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Introduction to PRINCE2

Thank you for downloading this book and for your interest in PRINCE2. The main objective of
this book is to provide a logical and easy-to-understand introduction to PRINCE2®. The idea for
this book came from the questions | received from people trying to learn PRINCE2 and after
reading the PRINCE2 manual.

The PRINCE2 manual for the Project Manager is an excellent reference manual, but can be
rather difficult to pick up and read if you are both new to project management and to PRINCE2.

So this book is meant to be an easy introduction to PRINCEZ2, as it is quickly becoming the most
read book on PRINCE2:20009.

The information in this book is also available in other formats, such as Computer-Based
Training (CBT) and Podcast so you can watch or listen.

Test your knowledge: You can also download a Q&A podcast, which asks questions based on
the information in this introduction book. It then gives a beep signal so you can pause and think
about the question and when ready, then click Play to compare your answers. This is a great
way to improve your knowledge, as further information can also be provided and this is also why
we call this podcast “Learn Thru Questions.”

You can also get FREE access to our PRINCE2 full Self Study (Foundation or Practitioner)
course when you book your PRINCE2 Foundation or Practitioner exam with us. See Link
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Distribution Copyright

This book has been provided to you free of charge on the condition that it is not copied,
modified, published, sold, rebranded, hired out, or otherwise distributed for commercial
purposes. Please feel free to give it as a present ©

About the Author

Frank Turley (The PRINCE2 Coach) has been a Project Manager for
more than 15 years and a PRINCE2 Practitioner.

You can contact Frank at:
E-mail: frank.turley@MgmtPlaza.com
LinkedIn www.linkedin.com/in/frankturley

Frank is also a PRINCE2 & PM trainer and coach and has created the
following training material for or PRINCE2:

1) Introduction to PRINCEZ2 Video Link
2) Introduction to PRINCE2 Podcast Link
3) The PRINCE2 Foundation Training Manual Link
4) The PRINCE2 Foundation Q&A Workbook Link
5) The PRINCEZ2 Practitioner Training Manual Link
6) The PRINCE2 Practitioner Audio Course Link
7) The PRINCE2 Product Map Diagram Link
8) The PRINCE2 Timeline Diagram Link

In-House PRINCE2 Training

Contact Frank if you are interested in an In-House PRINCE2 training in your organization

Buying your PRINCE2 Exam: Foundation or Practitioner

You can now buy your PRINCE2 exam from MgmtPlaza and then sit the exam at any of the
APMG open exam centres in the UK or the British Council offices around the world.

e Click on our Country Page for more informantion

Advantages of buying your exam with MgmtPlaza

e We provide a free Training Manual (Foundation or Practitioner)
e We provide a free Self Study course
e We assist you in book the exam

e We offer the same price as APMG + Free Self Study course

Click here to order your exam

Self Study Guides

These are two short Self Study guides that we have created
e The PRINCE2 Foundation Study Guide
e The PRINCE2 Practitioner Study Guide
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Free Study Course with the PRINCE2 Exam

You can now buy your PRINCE2 exam from Management Plaza and then sit the exam at any of
the APMG open exam centres in the UK or the British Council offices around the world

Advantages of buying your exam with Management Plaza
e We provide a free Training Manual (Foundation or Practitioner)
We provide a free Self Study course
We provide you with a free helpdesk
We provide very easy to use classroom training slides (easy to revise)
We offer the same price as APMG

Click here to order your exam

Ordering your PRINCE2 Exam & Country information

The process can be a bit different for each country, so click on this country page and choose
your country: Each page provides information on:

Location of exams
Pricing

How to order exams
Link to the shop page

Free PRINCE2 Self Study for your organization

Management Plaza offers both the PRINCE2 Foundation and Practitioner Self Study courses
(and other PRINCE2 material) to organizations that invest in project management knowledge.
For more information on this, contact frank.turley@mgmtplaza.com or +32 477 588 618.
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PRINCEZ2 Foundation Self Study Course

Foundation Self Study contents

1) The PRINCEZ2 Pre-Course / Introduction to PRINCE?2
e Introduction to PRINCEZ2: Video, Book, Audio and Q&A
e This is by far the best possible introduction to PRINCE2
2) The PRINCE2 Foundation Training Manual
e Thisis the #1 PRINCE2 Foundation Training Manual
e Only APMG approve manual that is focused on the Foundation Syllabus
3) The PRINCE2 Q&A Workbook
e This workbook will guarantee that you pass the Foundation Exam
e This provides sample questions on each chapter in the Foundation Training Manual
4) The PRINCEZ2 Foundation Video Course
e A complete PRINCE2 Foundation training Video available
e Watch online or download to your SmartPhone or tablet
5) Practice online Foundation questions
¢ Do the online practice questions (there are more than 120)
e Practice by Theme, Process, Random and learn from answers
6) Extra 320 Sample Foundation Questions (Audio / Paper)
e Use our Learn PRINCE2 Thru Questions course
e Available in paper (PDF) or Audio formats (learn while driving)
7) Support Desk
e Support via email, we will get back to you within 24 hours
8) Assistance with booking PRINCE2 Exam

¢ We will help you find your local exam center and order the exam voucher
e See our country page for more information. Link

What is unique about our PRINCE2 Foundation Self Study course?
The focus is on learning PRINCE?2 rather than just passing the exam

Use examples to help explain new topics (much easier to understand)

Provide best Introduction course to PRINCE2

Only course that provides an Introduction in Video, Audio & PDF formats

Only course to include a Foundation Training Manual

Only course to include a Q&A Workbook

Only course that provides an audio course with > 320 questions & answers

Video course can be downloaded to Smartphone, tablet or PC

Training material can be used after the exam to support the PM'’s day to day work

Get this PRINCE2 Self Study Course free for your company

Partner with Management Plaza and share this PRINCE2 Self Study course with all project
members in your organization. This will help your organization to increase its awareness of
project management, help support PMO'’s, Project Support teams and Project Managers.
Please contact us for more information if your organization is serious about improving project
management skills and a person has been assigned to oversee this.

Send an email to Frank: frank.turley@gmail.com or GSM: +32 477 588 618

Management Plaza The Foundation Training Manual
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PRINCEZ2 Practitioner Self Study Course

Practitioner Self Study contents

1) The PRINCE2 Pre-Course / Introduction to PRINCE2
e Introduction to PRINCE2: Video, Book, Audio and Q&A
e This is by far the best possible introduction to PRINCE2
2) The PRINCE?2 Foundation Training Manual
e Thisis the #1 PRINCE2 Foundation Training Manual
e Only APMG approve manual that is focused on the Foundation Syllabus
3) The PRINCE2 Q&A Workbook
e This workbook will guarantee that you pass the Foundation Exam
e This provides sample questions on each chapter in the Foundation Training Manual
4) The PRINCEZ2 Foundation Video Course
¢ A complete PRINCE2 Foundation training Video available
e Watch online or download to your SmartPhone or tablet
5) Practice online Foundation questions
e Do the online practice questions (there are more than 120)
e Practice by Theme, Process, Random and learn from answers
6) Extra 320 Sample Foundation Questions (Audio / Paper)
e Use our Learn PRINCE2 Thru Questions course
e Available in paper (PDF) or Audio formats (learn while driving)
7) Support Desk
e Support via email, we will get back to you within 24 hours
8) Assistance with booking PRINCE2 Exam

¢ We will help you find your local exam center and order the exam voucher
e See our country page for more information. Link

What is unique about our PRINCE2 Practitioner Self Study course?

The focus is on learning PRINCE?2 rather than just passing the exam

Use examples to help explain new topics (much easier to understand)

Only course to provide a Video Course to revise the PRINCE2 Foundation course.
Only course to provide a Practitioner Training Manual

Only course to provide a Practitioner Audio Course

60% extra sample question than on a normal PRINCE2 classroom training

Only course to provide a sample project documents

Approx. 300% extra sample project documents in this course

Only course that provides an audio Q&A course ( > 500 questions

Only course that allows to be downloaded to smartphone, tablet or PC

Training material can be used after the exam to support the PM’s day to day work

Get this PRINCEZ2 Self Study Course free for your company

Partner with Management Plaza and share this PRINCE2 Self Study course with all project
members in your organization. This will help your organization to increase its awareness of
project management, help support PMO'’s, Project Support teams and Project Managers.
Please contact us for more information if your organization is serious about improving project
management skills and a person has been assigned to oversee this.

