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1. 
Introduction

1.1. This document is the Project Management Guidance for Three Rivers District Council.
1.2. The Project Management Guidance document should be used in conjunction with the Project Management Framework (PMF).  The PMF consists of useful tools to help officers to manage projects through a consistent and pragmatic methodology.

1.3. Go to the Project Management Framework spreadsheet
1.4. The Three Rivers’ PMF provides the following tools for the management of projects:

· PMF Guidance Document (this document) – provides a guide to Project Management and how to use the PMF spreadsheet.

· PMF Spreadsheet – provides all the documentation, with comments on how to complete each part.  It also provides the matrix to scale your project management to suit your project.
· PMF Documentation – provides MS Word versions of all the documents you will need to manage your project.
1.5. The above package of tools has been prepared to help officers manage projects and to provide a uniform method of documentation and planning.  Likewise the PMF helps to control and limit the risks to which the project may be exposed; and to ensure the correct level of communications and controls for the project are employed. 

1.6. Projects can fail, with the main reasons for failure being a lack of suitable and detailed planning and an over use of controls – more reporting than doing.  The PMF helps officers to choose the right levels of planning and controls, early in the project, so as not to distract from the importance of content and conclusion. 

1.7. NOTE.

The quick method of using this guidance is to skip to chapter 11 (page 20), where each step of the PMF is outlined but remember to use this guidance alongside the PMF spreadsheet.

2. Why we have a Project Management Framework?

2.1. The resources available to local government are diminishing and therefore must be carefully managed.  At the same time Local Authorities are expected to continue to provide high quality services, using the most efficient technology.  Our communities ask us to provide targeted local services, extending existing services and providing new services in new locations.  

2.2. Fewer resources and increased demand often require changes in the way we operate.  Any change means risks and any risks can lead to the chance of failure.  This Project Management Framework will help project managers to control the changes, understand and mitigate the risks and significantly reduce the chance of failure.

2.3. Projects fail for all sorts of different reasons. Some common faults are: 

· lack of a good business case 

· poor or insufficient planning

· failure to communicate with the right people 

· lack of clearly defined deliverables or outputs 

· lack of testing of the outputs to check they are fit for purpose and meet the requirements 

· inaccurate estimating of the time and effort required 

· lack of visible senior management commitment

· lack of appropriate skills or insufficient resources

· lack of expediency, appropriateness, or suitability of the project to organisational strategy

2.4. Projects also succeed for many different reasons. The following will be found associated with any successful project: 

· clear project organisation structure with defined roles and responsibilities relevant to the project 

· good lines of communication between the project team, management and stakeholders 

· time spent planning and re-planning 

· well defined outputs that clearly meet the requirements, and 

· proactive risk management.
3. The Business Drivers

3.1. Projects are fundamentally about change, and change is inherently difficult to get right. The Project Management Framework provides a standard structure to successfully manage and deliver a project.

3.2. At Three Rivers District Council and in a time of slow economic growth it is increasingly important that we make the best use of our resources and provide value for money, we expect  we will:

· manage projects effectively

· deliver on the things we want to achieve

· deliver on our promises

· deliver the right projects

· make the best use of resources 

· provide the greatest benefits to our customer

4. What is a project?

4.1. A project is a management environment that is created for the purpose of delivering one or more business products or services according to a specified Business Case.
4.2. This definition highlights some important points:
· In order for a project to be created, a Business Case must exist. The Business Case may be developed in advance of the project, or it may be developed as part of project start-up.
· A project is created to deliver something – one or more business products or services. Planning the project will involve defining exactly what should be done in order to deliver the products or services.
· A project is a management environment that is created specifically for the project – it is not normal operational business.
· Projects are temporary things, each with a defined start, middle and end. Projects do not just happen, nor do they go on forever.

4.3. Tip: Avoid the tendency to make everything that goes on within an organisation into a project. Although this approach may develop a project-based culture it can lead to project overload. Day to day tasks involved in running operational services do not need to be managed as projects.  
4.4. Please note: There are some tasks associated with operational services that might be a project. The confusion is often caused by the financial definitions, i.e. revenue verses. capital. Revenue is often seen as operational and some revenue items are projects. Capital is often seen as always being a project.
If in doubt, ask the Performance & Projects Team
4.5. The following list provides examples of business activities that would be suitable candidates for projects
· planning an office move

· arranging a major event

· carrying out a feasibility study

· building a new leisure centre

· introducing a new method of providing a service

· delivering a new ICT service
· developing a new policy
4.6. Projects can vary immensely in their type, size and products which are created, however all projects will have the following characteristics

· Change – every project introduces change to the business.

