.ac.uk/InfoKits/risk-management). 

Resources 

Post Project Review Form 

http://www.jiscinfonet.ac.uk/templates/pprf.doc [MS Word; 69Kb] 

Example: SiriusWeb Post Project Review 

http://www.jiscinfonet.ac.uk/Resources/external-resources/pm-siriusweb-report 

http://www.jiscinfonet.ac.uk/pmrp.zip
http://www.jiscinfonet.ac.uk/templates/bca.doc
http://www.jiscinfonet.ac.uk/templates/pid.doc
http://www.jiscinfonet.ac.uk/templates/pic.xls
http://www.jiscinfonet.ac.uk/templates/ra.doc
http://www.jiscinfonet.ac.uk/templates/randr.doc
http://www.jiscinfonet.ac.uk/templates/sa.doc
http://www.jiscinfonet.ac.uk/InfoKits/risk-management
http://www.jiscinfonet.ac.uk/templates/pprf.doc
http://www.jiscinfonet.ac.uk/Resources/external-resources/pm-siriusweb-report
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Glossary & Acknowledgements  

Please visit the P3M resource for more on the glossary (http://www.jiscinfonet.ac.uk/p3m/glossary) and 

acknowledgements (http://www.jiscinfonet.ac.uk/p3m/acknowledgements) relating to this kit. 

Disclaimer  

We aim to provide accurate and current information on this website. However, we accept no liability for errors or 

omissions, or for loss or damage arising from using this information. The statements made and views expressed 

in publications are those of the authors and do not represent in any way the views of the Service. 

The JISC infoNet Service offers general guidance only on issues relevant to the planning and implementation of 

information systems. Such guidance does not constitute definitive or legal advice and should not be regarded as 

Project Closure 

You will have amassed a great deal of documentation during the project, particularly process or 
system documentation - some or all of this will be needed for handover.  

Depending on the nature of the project, you may also have accumulated a library of training 
documentation. 

Post Project Review Form 

http://www.jiscinfonet.ac.uk/templates/pprf.doc [MS Word; 69Kb] 

Monitoring and Control 

The Risk Log, Issues Log and Change Control are all features of the Project Controls Database. 

http://www.jiscinfonet.ac.uk/templates/pcd.zip [Zip; 1.1Mb] 

The Change Request Form can be used in conjunction with the Business Case, the Project 
Initiation Document and the Controls Database. 

http://www.jiscinfonet.ac.uk/templates/crf.doc [MS Word; 62Kb] 

http://www.jiscinfonet.ac.uk/templates/uat.doc [MS Word; 52Kb] 

Planning and Meetings 

Planning: Gantt Chart example 

http://www.jiscinfonet.ac.uk/templates/gantt.xls [MS Excel; 30Kb] 

Planning: Scheduling spreadsheet example 

http://www.jiscinfonet.ac.uk/templates/scheduling.xls [MS Excel; 91Kb] 

Status/Highlight Report template 

http://www.jiscinfonet.ac.uk/templates/sr.doc [MS Word; 55Kb] 

Minutes of Project-related meetings. A template is not provided here as it is assumed you will adopt 
your own organisation's house style. 

http://www.jiscinfonet.ac.uk/p3m/glossary
http://www.jiscinfonet.ac.uk/p3m/acknowledgements
http://www.jiscinfonet.ac.uk/templates/pprf.doc
http://www.jiscinfonet.ac.uk/templates/pcd.zip
http://www.jiscinfonet.ac.uk/templates/crf.doc
http://www.jiscinfonet.ac.uk/templates/uat.doc
http://www.jiscinfonet.ac.uk/templates/gantt.xls
http://www.jiscinfonet.ac.uk/templates/scheduling.xls
http://www.jiscinfonet.ac.uk/templates/sr.doc
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a substitute therefor. The JISC infoNet Service does not accept any liability for any loss suffered by persons 

who consult the Service whether or not such loss is suffered directly or indirectly as a result of reliance placed 

on guidance given by the Service. 

The reader is reminded that changes may have taken place since issue, particularly in rapidly changing areas 

such as internet addressing, and consequently URLs and email addresses should be used with caution. We are 

not responsible for the content of other websites linked to this site. 

© Northumbria University. This material is licensed under the Creative Commons License. 

http://creativecommons.org/licenses/by-nc-sa/2.5/
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