Send an email to Frank: frank.turley@gmail.com or GSM: +32 477 588 618

Management Plaza

The Foundation Training Manual



http://www.management-plaza.com/�
http://www.management-plaza.com/�
http://www.mgmtplaza.com/index.php?option=com_content&view=article&id=76&amigosid=5�
http://www.mgmtplaza.com/index.php?option=com_content&view=article&id=97&amigosid=5�
http://www.mgmtplaza.com/index.php?option=com_content&view=article&id=98&amigosid=5�
http://www.mgmtplaza.com/index.php?option=com_content&view=article&id=106&amigosid=5�
http://www.mgmtplaza.com/index.php?option=com_content&view=article&id=139&amigosid=5�
http://www.mgmtplaza.com/index.php?option=com_content&view=article&id=140&amigosid=5�
http://www.mgmtplaza.com/index.php?option=com_content&view=article&id=100&amigosid=5�
mailto:frank.turley@gmail.com�

Table of Contents

INtroduCtion t0 PRINCEZ ...ttt ettt e et e s e e s nnnnee s ii
ACKNOWIEAGEIMENES ...ttt sttt e st e e e sttt e e s bt e e e sabaeeeessbeeeesatbbaeeesbaeeeesnbeeaeans ii
1Y 1 o101 i 0T @] 0 )Y/ [ | | S iii
Y o To 10 18 1 1= AN Ui o Vo PSSP iii
Buying your PRINCE2 Exam: Foundation or Practitioner............coccvviiiiiieniiiiiee e iii
SEIf STUAY GUILES. ...ttt e et e e e s a e st et e be e e e s be e e snbe e e nbeeennneens iii
1 AnIntroduction t0 PRINCEZ.........ooiiiiiiieiie ettt 1
1.1 Course Objectives — Classroom Preparation COUISE .........cceeeiiuieeeiiiiieeeinnieeeesiieeeenane 1
1.2 COUISE CONENES ..oeiiiiiiiiiitieie et e e e e r e e s e e a e e e eeee e s 1
OGN @ o T- 114 L1 [0 ] [PPSR 1
1.3.1 Project Organization INtrodUCHION ..........coiiiiiiiiieee e 1
1.3.2 What iS & ProgrammeE?........coo ittt 2

1.4 Organization ROIES .........ooiiiiiei ittt e s e e e anreeeeeaaes 2
14.1 The EXECULIVE ROIE ... e 2
142 The SenIior USEr ROIE.........coiiii et 3
143 The Senior SUPPHEr ROIE ..........eiii e 3
1.4.4 The Project Manager ROIE .........coooiiiiiiii e 3
1.4.5 The Team Manager ROIE ...........iviiiiiii e 3

2 The PRINCE2 Process Model DIagram ..........cccuuuiiiieeiiiiiiieeieeeeeesssssieeeeeaeessnnnsneeeneseeesnnnnes 4
2.1 Process Model Diagram INtrodUCHION ..........cooiiiiiiiiiiiieei e 4
2.2 Process Model USING COlOr.........uuiiiiiiiieiiiiie et 4
2.3 FOUr ManagemeEnt LEVEIS........oiuiiii ittt e e e 5
2.4 Process MOl — PrOCESSES........cciiiuiiiiieiiie ettt 5
2.5 EXEICISE DIBUIAIM ...ttt ettt e s b e e e e 6

3 The PRINCEZ ProCess MOUEI .........oooiiiiiiiiiiiie ettt 7
3.1 Pre-Project / ProjeCt MAnUate .........c.ueviiiiiiieiiiiie sttt 7
3.2 Project Mandate CONLENES.........cuuiiiiie e s e e e e e e e e e s e e e e e e s e ennnnees 7
3.3 SU: Starting UP @ PrOJECT......eiiiiiiiei ittt 8
3.3.1 Starting Up a Project: Two main deliverables ... 8
3.3.2 Starting Up @ Project ACHVILIES ........euii ittt 8

3.4 5] O o o[ 721 o] o e = X o PR 9
3.5 SU: ASSEMDIE Project Brief .......ocueei i 10
3.6 SU: Plan the INitiation STage .........coviiiiiiiiiiiiee e 11
3.6.1 Plan the Initiation Stage TasKS........ociiiiiiiiii e 11
3.6.2 Request to Initiate @ PrOJECL .......c.uuviiiie e 12
3.6.3 DP: AUthOKZE INITIALION ....eeiiii e e 12

3.7 IP: INIGALION STAGE ...t e s e e nnr e e e e eaes 13
3.7.1 Initiating a Project Process introdUCHION ..........ccuvveiiiire e 13
3.7.2 Initiating a Project Process — 8 ACHIVILIES ........cvveeiiiiciiiiiiee e 14

3.8 IP: Project Initiation Documentation (PID)........ccuueiiiiiieiiiiieee e 15
3.8.1 Project Initiation DOCUMENTALION. .........eeiiiiiieeiiiiee et 15

Management Plaza The Foundation Training Manual



http://www.management-plaza.com/�
http://www.management-plaza.com/�

3.8.2 Project Initiation Documentation CONLENTS ..........ceeiiiiieeiiiiee e 15

3.9  SB: Managing a Stage Boundary after the Initiation Stage............cccceevvcveiiiienieennnn. 16
3.10 DP: AUthOriZe the PrOJECE .....uviiiiie e 17

3. 11 CS: CoNtrolliNg @ StAGE......coeiiueieieiiiiii ettt 18
3.12 CS: Controlling a Stage / Managing Product Delivery ...........ccccccoiiveiiiine e, 19
3.12.1  Assign Work to Teams using Work Packages .........ccccvveviviiiiiiiiniessiee e 19
3.12.2 Managing Product Delivery ObJeCtiVeS .........ccuvieeieeiiiieeeeeeee e 19

3.13 MP: Managing Product Delivery: OQUIPULS ..........ccoriiiieiiiiee et 19
3.14 CS: Controlling a Stage — Give ad hoc direCtion.............ccoveiiiieeeiiiiiie e 20
3.15 CS: Project Manager Day to day aCtiVitieS.........ccoviiieeiiiiie e 21
3.16 SB: Managing a Stage BoUNAary ..........cccveveiiiiiiiiieee e 22
3.16.1 Managing a Stage Boundary and ODJECtIVES...........cccuvviiiiieieiniiiiee e 22
3.16.2 Managing a Stage Boundary OUIPULS ........cueeieiriiiieeiiiiieesiiieeessiiieeesineeessineee s 23

3.17 DP: Authorize a Stage or EXCeption Plan ...........ccccveeiiiiiiieeceee e 24
3.17.1  Authorize a Stage or EXCEePION Plan.........occveeiiiiiiiiniiiie et 24
3.17.2  Exception Plans - Authorize a Stage or Exception Plan Activity................ccee.. 24
3.17.3  Last Controlling @ Stage PrOCESS .......cuuiieiiiiiie ittt sneeee s 25

3.18 CP: Closing a Project: Introduction and Objectives ..........cccccceveeeiivciiiivieeee e, 25
3.18.1 Closing a Project and Premature ClOSE .........ccooiiiiiiiiiiieiiiiiiee i 25
3.18.2  Closing @ ProjeCt ODJECHIVES .........uvieiiiiiiieiiiete ettt 25

3.19 CP: CloSIiNg @ ProjeCt OULPULS ...oceiviieeeiiiie e eiiee ettt stee et e e st e e e snbae e e s 26
3.19.1 CloSing @ ProjeCt OULPULS. .....cuieeeiiiieiiiieee e e eeetiteee e e e e s s sstnteer e e e e s s snnnnnneeeeeeeeeannnnnes 26
3.19.2 Last actions for Project Manager in Closing a Project ..........ccccovvvvieviiieeiniineenn, 27

3.20 DP: AUthOIiZE PrOJECE CIOSUIE.....cciiiiiieiiiite ettt 27
3.20.1  Project Board activities in “Authorize project CloSure”.........ccccccvvvvvveviiiee e, 27
3.20.2 “Authorize project closure” activity OULPULS .........ceeeeeiiiiiiriieeee e ccriiiieeee e 27