· Temporary – the project has a life-span which ends when the final product is delivered and accepted or the project has nothing else to contribute.

· Cross-functional – projects use people with a variety of management and technical skills and often cross boundaries of business functions and even cross company boundaries.

· Unique – the change may introduce completely new ways of working or introduce the new technology to a new group of people. Either way there is a dimension to it which is unique.

· Uncertainty – with change comes uncertainty and that brings risk to the undertaking.

5. Project Life-cycle

5.1. The project life-cycle is the sequence of phases that a project will go through to reach its final objectives. These stages within the life-cycle are the framework within which all projects will operate irrespective of what their final deliverables are.  Understanding the phases and working within a structured project life-cycle gives the project manager a foundation in which to organise the project.  
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5.2. What are the key project life-cycle stages?

5.2.1
Project Start-up
Project Start-up is the phase where the project idea will first be discussed, perhaps in a team meeting.  Often the ‘natural’ progression is for the idea to be approved by a manager, who might then ask for a formal outline document (at Three Rivers District Council this is the Project Initiation Document), along with a proposal to take the idea to a formal approval meeting, such as Management Board or Section Heads meeting.

The PMF also follows this ‘natural’ progress.  Once management approval for the project idea has been gained, the project manager should complete the PID document, liaise with the Performance & Projects Team and then take the PID to a formal approval meeting before beginning any further work on the project.

5.2.2
Project Initiation
Project initiation is the first phase in the life-cycle where the project scope is defined. This stage also sees the Business Case completed and the initial Project Plans are developed.  Once these documents are approved, the project can begin and the project manager can commence completion of the project documentation, such as the Issue / Risk Log and Lessons Log (see PMF documentation).
During this stage, for most projects, a formal project board should be appointed.  This group will provide the regular directions to the project manager on how they wish the project to progress.  At the end of the initiation stage, the project will be given authorisation to proceed to the implementation stage.  Also at this point, any new amendments and updates to the Business Case and project documentation can be approved.

5.2.3
Project Implementation 

This could include one, two or several stages, depending on the size and complexity of the project

This is the phase where the project is under way. The team are working on their respective project tasks and the project manager is controlling and monitoring the progress.  This is the phase where the plan comes into effect. The project manager will be recording progress against the plan and further planning for any deviations.  It is through the implementation stage that the project’s outputs are produced and tested and prepared to move into operation.
5.2.4
Project Closure
This is the final stage in the project and is often the one that is skimped on or sometimes missed altogether.  In this final stage, it is the responsibility of the project manager to ensure that the project is closed down properly.  

The project manager should ensure that the client is happy with the deliverables and that the project is signed-off.  All outstanding risks and issues should be addressed or plans in place to address them after the project has closed.  The project closure phase is the opportunity to review the overall performance of the project and identify the things that went well and the things that didn’t go so well.

Use the End Project Report to complete these tasks (see PMF documentation).
Remember that this is a project lifecycle and, as such, is cyclical in its nature.  For example, plans will change, objectives will change, and budgets may be affected.  See section 7 for ‘Controlling a Project’.

6. Communications and stakeholders
6.1. Planning communications:
· All stakeholders have been identified and consulted for their communication requirements
· There is agreement from all stakeholders about the content, frequency and method of communication
· A common standard for communication has been considered
· The time, effort and resources required to carry out the identified communications have been allowed for in your planning
· The formality and frequency of communication is reasonable for the project’s importance and complexity
· For projects that are part of a programme, the lines of communication, and the reporting structure between the project and programme, have been made clear.
6.2. The role of communications is to ensure;

· There are no assumptions – assumptions are often vague and unclear

· The customer expectations are met – is the supplier producing the same thing the customer is expecting?

· Quality expectations are met – is the supplier’s product to the standard the customer is expecting?

· The Right hand knows what the Left hand is doing!  Do the various people involved in a project agree and are not duplicating effort?