4 SUMIMATY ittt e e e e e e e sttt e e e e e et e b e e e et e e e s e s sb e e e e e e e e s e s nrrnneeeeeesannnnnnes 29
4.1 COUSE SUMMANY ..eeiiiiiiititiiiie ettt e s e e e e s s e e e e s s s s n e e e eaeeeeas 29
4.2  The PRINCE2 ProduCt MAp ........coeiiiiieeiiiiie ettt sitee et ee e s sniae e e nnree e e 30

5 Learn Thru QUESHIONS .........ic ittt e st e e e e e e e e e e e s s st e e e e e e e e snsrnneeaneeeeean 31
51 Lo To [UT1 1o o I PSPPSR 31
5.2 About Learn Thru QUESHIONS ........ueiiiiiiiiiiiiiie ettt ettt e e e e e nbee e e e e e e e s aanees 31
5.3  The Process Model Learn Thru QUESLIONS ........cccuvieieeiiiiiiiiiieee e 32

Y o] 0 1= o )G SR 42
APPENAIX B ...ttt et e bbb 43
SIMPIE GIOSSAIY ...ttt et e et e e s b e e e b e e e 43

Management Plaza The Foundation Training Manual



http://www.management-plaza.com/�
http://www.management-plaza.com/�

An Introduction to PRINCE2®

1 An Introduction to PRINCE?2

1.1 Course Objectives — Classroom Preparation Course
The main objective of this course is to provide an overview of the PRINCE2 Process Model.

The PRINCE2 manual is excellent and describes each element of PRINCE2 in great detail. It is
easy to read and it is also a very good reference manual. Also, the PDF version is easier to search
for desired subjects.

The majority of people who start to study PRINCE?2 by first reading the PRINCE2 manual have the
following feedback. They would like to understand:

The normal path of a project

e How a project begins and the steps until the project closes

¢ How all the processes fit together and how the outputs from one process are the inputs to
another

This course therefore provides a high-level overview of PRINCE2 using the Process Model. It is
possibly the best introduction to PRINCEZ2, as you will be able to follow the path of a typical project
and revise your knowledge of PRINCE2, for example, by drawing the Process Model diagram and
explaining it in your own words.

I have included some exercise sheets (see our website) so you can practice drawing the PRINCE2
Process Model and filling in the missing information. Once you are able to draw the complete
model, then you will have an excellent grounding in PRINCE2 and will find it much easier to take
the Foundation or Practitioner courses.

Check that you are reading the latest version of the book: Click here to check

1.2 Course Contents

This book is also available in a podcast format, which takes about 60 minutes to download. This
book covers the following points:

the trigger to start a project

the steps when starting a project and who does what

which documents are required

when certain documents are created and by whom

an overview of the major roles in the project

how the project moves from startup, to initiation, to stages until the project is closed
the typical inputs and outputs for each process

how the project board controls the project

1.3 Organization

1.3.1 Project Organization Introduction

Before we start the Process Model Introduction, it is necessary to take a brief look at the Project
Organization. as these terms are used during the rest of this course.

This is a very simple overview and the diagram shows the four levels of a Project Management
Structure (also called “Project Organization”).

The Project Management Team has just three levels. The top level is the Project Board level and
the lower level is the Team Manager level. The project team is a temporary structure; it is created
for the project and is disbanded once the project is completed.

Management Plaza Foundation Training Manual
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An Introduction to PRINCE2®

Corp / Programme Management

Project Board )

Senior . Senior
Executive .
User Supplier

Project Manaqger

v
Four Levels of Management

] I
Project Management Team

\—

Team Manager )

Fig 1.1 Project Management Structure / Project Organization

At the top of the Project Management Structure, you have the Corporate or Programme
Management Level. This level is outside the project, so they do not participate in the project and
therefore they are not a part of the project team. More and more companies how have PMO's,
which stands for Programme Management Office, and can also have other names like Programme
Office and Project Office.

The Project Board is responsible for the success of the project and has the necessary authority to
take decisions and approve all major plans for the project. They approve the completion of each
stage and authorize the start of the next. We refer to this as Directing a Project.

1.3.2 What is a Programme?

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

That is what you call a long definition, so a simpler way to think of this is:

“a programme is a group of related projects in an organization”

If there is no programme in place, Corporate Management will be the top layer. This is the term that
PRINCE?2 uses to refer to a higher level of management in a company.

1.4 Organization Roles

The Project Board has three Roles, which are: The Executive, The Senior User and The Senior
Supplier.

1.4.1 The Executive Role

The Executive is the main person responsible for the project, and is supported by the Senior User
and Senior Supplier. The Executive represents the business interests of the project and owns the
business case. The role of the Executive gives a single point of accountability for the project.

Usually the Executive is responsible for designing and appointing the project management team,
including the rest of the Project Board and Project Manager.

Management Plaza Foundation Training Manual
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An Introduction to PRINCE2®

Project Board

Senior . Senior
Executive :
User Supplier

Project Manager

] Y
Project Management Team

Team Manager )

Fig 1.2 The Project Management Team

1.4.2 The Senior User Role

The Senior User represents the user interests and is responsible for the specification. They specify
the needs of the users and check that the final products meet the required specification. Their main
concern throughout the project is “Will it work?”

The Senior User also specifies the expected benefits at the start of the project and reports to the
project board on the benefits that are being realized during the project.

1.4.3 The Senior Supplier Role

The Senior Supplier represents the interests of those designing, developing, facilitating and
implementing the project’'s products. Their main concern throughout the project is “Can it be
done?” and whether it can be done within the agreed time, cost and quality requirements.

1.4.4 The Project Manager Role

The Project Manager is appointed by the Executive with approval from Corporate or Project
Management. The Project Manager runs the project on behalf of the Project Board on a day-to-day
basis and has the responsibility to produce the required products to the required quality within the
specified time and cost.

There are many different facets to the role of project management, such as Communication — in
fact, it is estimated that more than 70% of a project manager’s time is spent on Communication, but

also on Cost Management, Quality, Product Status, Changes, User Needs, Monitoring and
Planning.

1.4.5 The Team Manager Role

The Team Manager has the responsibility to produce the products that were assigned in work
packages by the Project Manager, and to provide regular status reports on their progress. This
allows the Project Manager to monitor their work. The Team Managers create their own team plans
to manage the development of the assigned products.

For small projects, the Team Manager may not be required, so the team members will report
directly to the Project Manager
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2 The PRINCE2 Process Model Diagram

2.1 Process Model Diagram Introduction

There is a lot of information in the Process Model diagram, so | don’t want to show it yet but first
allow you to see it build up in front of you. This course will explain the different parts of the process
model and guide you through it step by step, starting with the “Project Mandate” document and
ending with the “Closing a Project” process.

| suggest that you print out the full PRINCE2 Process Model diagram in color (A4 landscape) and
refer to it while reading this book. You can download the PRINCE2 Process Model diagram from
our website (link).

Q:_ . By Frank Turley
5 pro]:ctt Corporate or Programme Management Management-Plaza.com
mandate :
) H
S : Directing a Project (DP)
=]
O : . :
o Authorize Authorize Authorize a Stage Give ad hoc Auth. project
a = initiation the project or Exception Plan direction closure
() H
= H
— H
)
@
<)
a
= ®©
g g
o| s
< |
[ Prd
I (7]
2 -
Initiating a Closing a
! Pre-Project ; Project (IP) project (CP)
: New WP
- Once;iuring project ork Package
S -- Once per stage Accepta WP e P
E I -- Many times during stage P MP Outputs
> mmmmmm - Once per Work Package
© _ Notification/Authorization aina Prod Delive »,
[a] _-- Management Product Giid

Fig 2.1 The PRINCE2 Process Model — 7 processes

2.2 Process Model Using Color

Due to the way the Process Model is normally shown, it is difficult to see that some processes are
executed more than once. This just makes learning PRINCE2 more difficult as you try to identify
the relationship between the processes.

| have therefore used colors to make this easier to understand:

Blue items
e All blue items are executed once in a project.

e e.g.: Starting up the Project, Initiating a Project, creating the Project Initiation Documents,
creating a Project Plan and Closing the Project.

Green items

e All green items are executed once for each stage.

e You can see from the diagram that Controlling a Stage and Managing Stage Boundaries
work together. So if a project has four stages after start-up, then the items in green are
executed four times.

e There is just one exception that happens at the end of the final stage after all products
have been delivered. The Closing a Project process follows the Controlling a Stage
process, so Managing a Stage Boundary is not done at the very end of the final stage of a
project.