· Projects are inclusive – have all stakeholders had a chance to contribute to the scope / design of the project, a final agreed scope been reached and approved?
For example, as projects move through their life-cycle; assumptions, misunderstanding and mis-communication may occur.  As such, the product the customer thought they were paying for may not be the product they receive!
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6.3. Stakeholder involvement.  Within any project there will be a number of stakeholders, some of whom will not be part of the Project Management Team but their views still need to be considered by the project's decision makers
6.4. What/who is a Stakeholder?

6.5. Any individual, group or organization that can affect, be affected by, or perceive itself to be affected by, an initiative (programme, project, activity, risk).

6.6. A Stakeholder may :

· Support or oppose the project

· Gain or lose as a result of the project

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

· Become active supporters or blockers of the project and its progress

6.7. The diagram below shows the best outcome of managing stakeholders and their expectations.  It goes without saying that you should try to avoid any situation where ‘supporters’ become ‘blockers’.
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7. Controlling a Project

7.1. Control the variables.  There are six variables involved in any project and therefore six aspects of Project Management to be controlled.  If you can control these variables, you will have a successful project.

· Costs - The project has to be affordable and, though we may start out with a particular budget in mind, there will be many factors which can lead to overspending and, perhaps, some opportunities to cut costs

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

· Quality - Finishing on time and within budget is not much consolation if the result of the project doesn’t work. The project’s products must be fit for purpose.

· Scope - Exactly what will the project deliver? Without knowing it, the various parties involved in a project can very often be talking at cross-purposes about this. The customer may assume that, for instance, a fitted kitchen and/or bathroom is included in the price of the house, whereas the supplier views these as extras.
· Risk - All projects entail risks but exactly how much risk are we prepared to accept? Should we build the house near the site of a disused mine, which may be prone to subsidence? If we decide to go ahead, is there something we can do about the risk?

· Benefits - Perhaps most often overlooked is the question, ‘Why are we doing this?’ The Project Manager has to have a clear understanding of the purpose of the project as an investment and make sure that what the project delivers is consistent with achieving the desired return.

7.2. Control the Scope and Beware of ‘Scope Creep’!  Scope Creep is a term which refers to the incremental expansion of the scope of a project, which may include and introduce more requirements that may not have been a part of the initial planning of the project, while nevertheless failing to adjust schedule and budget.

7.3. If the project requirements are not completely defined and described and if there are no effective controls in a project, Scope Creep may ensue.  Also known as ‘Kitchen Sink Syndrome’!

7.4. Scope Creep Management is important for effective Project Management. Projects are expected to meet strict deadlines with resource restraints, and any unapproved change in the scope can affect the success of the project. 

7.5. How to manage Scope Creep;  

· Ensure the project is clearly defined

· Plan the project very carefully

· Ensure you have approvals for the original scope of the project

· Ensure all changes to the project are logged and approved

· Ensure all approved changes to the project are fully resourced.

7.6. Control the risks.  Three Rivers District Council have a Risk Management Strategy and a Risk Management Guide for staff.  You should refer to these documents when addressing Risks in your project.  Please follow this link
7.7. Risks will need to be identified, assessed and where necessary you might need to begin early in your project planning, to treat the risks.  Much of the documentation requires the Project Manager to control the risks as the project progresses.  

7.8. Please see worksheet No 5 (page 23) for how to complete the Risk Log.  This should be completed for all of the risks associated with your project.
7.9. The diagram below shows the key steps to Risk Management.  For further details and guidance, please refer to the Three Rivers District Council Risk Management Strategy.
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8. Roles and Responsibilities

8.1. Of all the factors that determine whether a project succeeds or fails, Organisation and Staffing are undoubtedly amongst the most important.

8.2. Below is a typical Project Management Board structure.  

8.3. Most projects assume the project is taking place in a Customer – Supplier environment. The Customer (also known as the User) defines the requirement, pays for the project and uses the eventual products. The Supplier provides the required skills and know-how to create the end-products for the customer.
8.4. A typical Project Management Structure might look like this…
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Levels of Project Organisation
8.5. There are four basic levels of organisation.  At the highest level we have Corporate or Programme management which sits outside the Project Management Team and is responsible for commissioning the project.

· Ongoing, permanent senior management

· Identifies sponsor

· Defines project level tolerances

8.6. The next level is Directing - and relates to the activities of the Project Board.  This is where the major decisions about the future of the project are made. 