Management Plaza Foundation Training Manual



http://www.management-plaza.com/�
http://www.management-plaza.com/�
http://www.mgmtplaza.com/elearn/files/P2IB-Diagram-Slide.pdf�

An Introduction to PRINCE2®

Orange items:
e Orange items can be executed multiple times in a stage.
e e.g.. A highlight report can be sent each week during a stage by the Project Manager to
the Project Board. And the Project Board can give Guidance and Instructions to the
Project Manager at any time.

Dark Red items
e Dark Red items can be implemented multiple-times during a stage, as the Project
Manager can give work packages to a number of Team Managers.
e A Team Plan can be created for each Work Package.

Don’t worry if you don’t understand all these terms now, they will be explained in detail later.

2.3 Four Management Levels
The Process Model shows four Management Levels.

Level 1: Corporate or Programme Management
The top level is the Corporate or “Programme Management” Level. You can see from the diagram
that the only thing created in this level is the project mandate.

Level 2: Direction

The Direction or “Directing” Level is where the Project Board works. They interface often with the
Management Level and provide the above level with a number of notifications. There are three
notifications shown in the process model diagram.

Level 3: Management

The next level is “Management” and it is where the Project Manager works. It contains most of the
activities and processes, such as Initiating a Project and Controlling a Stage. So you can see from
this diagram that most of the management activities for a project are done by the Project Manager.

Level 4: Delivery

The bottom level, “Delivery,” is where the project’'s products are created. Remember. all the
products created above the Delivery level are created just to manage the project. e.g.: Project
Plan, Project Brief. These are also known as management products.

All the products created in the Delivery level by the teams are the products users want from the
project. These products are the reason why the project was started. These are known as
specialist products.

2.4 Process Model — Processes
This is a simpler view of the Process Model diagram from the point of view of the 7 processes

Pre-proiect Initiation Subsequent inal delivery
proj stage delivery stages (s) stage

Directing Directing a Project

SuU

“ Controlling a Stage Controlling a Stage

o Managing Managing
Delivering Product Delivery Product Delivery

Based on OGC PRINCE2® material. Reproduced under license from OGC

Fig 2.2 PRINCE2 Processes

Managing

Directing a Project (DP)
e This process is for Senior Management and this course will show how the senior
management controls the project.
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Start Up a Project (SU)
e This is a very short pre-project process that gathers the necessary data to start the
project.

Initiating a Project (IP)
e This process examines the justification of the project and creates the Project Initiation
documents, which include the Project Plan.

Controlling a Stage (CS)
e This process describes the Project Manager’s day-to-day monitoring and control activities.
This is where the Project Manager spends most of their time during a project.

Managing a Stage Boundary (SB)
e This process provides a controlled way to complete a stage and plan the next one.

Managing Product Delivery (MP)
e This process delivers the products. It is where the products (Specific Products) that the
users will use get produced by the team members.

Closing a Project (CP)
e This process confirms delivery of the products and the Project Manager prepares the
project for closure.

2.5 Exercise Diagram

This book provides information on a number of exercise sheets (see Appendix A for more
information) that you can use to test your knowledge during and at the end of the course. You can
download these exercise sheets separately from our website (link). Our objective with these
exercises is to get you to draw the Process Model diagram.

e Corporate or Programme Management Manag en?;';rgrl‘:z;“gf%
) i ;
O :
_E Directing a Project (DP)

i3]

(]
=

[a)

=

e

(]

1=

[}

(o))

©

c

< :

= :

I Pre-Project E
: New WP
s -- Onceduring project
s -- Once per stage Accepta WP

g - Many times during stage P MP Outputs
> s -- Once per Work Package

© _-- Notification/Authorization

o _-- Management Product

Fig 2.3 Exercise Sheet
If you can draw 66% of this diagram and are able to fill in both the natifications and products, then
you will be able to answer many of questions in both the Foundation and Practitioner Exam.

This is also a good exercise to do before an exam, to refresh your knowledge of PRINCEZ2, at an
interview, to introduce how PRINCEZ2 works to another person, .....
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3 The PRINCE2 Process Model
3.1 Pre-Project / Project Mandate

We will start by looking at what happens before the project begins.

A project mandate comes from a senior person in the organization. It may be referred to as a
Project Request or a Project Proposal, but the PRINCE2 name is Project Mandate.

As you can see from the diagram, the project mandate provides the input to the process “Starting
up a Project” and is created before the project starts. In fact, the project mandate provides the
trigger to start the project.

Sometimes a project mandate can be just a command, an email or a memo, but it should
eventually become a structured document and contain the necessary information to help start the
Project.

If the project is part of a programme, then the majority of the preparation work that would be
normally done in the Starting up a Project process will most likely be supplied by the programme.
So the Starting up a Project process would be even shorter in a programme environment.

g— project Managen?gr!:tr-i’rl]akz?crtl)erz
O mandate
c
S
3
o
al s
@
g
ko) . .
g * Aproject mandate is created
= = * Project mandate is created outside the project
>
§ E e Can be a 1 page memo to a 10 page document
g g * Project mandate is the name given to any information ...
= : » Project mandate is the trigger for the project
I Pre-Project E:
>
3]
=
©
[a)

Fig 3.1 Project mandate

3.2 Project Mandate Contents

The project mandate can have a number of formats; it can be just a command, a one-page memo
or a ten-page document. The PRINCE2 manual states that the project mandate should identify the
Executive and Project Manager. The project mandate may not necessarily be a document.

Other information that may be included in a project mandate is:

The Main Objective of the Project

The Business Case, which describes the reasons for the project

Project Scope in high-level terms

Customers’ quality expectations

Information about the customer, e.g.: best practice for documenting requirements
Information on related projects that may provide important feedback
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The Starting up a Project (SU) process is ready to begin once the project mandate document is
ready.

ICorp..

Direction
Project Board

Project
mandate

1
Corporate or Programme Management www.MgmiPlaza.com

Contents of project mandate
— l|dentify Executive and Project Manager

Management
Project Manager

Starting up a Project (SU)

Pre-Project

i

Other info can be

— Customerinformation & stakeholders
— Related projects

— Projectobjectives

— Business Case,

— Scope & constraints

— Quality Expectations, etc...

Delivery
Team Manager

—

—

—

——
-- Notification
_-- Authorization

Ve igieel]-- Management Product

Based on OGC PRINCE2® material. Reproduced under license from OGC

--Once d-uring project
--Once per stage

-- Many times during stage
--Once per Work Package

P

—reproect 1

re-Project

Fig 3.2 Project mandate contents

3.3 SU: Starting Up a Project

3.3.1 Starting Up a Project: Two main deliverables
The Starting up a Project process has two main deliverables:

1.

2.

The Starting up a Project process can be short. Its goal is to provide a structure to get the project
off to a good start; it is made up of six activities:

1.

ok wbd

The Project Brief, which includes an outline of the Business Case, the Project Product
Description, ...

The Initiation Stage Plan

Appoint the Executive and Project Manager

Capture Previous Lessons e.g.: from other projects
Appoint a Project Management Team

Create an Outline of the Business Case

Select the Project Approach and assemble Project Brief
Create a plan for the Initiation Stage

3.3.2 Starting Up a Project Activities
1% Activity: Appoint the Executive and Project Manager

This is done by the Corporate or Programme Management. It makes sure that the best possible
persons are selected and all sides have agreed on related responsibilities and job descriptions.
The Executive and Project Management will take immediate ownership of the project.
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2" Activity: Capture Previous Lessons

The project must learn from previous projects, other people and other sources. This is a very
important point in PRINCE2 and its even one of the seven principles. The Project Manager will add
useful lessons / advice to the Lessons Log for use in this project.

3" Activity: Appoint a Project Management Team

The Project Manager will create the Roles and Responsibility descriptions, including the estimated
effort required for each role. The Executive will appoint the persons.

4™ Activity: Outline the Business Case

The Executive creates an Outline of the Business Case. The Business Case is a very high-level
document and will be expanded later into a full Business Case.

For now, it addresses value for the business, company objectives, and funding & risk information.

Also in this activity, the Project Manager creates the Project Product Description to describe the
main output of the project.

5" Activity: Select the Project Approach and assemble Project Brief

The Project Manager examines how best to approach the project, using all available knowledge,
and also assembles the Project Brief document. There will be more about this later.

6" Activity: Planning an Initiation Stage

The Project Manager creates a plan for the Initiation Stage, which will be the first stage of the
project. This plan will be detailed enough to be used as a day-to-day plan by the Project Manager.
It will include information such as objectives, deliverables, cost and time.

; : By Frank Turl
g- Managemgntr;?azaecroenx
O mandate :

s Startup Activities
'§ — Appointthe Executive and the Project Manager
5 5 — Capture Previous Lessons

2% — Design & appointthe Project Management Team

g — Preparethe outline Business Case

QS_’ — ProductDescription
‘qc'; g — Select projectapproach & assemble Project Brief
g ; — Plantheinitiation stage
2|

©
s | b
=

Starting Up a Project: 2 Main Deliverables
IW - Pr.o.jef:tBrlef
H — Initiation Stage Plan

>
(]
=
©
a

Fig.3.3 Starting up a Project Activities

3.4 SU: Project Approach

The objective of the Project Approach is to gather the necessary data that will allow the Project
Manager to determine such things as the timescale, the cost of the project, how the project can be
controlled and how to manage quality.
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This will be done by the Project Manager with a lot of assistance from other people, such as
experts (also known as “Subject Matter Experts”) who may or may not have been assigned to the
project, but have the necessary knowledge.

Project Approach Actions

e The Project Approach will examine how to go about the project by looking at existing
information by asking the following questions:
0 Are there similar projects to learn from?

What other knowledge and skills are required for the project?

What standards are to be used?

What are the constraints?

What training is required?

Should parts of the project be developed in house or outsourced?

Should we build from scratch or update an existing product?

How will maintenance be done in the future?

O O O 0O 0O o0 O©°

e The Project Manager decides on the best approach for the project by looking at all
available knowledge.
e The output of the Project Approach will become part of the Project Brief.

g Management iaza.com
O mandate :
- : Project Approach introduction
-% - Objective: Gathernecessary data will allow the PM to
Qo determine Timescale, costs, control,...
a) ’g - Responsible: PM

o - Assistance: Specialists, Users, etc..

(8]

% Ik Project Manager asks the following:
- % § i — Similarprojects?, where else to get knowledge?
@ = st E —  Skills required?, Specialists to involve?
E,) Sy E — Standards?, Constraints?, Outsource?
© B -%g — Upgrade?, Devfrom scratch?, Buy?, etc...
s | B2 2Bl
= HE Output:

— Projectapproach (willbe part of Project Brief)
I Pre-Project E:

>
3]
=
©
o

Fig 3.4 Project Approach

3.5 SU: Assemble Project Brief

The Project Brief document is used to provide the necessary information to the Project Board. It is
used to decide if the project will proceed to the next stage, which is the Initiation Stage. The Project
Manager assembles the Project Brief using the information already gathered during the Starting up
a Project process.
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g enager e
O mandate
S Project Brief Contents
s - Project Definition
2 o - ProjectProduct Description
e 3 - Quality Expectations

g _E - Projectapproach

© e - Outline Business Case
- % é ) - Project Management Team
g | 5 1k - Role Descriptions 7
5| BEPTEEL
ol [ = <5 H
g S oSk Assemble the Project Brief
= = - Assembled by the Project Manager

- Used by ProjectBoard to decide to Initiate the Project
FW’E - Projectmandate provides main direction information

Fig 3.5 Project Brief

The information in the project mandate document provides the main guidance and direction for the
Project Brief.

Project Brief Contents
The Project Brief contains the following information:
1. Project definition, which includes:

o The background, project objectives, project scope, tolerances, risks, desired
outcomes, users who have interest in the project.

0 The project objectives (which is the desired outcome) and the project scope is taken
from the project mandate document and updated.

A detailed Project Product description, which includes quality expectations
Outline of the Business Case, which includes a summary of the known risks
The Project Approach

Overview of Team Structure and Role Descriptions

o ke

As you can see, the Project Board will already have quite a significant amount of information about
the project when they receive a copy of the Project Brief.

3.6 SU: Plan the Initiation Stage

3.6.1 Plan the Initiation Stage Tasks

Plan the Initiation Stage is the last activity in the Starting up a Project processes. It is time for a
guestion: What do you think is the main difference between the Starting up a Project Process and
the Initiation Process?

The Starting up a Project process is the first check to see if there is a business reason to the
project, while the Initiation Stage will plan the project.

PRINCE2 recommends the following tasks in this activity “Plan the Initiation Stage™:

1. Define Reporting and Control Arrangements for the Initiation stage
2. Produce Stage Plan, and include time and cost data
3. Review the Risks in the Daily Log to assess their impact on the Initiation Stage

The Stage Plan is created by the Project Manager, reviewed by the Senior User, and approved by
the Executive.
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Fig 3.6 Initiation Stage Activities

3.6.2 Request to Initiate a Project

Once the Project Brief and Initiation Stage plan are ready, the Project Manager will ask the Project
Board if they can continue to the Initiation Stage. The name that PRINCE2 gives to this request is
“Request to initiate a project”.

A lot of activities are done here in this Starting up a Project process, but if the command to start the
project came from a programme, then most of the Project Brief information would already be
provided by the programme. So the only activity in the Starting up a Project process would be to
create the Initiation Stage Plan.

As you can see from the diagram (Fig 3.5 Initiation Stage Activities), all documents and the
Request to proceed are sent to the Project Board activity “Authorize initiation”.

3.6.3 DP: Authorize initiation

The activity Authorize initiation is the first activity for the Project Board and is the first decision (also
called a “Control Point”) they have to take.

The Project Board will review the Project Brief and the Initiation Stage plan, and they will check if
there is a business case and if the project is worth doing for the organization. So they will look for
the following information:

Project objectives and the project scope

The project product description (this is important for the Senior User)
Outline of the Business Case

Overview of known risks

The Project Approach

Overview of team structure and role descriptions

Initiation Stage Plan (deliverables, cost, risks)
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: j By Frank Turley
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Based on OGC PRINCE2® material. Reproduced under license from OGC

Fig 3.7 Authorize initiation

If all looks OK and they wish to continue, then they will issue an authorization, which is called
“Authority to Initiate a Project” so the project can continue to the Initiation Stage.

3.7 IP: Initiation Stage

3.7.1 |Initiating a Project Process introduction

In the above heading, | have used the terms “Initiation Stage” and “Initiating a Project process."
This can be a bit confusing, so let me explain.

. Initiation Subsequent inal delivery
Pre-project .
stage delivery stages (s) stage
Directing D
SuU
=

Controlling a Stage Controlling a Stage

S Managing Managing
pelvering Product Delivery

Based on OGC PRINCE2® material. Reproduced under license from OGC

Fig 3.8 Initiation Stage

Managing

e |nitiating a Project process refers just to the process “Initiating a Project.”
e Initiation Stage is bigger and refers to all the work that has to be done in the Initiation
process and the first Managing a Stage Boundary process.

As you can see from the diagram (figure 3.6), the Initiating a Project (or IP) process is triggered by
the Project Board. This IP process is usually short, especially when compared to the rest of the
project. But it is perhaps the most important stage, as it describes what has to be done by the
project and therefore should not be rushed.

The purpose of the IP process is to understand the work that needs to be done to deliver the
required products and to produce the project plan. So there are a number of good questions to ask
about the project and these are the most common:

e What are the reasons for doing the project, the benefits and risks?
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The scope — what is to be done and not to be done?

When can products be delivered?

How to ensure that quality will be achieved?

How risks, issues and changes will be identified and followed up?
How PRINCE2 will be tailored to suit the project?

=Bl oroject Corporate or Programme Management Managem o
8 mandate :
E Initiati Bnf - ~f A A
- E Initiating a Project (IP) Introduction
2 ; - Trigger: by ProjectBoard
o - Shortprocess compareto rest of project
a initiation [| the project - Purpose: Understand whatneedsto be done

IP Activities

1. Preparethe Risk Management Strategy

Prepare the Configuration Management Strategy
Prepare the Quality Management Strategy
Prepare the Communications Mgmt Strategy
Setup Project Controls

Create the ProjectPlan (products)

Refine the Business Case

Assemble the PID

Starting up a Project (SU)
Project Init Docs

Management
Project Brief + IS Plan

Initiating a
Project (IP)

G N @ @ > N

o
I Pre-Project :

Fig 3.9 Initiating a Project

3.7.2 Initiating a Project Process — 8 Activities
What do you think the eight activities are?

Here is a good way to remember: First the creation of the four strategy documents, the Project
Control, Project Plan and Business Case and lastly, assemble the PID. | will list the activities and
comment on each of these.