· Responsible to Corporate/Programme Management for success of project

· Directs project within tolerances

· Responsible for communications between the project and external stakeholders

· Sets tolerances for Project Manager

· Should include: Sponsor; Senior User; Senior Supplier 

Sponsor

· Ultimately responsible for project

· Ensures project is focused on: 

· achieving objectives 

· delivering a product that will achieve forecast benefits

· Responsible for the Business Case throughout the project

· There should only be one Sponsor!

Senior User (customer)

· Represents those who will use the products of the project or be impacted by the outcome

· Responsible for specifying requirements

· Monitors solution development to ensure products are fit-for-purpose

· Responsible for realising benefits, post-project

· There can be more than one Senior User!

Senior Supplier

· Represents interests of those designing, developing, procuring and implementing the project’s products

· Accountable for the quality of the products delivered by the supplier(s)

· Responsible for the technical integrity of the project

· May be a procurement manager if the project will be using external suppliers

· There can be more than one Senior Supplier

8.7. The Managing level includes the day-to-day activities of the Project Manager.  The Project Manager’s main responsibility is to produce the right products at the right time, on budget and to the required standard.
Project Manager

· Responsible for day-to-day running of project

· Ensures project produces outputs within specified tolerances 

· Plans the project

· Responsible for producing and maintaining project documentation as appropriate and ensuring the Project Management Framework is followed

· There should be only one Project Manager, and this should not also be the Sponsor!

8.8. Finally, the Delivering level is where the work is undertaken to build or develop the products of the project.

Team Manager

· Optional role depending on size, complexity and technical aspects of project

· Responsible for management of a team producing one or more products for the project

· Responsible for planning, monitoring and checking activities and outputs

· Responsible for identifying risks and ensuring effective controls in place

· Reports to the Project Manager

· Could have more than one Team Manager
8.9. Project Support

· Large and specialist projects can have their own project support team, who manage documentation and administration tasks

· Corporate Project Support at Three Rivers District Council can be found via the Performance & Projects Team, Chief Executive’s Dept.  See page 27 for details.
9. Planning the Project

9.1. Effective project management relies on effective planning because without a plan there is no control.  Planning provides all the people involved in the project with information on:
· What is required?
· How it will be achieved and by whom?
· When events will happen?
· Whether the targets for time, cost, quality, scope, risk and benefits are achievable?

9.2. There is much misunderstanding about exactly what constitutes a plan. Many people would look at a Gantt chart, for example, and consider it to be a complete project plan.  Good plans should state: what has to be produced, what has to be done to produce it, what has to be done to make sure it is produced correctly, when will it be produced, how progress will be monitored and what has to be done to control risks.

· Design the Plan (pre-requisite), is the first step, where we decide how we will undertake planning for this project
· Define and analyse the products, where product based planning is used (see 9.3 below) to determine the products we are going to build/create.
· Identify activities & dependencies, needed to make them and the order in which these will take place.
· Prepare estimates – the effort and time required to undertake the activities.
· Prepare the schedule, often in the form of a bar or Gantt chart.
· Analyse the risks.  Whilst we are doing all this we will have to analyze the risks and incorporate our actions into the plan.
· Document the plan, so the reader understands what the plan covers, the assumptions we have made and so forth.
9.3. Product-Based Planning.  One very useful method for planning your project is to use Product Based Planning.  The concept is to determine and fully understand all the products (or deliverables, as they are often referred to) which the project is to create. Having done that, it will be much easier to identify and plan the activities necessary to create them.

9.4. A product is defined as anything that is produced by (or on the way through) the project, which can be identified, described and measurable. In referring to products we don't just mean the physical and tangible entities that make up the final deliverable. Also included are all the items of paperwork, reports and control mechanisms that have to be produced during the course of a project's lifetime to ensure that the project is managed correctly.

9.5. Key benefits of Product-based planning include clearly and consistently identifying products. This reduces the risk of overlooking key aspects of the project. Product-based planning helps remove ambiguity and involves users in specifying the product requirements which in turn can improve communication.
9.6. Example Product Breakdown Structure.  Looking at the diagram below, you can see how a new building can be broken down by the main products required to complete the building, inside and out.  Tip: Do not use verbs when you name the products.
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9.7. Example Product Flow Diagram.  Additionally, if you then reposition your diagram to show the sequence within which the products will be produced, you can easily see the dependencies between the products.
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9.8. Finally these simple processes will help you determine the activities required to produce each product and the order in which the activities should be undertaken.