1. Prepare the Risk Management Strategy
o This will define how to manage risk during the project.
2. Prepare the Configuration Management Strategy
o0 This will define how to manage the products produced during the project.
3. Prepare the Quality Management Strategy
o This will define how to ensure quality during the project.
4. Prepare the Communication Management Strategy
o0 This will define how and when the project will communicate to stakeholders.
5. Set Up Project Controls
o This will define how the Project Board can control the project and how the Project
Manager can control the work done by the teams.
6. Create the Project Plan
0 This covers cost, timescale, risks, quality plan and deliverables.
7. Refine the Business Case
0 This means to complete the Business Case document.
8. Assemble the Project Initiation Documentation

o This is to collect and assemble documents and information from the documents
created so far in the SU and IP processes.

The very last thing a Project Manager will do in the Initiation process is to send a request to the
Project Board. This is a request to Deliver the Project.
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3.8 IP: Project Initiation Documentation (PID)

3.8.1 Project Initiation Documentation

The Project Initiation Documentation becomes a common understanding for all points related to the
project. It provides a solid base for the project, makes all parties clear about what the project is
intended to achieve and the responsibilities. So this provides the what, why, who, how, when and
cost of the project

The documentation provides the necessary information for the Project Board to decide to continue
with the project. If the project proceeds, then the Project Initiation Documentation will be baselined,
meaning it will be dated (time-stamped) so that it can be used in the future to check project
performance compared to the original forecasts.

The last task done by the Project Manager in the Initiation Stage is to request to Deliver a Project;
this request is sent to the Project Board.

3.8.2 Project Initiation Documentation Contents

The Project Initiation Documentation is a collection of most of the documents produced so far in
both the SU and IP processes.

o First of all, we have the project approach and project definition, which contains a lot of
information about the project and is extracted from the Project Brief.
The Project Management Team Structure, which includes the Roles Descriptions.
The Business Case, which includes time and cost information from the project plan.
The four management strategy documents, which are Quality, Configuration
Management, Risk and Communications.

e The Project Plan, which contains information on timescale, cost, resource requirements,
products that will be produced, risks, tolerances, controls and quality.

e The Project Controls document, which describes how the project will be monitored and
controlled, tolerances between the different management levels, and the number of

stages.
o How PRINCE2 was tailored to sulit the project.
= project Corporate or Programme Management Manag o DyFrank Turiey
Q | ELES :
O :
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S i1 Notfleeon - PID- contains all points related to project
5 : - Provides the What, Why,When, Cost, How
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= - - PIDis baselined (compare atend of project)
% H
Q (%)
13 g g
a o = PID Contents
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o g E S - Projectapproach
= = a .
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il Proiect (IP) + Risk Management, Quality Management
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Fig 3.10 PID Contents
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3.9 SB: Managing a Stage Boundary after the Initiation Stage

This is the first Managing a Stage Boundary (SB) process and it is normally performed after each
Controlling a Stage process (each stage) but in this case it is performed after the IP process to
create a Stage Plan for the first delivery stage (next stage in the project)

The objectives for this Managing a Stage Boundary process are:

To assure the Project Board that all products in the IP stage are produced
Create the End Stage Report to report on how well the IP Stage went compared to the
Initiation Stage Plan.

e Create the Next Stage Plan, which will be a plan for the next stage, we also call this next
stage the 1* Delivery Stage as it's the first stage where products required by the project
will be produced.

g— Corporate or Programme Management Management bl to
8 .

E | Initiation | | Project |
c Notification Notification ] . ]
S : Directing a Project (DP)
S
§ Authorize Authorize Authorize a Stage
a I initiation the project or Exception Plan

Managing a Stage Boundary: Objectives

- Assure that all products are approved
- Record lessonsinthe Lesson Log

Project Init Docs

=
(]
o
*GEJ ":’ - Create “End Stage Report*“ for IP stage
= © - Create “Next Stage Plan”
g @ (SB) Managing a
g Stage Boundary
S ;
=
Initiating a Main Inputs Outputs
Project (IP)
Init. Stage Plan B End Stage Report
: PID Next Stage Plan
— -- Once during project
Z‘ [ -- Once per stage Updamd
o I -- Many times during stage
> mmmmmm - Once per Work Package Projectlnit. Doc's
© | [NSHeanon]-- Notification/Authorization Business Case
o [MGieioa] - Management Product Risk & Issue Register...
Fig 3.11 Managing a Stage Boundary process after the IP stage
Inputs:

The main inputs are:

e the Project Initiation Documentation to compare with Initiation Stage Plan
e the Initiation Stage Plan
e and of course, all the register files (Quality, Issue, Risk)

Outputs:
The Stage Boundary’s outputs are:

e the End Stage Report (a report on the stage just completed, the Initiation Stage)
o the Next Stage Plan
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3.10 DP: Authorize the project

Authorize the project is the 2" control point and 2" Activity for the Project Board. The end of the
Initiation Stage is the trigger for the “Authorize the project” activity. The Project Board confirms the
project’s objectives and the scope is clearly defined and understood. They can decide to stop the
project, ask for further information, or give authorization for the project to continue.

The “Authorize the project” activity has the following input and outputs:

Inputs

e Project Initiation documentation
o Request to Deliver a Project

Outputs:
As you can see in the diagram, there is one authorization, one approval and one notification
e Authorization : Authorize the Project so the project can start

e Approval : Approve the Project Initiation Documentation
e Notification : To the Corporate or Programme Management that the project has started

g— Corporate or Programme Management Management b o
8 .
El Initiation | | Project | - "
Notification Notification . : . DP: Authorize the P roje ct
c
Directing a Project (DP . .

2 . ject (OP) - 24 control pointfor Project Board

8 Authorize Authorize a Stage

'5 the project or Exception Plan Inputs

o - Project Initiation Documentation | |
- Requestto Delivera Project?

= g )
8 a a Outputs

= 0 £ o - Authorize the Project

3] - 3 = - Approved PID

5 2 ) < ; - Notification to Corp/Programme

g @ 2 (SB) Managing a

o 8 Stage Boundary

a <)

= ot -

—— DP:Authorize a Stage ...
Project%lP) Controlling a Stage (CS) - 3" control point for Project Board
Inputs
- End Stage Report u
— . Once during project - The Next Stage Plan
O 1

E - M;c;z;;ZZi?ing stage Ou tputs

> s -- Once per Work Package - Authorize next stage

E _-- Notification/Authorization

[a] _-- Management Product

Fig 3.12 DP: Authorize the project
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3.11 CS: Controlling a Stage

The process Controlling a Stage is where the Project Manager does most of their day-to-day work.
As mentioned before, all items in green happen once during a stage and a project can have many
stages. You can also see that most of the activity in the Controlling a Stage process happens in the
Management Level.

] ]
Project Corporate or Programme Management
mandate

1 |

www.MgmtPlaza.com

Corp..

Closure
Notification

closesoon

Direction
Project Board

Starting up a Project (SU)

End Stage Report
Next Stage Plan
or Exception Plan

Project Starts
Project Init Doc
Approved PID

(SB) Managing a
Stage Boundary

Exception Report
(Issue / Change & Risk) I
Highlight Reports
End Project Report
FAR, Lessons Rpt

Draft Closure Notificat

Management
Project Manager
Project Brief + IS Plan

Initiating a
Project (IP)

Closing a

Controlling a Stage (CS) project (CP)

--Onceduring project

I
|
| |
Q
O| memm— . once per stage. 1 Work Package Completed WP 1
S © mmmm—— --Many times during stage MP Outputs
g % I -- Once per Work Package I Team Plans
= = | [Notification] - Notification 1 CheckpointReports
el foat Managing Product Delivery (MP) Quality Register
[alp= AT - Authorization | ging y Completed WP
L “ Management Product 1 Products get created & quality checked I
Based on OGC PRINCE2® material. Reproduced under license frqm OGC 1
»le »le »l
Pre-Project 1 Initiation o Stages - Execution e

Fig 3.13 Controlling a Stage

The trigger for the “Controlling a Stage” process comes always from the Project Board Activity
“Authorize a Stage or Exception Plan.”

Each Controlling a Stage process ends by triggering the process “Managing a Stage Boundary,”
except for the last stage, which most of the time is directly followed by the Closing a Project
process.

Next, | will describe the relationship between Controlling a Stage and Managing Product Delivery,
and the activity Authorize a Stage or Exception Plan.
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3.12 CS: Controlling a Stage / Managing Product Delivery

3.12.1 Assign Work to Teams using Work Packages

The Project Manager allocates Work Packages to the Team Leaders. A Work Package contains
information on one or more products to be developed, which includes such information as product
descriptions, planning data, and constraints. This becomes the agreement between the Project
Manager and the Team Leader.

g— Corporate or Programme Management Managemant e o

@)
Managing Product Delivery (MP) i
- Work Package contains information on

C B . .

8 IESHIE)C A 22 ({212 the products to be produced

§ Authorize Authorize a Stage Give ad hoc - Can happen many timesin a stage

a the project or Exception Plan direction

a ~ MP Objectives
a s | |- Agreework betwveenPM & TM

1= 2 o = - Products are produced in the Activity

2 g s : + “Execute a Work Package”

g < §' - TM hands back complete workto PM

& i I

IS

= I — .
Tip: Small Projects

ontrolling a stage - No need for Team Manager
- Team Members report directly to PM
New ,
I -
i Deliver a WP
Accepta WP

g

=

8 Execute a Work Package (MP)

Fig 3.14 Managing Product Delivery

The activity “Authorize a Work Package” can happen many times during a single “Controlling a
Stage” process. Other tasks for the Project Manager during the Controlling a Stage process are to
Manage Quality, Manage Changes, Monitor Risks, Taking Corrective action, Reporting and
Communication.

3.12.2 Managing Product Delivery Objectives
The objectives of Managing Product Delivery are to:

o Agree on the details of the work to be done between the Project Manager and Team
Leader, and make sure that the Team Leader understands what they need to deliver.

e Do the Work: meaning the Team Manager manages the development of the products and
takes the necessary steps to ensure quality for each product.
Provide regular progress information to the Project Manager using Checkpoint Reports.
Handing back the completed work to the Project Manager and obtaining approval for each
product after the work is done and quality has been checked.

Tip: For small projects, the team members (who do the work) will work directly for the Project
Manager, so there will be no need for a Team Manager and this process will be less formal.

3.13 MP: Managing Product Delivery: Outputs

The Managing Product Delivery process can have four outputs, which are: The Team Plan, The
Checkpoint Reports, the Quality Register and Completed Work Packages.
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e Team Plan: This plan is prepared by the Team Manager in the activity “Accept a Work
Package” and is used to plan the work that will be carried out by the team members.

e Checkpoint Reports: These are reports from the Regular Team Meetings led by the
Team Manager and are given to the Project Manager.

e Quality Register: The Quality Register is updated as each product is tested after
development by the testers. The Quality Register is also used by the Project Manager to
check on progress.

e Completed Work Package: This is the name given to the group of completed products
that are handed back to the Project Manager.

; By Frank Turl
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Fig 3.15 Managing Product Delivery outputs

3.14 CS: Controlling a Stage — Give ad hoc direction

The Controlling a Stage process has two main outputs, which are inputs to the Project Board
Activity “Give ad hoc direction.” These are the Highlight Report and the Exception Report.
There is also one input from the Give ad hoc direction activity, which is “Guidance and Advice.”
Here is a bit more about these.

The Highlight Report

e This is a regular report on the stage progress. It is created by the Project Manager and
sent to the Project Board on a time-driven frequency, e.g.: every two weeks.

e The report provides a summary of the stage versus the stage plan, and also information
on tolerances, potential issues, products completed, next work packages and corrective
actions.

The Exception Report

e This report is only created if the current stage will not finish according to the plan and
within tolerances, so the Project Manager must alert the Project Board.

e The Exception Report provides an overview of why the stage will most likely go out of
tolerance, and then includes different options to get the project back on track. It also
assesses the impact on the business case, as this issue will most likely increase the cost
of the project.

e The Project Manager recommends one of the options in the Exception Report to the
Project Board
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Note: If the Project Board agrees with the Exception Report (if they agree with the recommended
options or one of the other options), they will request an Exception Plan, which will replace the
current Stage Plan and therefore allow the Project Manager to complete the current stage.

g— Corporate or Programme Management Managerfiri'_iﬂ‘z;“éfni
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s Directing a Project (DP)
8 Authorize a Stage Give ad hoc
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()
=
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Fig 3.16 Controlling a Stage outputs

Guidance and Advice

e The project board can provide guidance and advice at any time during the project.
e This can also be an answer to an issue/question that was perhaps raised by the Project
Manager in the Highlight Report.

3.15 CS: Project Manager Day to day activities
Before we move to the Managing a Stage Boundary process, let us look at the different activities
that are done by the Project Manager in the Controlling a Stage process.

There are eight activities in the Controlling a Stage process. They are divided into three parts that
also describe what the Project Manager does:
1. Deal with Work Packages
2. Do Monitoring and Reporting
3. Deal with Issues
e The Work Package activities are:

o Authorize a Work Package — meaning assign and agree with the Team Manager so
that the Team Manager knows what to do and can create their team plan.

0 Review Work Package Status — check on work package progress, so read
Checkpoint reports and check the Quality Register.

0 Receive Completed Work Packages — which is to receive the completed products
back from the Team Manager and confirm that they have been quality-checked and
stored, as described in the configuration management document.

e The Monitoring and Reporting activities are:

0 Review the stage status — Continually compare the stage status to the stage plan —
checking if the stage is still on track and if anything is likely to affect this.
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0 Report Highlights — Create Regular reports to the Project Board to let them know
how well the stage is going according to the plan.

By Frank Turley

Corporate or Programme Management Management-Plaza.com
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Fig 3.17 CS: Project Manager day-to-day activities

e The Issue activities are:

0 Capture and examine issues and risks: Any person can raise an issue and the
Project Manager must gather and review them. Reviewing also includes categorizing
and assessing the impact of each issue.

0 Escalate issues and risks: If there are issues to report or if the stage is expected to
go out of tolerance, then create an Exception Report and send it to the Project Board.

0 Take corrective action: Normally, Taking Corrective Action is used when extra work
has to be done to solve an issue and the stage can stay within tolerance.

As you can see, we have already covered four of these in the previous slides. One final comment:
These activities can be done numerous times by the Project Manager and there is no set order.

3.16 SB: Managing a Stage Boundary

3.16.1 Managing a Stage Boundary and Objectives
The Managing a Stage Boundary process provides information to the Project Board about the
current status of the project at the end of each stage. This process happens after all the work in the
current stage plan has been completed and before the next stage can begin.
The Stage Boundary Objectives
The objectives of the “Managing a Stage Boundary” process are:
e To confirm to the Project Board which products have been produced in the current stage

as documented in the stage plan, and also update the Project Plan to show what has
been done so far and forecast the planning for the next stage.

0 Soyou see, the Project Plan is a living document (kept up to date)

e To provide the Project Board with information so they can:
0 Assess the viability of the project — meaning checking that it still worth doing
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0 Approve Stage Completion — which is to approve the stage (that was just done) and
0 Authorize the start of the Next Stage

; By Frank Turl
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Fig 3.18 Managing a Stage Boundary objectives and outputs

It is also necessary to record any information or lessons that can help in later stages of the project
or other projects and update what we refer to as the dynamic documents, such as Business Case,
Risk Register, Issue Register and the Project Plan.

If the stage is expected to go out of tolerance then create an Exception Plan and give it to the
Project Board.

3.16.2 Managing a Stage Boundary Outputs

The main outputs of Managing a Stage Boundary are the End Stage Report, the Next Stage Plan
and the update to the Project Plan and Business Case. And as you now know, the Exception
Plan will be created instead of the Next Stage Plan.