9.9. Tip: do your planning in this order: Products – Sequence – Activities

10. Closing a Project

10.1. If an undertaking is to be managed as a project, by definition, it must be finite and come to a clearly defined end.  Otherwise an operational management approach would probably be more appropriate.
10.2. The end of a project may arise when all the planned work has been completed and the products finished and signed-off.  Alternatively a project may be brought to a premature conclusion because of changes in requirements, lack of resources or unacceptable slippage in cost, time or quality.

10.3. In any event the purpose of the Closing a Project process is to execute a controlled and orderly close to the project, regardless of circumstances

10.4. The Project Manager normally performs the process and most of the work involves preparing input to the Project Board to obtain its confirmation that the project may close

10.5. Project Closure Activities
There are five activities associated with Closing a Project, these are: 

· Prepare planned closure – the Project Manager ensures that the expected results of the project have been achieved.
· Prepare premature closure – the Project Manager must ensure that, rather than abandoning the project, it is brought to an orderly close and that anything that can be salvaged has been and that whatever remains to be done is accurately recorded for corporate or Programme management.

· Hand-over products – the products are handed to the customer and operational environment and the Project Manager ensures that plans are in place to realize the benefits.

· Evaluate the project – the Project Manager should evaluate the project against the Project Initiation Documentation and create an End Project Report (see PMF).
· Recommend project closure – the Project Manager should recommend to the Project Board that the project is closed.
10.6. Lessons learned: follow up and on-going checks?  It is important to remember at this stage, that the project is not only stopping but rather it is closing and as such there are a number of ‘wrapping-up’ tasks which must be completed.  It is the duty of the project manager to complete the End Project Report.  Within the report are sections covering the Lessons learned, follow-up tasks and maintenance.

10.7. Projects do not exist in isolation and as such have the capability to contribute knowledge and insight to other projects.  Ensure the Lessons Learned log is completed at the end of the project.  Likewise, there will be follow-up tasks as the project covers the transition between the project in to operational management.  Ensure you have considered how the project products will become part of operational processes and any issues or impact this may cause?  Finally, what will happen to the products once they are part of operational management?  This may seem like a task outside of the scope of the project but careful consideration of this stage will help the project manager(s) to learn from the project, plan better projects in the future and provide smooth transition into the organisation.  Check with the operational side of your organisation that the products asked for and produced are working as anticipated at the outset of the project.

10.8. Benefits delivered?  At the beginning of the project you will have declared a number of benefits you anticipated achieving from the project.  At this stage you should review the extent to which you have realised these benefits.  Have you reached the performance you hoped for?  Can you identify the savings you would make?  If not immediately, when will you know you have achieved the benefits?  It is important to follow these up because this can often be your rationale for future projects.

11. The Project Management Framework (PMF)

11.1. The Three Rivers District Council method of managing projects is to ensure the correct amount of support for the project is provided.  This is evident in the PMF generally, in the documentation demanded for the differing sizes of projects and is also evident in the way the PMF is designed.

11.2. The PMF is designed to make the Project Management process as simple and straightforward as possible.  All of the documents are in one place.  There is an overview diagram, training and detailed guidance.  Alongside this, you can always refer to the Performance and Projects team for advice and support.

11.3. Go to the Project Management Framework spreadsheet
11.4. The PMF is a spreadsheet, designed as a one-stop-source for all your Project Management requirements.  This will help you to begin your project and get it off the ground. However, for very specialist projects you may decide to develop a bespoke approach.

11.5. The PMF will help you decide on the size of your project, the documents you will want to complete and provides specific instructions on how to complete each worksheet.

12. Worksheet No 1 – Project Management Scoring Matrix

12.1. Purpose: this worksheet is designed to help you decide the size and complexity of your project.  Knowing the size will help you decide on the resources you will need, the documents you will have to complete and will help you to begin to plan your project

12.2. How to use: Under each of the score criteria, decide if your project scores a 1, 2, 3, or 4. In the end column, add up your scores and use this to decide on the size of your project.  Once you have the size, you can use the PM process matrix to recommend the documents, controls, approvals etc you will need for your project.  This will form part of your Planning, Business Case and PID.

13. Worksheet No 2 - Project Management Document Matrix

13.1. Purpose: To help you plan your project, from the documentation you will need to complete to the qualifications of the Project Manager.  For some projects you will need to plan in a complex procurement process, for other projects you will not.  For some projects you need to gain a number of approvals from Senior Management to begin or to continue with your project.  This matrix will help you to plan in the decision points and milestones.

13.2. How to use: From the PM scoring matrix you will have a score which you can match to the corresponding column in the PM process matrix.  In this column you will have some advice on the processes and plans you will need to make to deliver your project.  For example, in a large project there are many more rules you will need to follow, such as the procurement regulations.  This will form part of your Planning, Business Case and PID.

13.3. Your project is unique and you will need to make decisions based on what is right for your project.  Please be aware of the many facets to project management and the many complexities to each element of the matrix.  There is no such thing as a set of rules which a project manager can follow but rather there is guidance which will steer you in the right direction.  To gain the most from the guidance and matrices, the project manager should keep an open mind.

14. Worksheet No 3 – PID Lite (Project Initiation Document)

14.1. Purpose: The Project Initiation Document (PID) consolidates information required regarding the fundamental aspects of the project and is the basis against which the project is evaluated and prioritised
· Why is this project important?
· What will the project do, what outcomes will be delivered, what are the success factors and risks?
· How much will it cost, what resources are required?
14.2. One key purpose of the PID is to save time during the start-up stage of a project and for managers to understand and approve a project idea without needing to go into huge detail.  Of course, much more detail will need to be documented when you complete the Business Case document.
14.3. How to use: The PID document has a short explanation on how to complete each section and the information required.
14.4. Many PIDs, especially those generated during the service planning process, will need to be prioritised, scored and approved by Members as they set the Council’s budgets.  Contact the Performance & Projects team to determine the timing and process for PID approval.

15. Worksheet No 4 – Simple Business Case
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15.1. Business Case:  The Business Case for a project forms part of its very foundation. It is the most important set of information for a project and drives the decision-making process. It is used continually to ensure that the project’s progress is aligned with the business objectives.
15.2. Purpose: The purpose of this document is to provide a simple structure for a business case to allow Project Managers and Projects Sponsors to determine the worth and value of a proposed project.

15.3. How to use: During the life of a project the Business Case could be reviewed on many occasions with the purpose to continually assess the cost verses the benefits of the project.  Project Managers should use the business case as the means to check the project against the agreed timescales, costs, quality, risks, etc.
15.4. Business Case Checklist:

	· The reasons for the project must be consistent with the corporate or programme strategy.
	

	· The Project Plan and Business Case must be aligned.
	

	· The benefits should be clearly identified and justified.
	

	· It should be clear how the benefits will be realised.
	

	· It should be clear what will define a successful outcome.
	

	· It should be clear what the preferred business option is, and why you have chosen this option.
	

	· Where external procurement is required, it should be clear what the preferred sourcing option is, and why you have chosen this option.
	

	· It should be clear how any necessary funding will be obtained.
	

	· The Business Case includes non-financial, as well as financial, criteria and benefits.
	

	· The Business Case includes operations and maintenance costs and risks, as well as project costs and risks.
	

	· The major risks faced by the project are explicitly stated, together with any proposed responses
	


16. Worksheet No 5 – Highlight / Exception Report

16.1. Purpose: This report has a dual-function as both a highlight report and an exception report.  Depending on your project and the reporting approvals you have agreed with senior management, you may decide how you wish to use this report.  

16.2. How to use: For some projects (usually small/medium) you might decide to only report to management if something unexpected happens during the project and this would usually warrant an Exception Report.  That is, any time you deviate from your plans, you will report this deviation to management.

16.3. However, if you have agreed that your reporting will be regular and to a specific management team, then you might wish to use this as a Highlight Report.  Regardless of the regularity by which you report, you will need to provide very similar information.

16.4. You MUST add a status to the report.  If your status is anything other than Green, then you must explain the reason and offer a solution, if possible.  If you feel a solution is not possible, you must escalate the issue upwards, for a decision.

17. Worksheet No 6 – Lesson Learnt Log

17.1. Purpose: To record any lessons learned during your project.  These can be invaluable to other projects and project managers in the future.  These will be combined into a corporate database to prevent similar issues/ problems/ mistakes occurring in new projects, and to record any good ideas and useful tips.  Most importantly this log will help prevent other projects “reinventing the wheel”!

17.2. How to use: The first time you report an issue simply complete a line of the log. There may be times when you wish to add an update to a previous log entry; when doing this please add a new date with the new update.
17.3. For example, you might be asked to change the plans for a project because you have not consulted with a specific stakeholder.  On learning your oversight, you should complete the Lessons Learnt Log.

18. Worksheet No 7 – Issue / Risk Log

18.1. Purpose: This report has a dual-function as both an Issue Log and a Risk Log.  Depending on your project and the reporting approvals you have agreed with senior management, you may decide how you wish to use this report.  

18.2. Three Rivers District Council have a Risk Management Strategy and a Risk Management Guide for staff.  You should refer to these documents when addressing risks in your project.  Please follow this link
18.3. How to use as an Issue Log.  During projects many issues will arise, some can be dealt with immediately and others will require some form of solution to be found.  You can choose if you wish to record all of the issues which arise but at the least you should record all issues which require resolution.  As you record the Issue, please add an ‘I’ to the reference number you create
18.4.  In particular, if the issues require an amendment to the scope, a change of plan, extended timescales, a change in the quality specification or additional budget, these MUST be recorded in the issue log.

18.5. When your project closes and you come to write your End Project Report, this is one of the sources you will turn to in order to justify your decision process and the choices you made.  You may be asked to show how the product you have supplied differs from the original specification.  Making full use of the issue log will assist you with this task.

18.6. How to use as a Risk Log.  All risks should be recorded and planned for.  That is, as you plan your project you will identify many risks, of which you will formulate further plans to tackle these risks.  As projects progress you may realise that your plans are not sufficient, that other risks arise or ‘forces’ external to the project interfere in your original plans.  All of these new risks should be recorded in the Risk Log.  As with the Issue Log this information will be invaluable when you come to complete your End Project Report.
18.7. As you record the Risk, please add an ‘R’ to the reference number you create.
19. Worksheet No 8 – End Project Report

19.1. Purpose: In projects many variables exist and cannot always be predicted.  The purpose of the End Project Report is to support the Project Manager to justify his/her decision making.  At the end of projects there are often variations to the original scope and plans of the project.  During the project, the customer may decide to change the specification or some of the risks may transpire.  

19.2. How to use: The End Project Report is your opportunity to explain the variations or to promote how well the project has been managed.  Using the reports you have completed (Risk log, Issues log, Exception reports etc) you should have the information to hand to complete this report.

20. Worksheet No 9 – Project Flow Diagram

20.1. Purpose: All organisations who undertake projects have their own particular way of Project Management.  The Project Flow Diagram is the one page summary of how the Three Rivers District Council Project Management Framework operates.

20.2. How to use:  Simply use the diagram as an overview of the PMF.  Please note the phases of the diagram (Start-up, Implementation etc) which correspond with the methodology in this guidance and the PMF.

20.3. The Process Flow Diagram also highlights the stages in the management of the project where you will need approval to continue the project.

[image: image10]
See end of this guidance document for a larger version of this diagram

21. Worksheet No 10 – PMF Guidance

21.1. Purpose: The Project Management Framework Guidance is the document which provides the details behind the PMF spreadsheet.  Where as the PMF spreadsheet provides the documentation and scalability to your project, the guidance will give you the detailed management support to help you with your project.

21.2. How to use: Use this guidance document as a reference for when you are not sure how to proceed with your project.  If at any point you are still unsure, please contact the Performance and Projects Team.

22. Worksheet No 11 – Project Management Training

22.1. Purpose: Three Rivers District Council’s technique for managing projects is to ensure the correct amount of support for the project is provided.  This is evident in the PMF generally, in the documentation demanded for the differing sizes of projects and will also be the case in the training and skills required for project management.  

22.2. Training for Project Managers, who do not have any PM skills will depend on the type and size of projects they will be managing.  Those managing small to medium sized projects will have a minimum standard of the Three Rivers District Council Project Management Training course, delivered in-house.  Those managing large and specialist projects should have been trained in PRINCE2 principles and ideally they should hold a PRINCE2 qualification.
22.3. How to use: THIS SECTION TO BE UPDATED once the training section of the PMF has been designed. 
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Further support.

At any time during your project you can contact the Performance & Projects team for advice and support:


Gordon Glenn – Performance & Projects Officer.  01923 727244, Ext 7244


Gordon.glenn@threerivers.gov.uk
24. Process Flow Diagram
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