I will now briefly explain these:

e The End Stage Report provides a detailed report on the results of the current stage by
comparing the performance of the stage to the original stage plan used at the beginning of
the stage.

e The Next Stage Plan is a detailed day-to-day plan for the next stage and needs to be
approved by the Project Board.

e The stage plan for next stage is created near the end of the current stage, so this means
that the Managing a Stage Boundary process starts before the end of the Controlling a
Stage process.

e The Project Plan is updated to incorporate the actual progress from the current stage,
and it should also include the forecast planning for the next stage and should update time
and cost data.

e The Business Case: The end of each stage is a good time to update the Business Case
and check if the project is still viable and worth doing. The Project Board is also interested
to know that the benefits of the project can still be realized within the agreed parameters,
which are time, cost, quality, risk and scope.
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e The Exception Plan: This plan is created only when the current stage goes beyond its
tolerance level (e.g.: taking 15% longer than planned), and the Project Manager must
therefore get authorization to complete the current stage.

3.17 DP: Authorize a Stage or Exception Plan

3.17.1 Authorize a Stage or Exception plan

The Authorize a Stage or Exception plan activity is another important control point for the Project
Board. They will review the data provided by the Project Manager and decide if the project should
continue to the next stage.

The Project Board will therefore do the following:

Compare results of current stage against stage plan

Check performance of project to date (they can use the baselined project plan for this).
Evaluate the next stage plan

Check the risk summary

Review the Business Case (they will check if the Business Case is still valid).

Check that lessons are being learned and that they are used in future stages.

And lastly, they can choose to give approval for the next Stage Plan. This is the
Authorization for the next stage to begin or approve the Exception Plan.
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Fig 3.19 Authorize a Stage or Exception Plan

Tip: Smaller Projects

For smaller projects, this process can be a lot less formal. Example: The Project Manager can
arrange a meeting with the Executive and the above activities will be carried out during the
meeting.

3.17.2 Exception Plans - Authorize a Stage or Exception Plan Activity

If the plan submitted to the Project Board is an Exception Plan and not a Next Stage Plan, then
the Project Board will do the normal tasks in the “Authorize a Stage or Exception Plan” activity, but
the plan they will approve will be the Exception Plan if they wish for the current stage to be
completed. The Project Manager can then go back and complete the current stage.

Management Plaza Foundation Training Manual



http://www.management-plaza.com/�
http://www.management-plaza.com/�

An Introduction to PRINCE2®

3.17.3 Last Controlling a Stage Process

Normally the project would continue to the next stage and this cycle would continue until all stages
have been completed and the necessary products have been produced.

So let us assume that we have done a number of stages and the project will go from Controlling a
Stage to the Closing a Project process, as the Managing a Stage Boundary process is normally not
used at the end of the last stage (except if an Exception Plan needs to be created).

3.18 CP: Closing a Project: Introduction and Objectives

3.18.1 Closing a Project and Premature Close

Normally a Project closes after all the products have been produced and delivered. The Closing a
Project process becomes part of the last stage and the Project Manager will take the necessary
action to prepare for project closure, but only the Project Board can actually close a project.
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Fig 3.20 Closing a Project

It's also important to note that the Project Board can decide to shut down the project before its
expected end. This is referred to as a Premature Close. This can happen at any time during the
project. For instance, the project board might see that the business case is no longer valid, as the
market price for such a product has reduced by 30% or there has been a change in government
legislation that would reduce the future lifetime of the product.

A clear project end is necessary to avoid wasted resources and not allow the project to drag on. It
also provides the opportunity for the Project Board to review the project against the Initial Project
Plan.

3.18.2 Closing a Project Objectives
The Project Manager carries out the work in Closing a Project, and the objectives are:

Check that all required products have been delivered and accepted.

Capture lessons learned in the Lesson Report, as this can be valuable for future projects.
Ensure that the products can be supported after the project is disbanded.

Hand over products to the customer, as described in the Configuration Management
Strategy document.
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Evaluate the project by comparing project objectives with actuals, and write the End
Project Report.

Assess the benefits already realized and plan a review of benefits that will be realized
after the project is complete.

3.19 CP: Closing a Project Outputs

3.19.1 Closing a Project Outputs

The Closing a Project diagram shows that the Project Manager provides some documents to the
Project Board and other documents to the Operations/Maintenance group who will support the
products once the Project is complete.
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Fig 3.21 Closing a Project outputs

The documents given to the Project Board are:

The End Project Report (EPR): This is written by the Project Manager and compares the
project with the Project Initiation Documentation.

The Lessons Report (LR): This records useful lessons that were learned during the
project and can be applied to future projects.

Other documents given to the project board are: Project Plan (PP), which has been kept
up to date during the project, Benefits Review Plan (BRP), and draft Project Closure
Notification.

The Project Manager provides the Operations / Maintenance group with:

The follow on actions recommendations (FAR): This is a document that includes
information on outstanding issues that are taken from the Issue and Risk Logs and
requires follow-up action after the project has ended.

The Project Manager also hands over product information, including the Configuration
Item Records (CIR) for each product, to the operations and Maintenance Group.
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3.19.2 Last actions for Project Manager in Closing a Project
The Project Manager may first close the three register files and the daily log.

The Project Manager also creates a draft Project Closure Notification for the Project Board. This
will be the notification document that will be sent out later to stakeholders by the Project Board
once they have decided to close the project.

The last thing the Project Manager does is to Recommend Project Closure to the Project Board.
This can only be done once all other activities in Closing a Project have been done.

3.20 DP: Authorize project closure

3.20.1 Project Board activities in “Authorize project closure”

Closing a Project correctly is the responsibility of the Project Board, while the Project Manager will
prepare and provide the Project Board with the majority of the information required.
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Fig 3.22 Authorize project closure

PRINCE2 recommends the following actions for the Project Board:
1. Review the End Project Report, and compare it to the original plan.

2. Confirm who should receive the Follow on Action Recommendations. e.g.: the persons
responsible for the maintenance

3. Review the Lessons Report and pass it on so it can benefit future projects.

4. Confirm that products have been handed over, and confirm user acceptance and
maintenance for each product.

5. Review and approve the Benefits Review Plan, as reviewing the benefits will continue to
be done after the project shuts down.

6. Confirm that the project has met the Business Case by comparing the current Business
Case to the original one, comparing the Benefits, Cost, Risks, and Return on Investment.

3.20.2 “Authorize project closure” activity outputs
There are three outputs to the Authorize project closure activity; these are:

1. Distribute the Lessons Report to the appropriate persons so it is available for future
projects. e.g.: give it to the Project Office.
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2. Distribute the Follow on Recommendations to the persons who will maintain the products
after the project.

3. And the very last thing the Project Board does is to issue the Project Closure Notification,
which will announce to all stakeholders that the project will end on a certain date. This is
the same Project Closure Natification that was drafted by the Project Manager.

That's it, the project will be closed very soon. The Project Closure Notification is used to inform
people that the project is closing and to therefore submit any costs to the project budget before it is
closed.

Perhaps the Project Manager should invite out the project team out for a meal or drink and write
recommendations for people who performed well on the project, this will also help to motivate
people for future projects .
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4 Summary

4.1 Course Summary

We just completed the PRINCE2 Process Model Podcast. The goal of this course was to show the
following:

Provide a high-level overview of the PRINCE2 Process Model — in other words, a
helicopter view of how a PRINCEZ2 project works.

Use colors to show which activities are done only once in the project, and those done
once in each stage or many times in each stage.

Show how a project starts and the next steps in the project.

Show when and which documents need to be created and by whom.

Show how the project moves from Startup to Initiation, and on to the Stages.

Show the relationship between processes (e.g.: the outputs from one process are the
inputs to another).

Show the typical Project Manager activities. This was mainly covered in the Controlling a
Stage process.

Show how the Managing Products Delivery process interacts with the Controlling a Stage
Process.

Show how the Project Board interacts with, and controls, the project.

And lastly, show how a project closes.
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Fig 4.1 The PRINCE2 Process Model diagram

| suggest that you read this book a few times or listen to the podcast version. If you wish to test
your knowledge, then try some of the questions in the next section, “Learn Thru Questions”. This is
also available as a podcast. You could also try to fill in the exercise sheets.
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4.2 The PRINCEZ2 Product Map

This Product Map diagram from Management Plaza shows when most management documents
are created and updated, so it gives an excellent overview of both the Processes and Themes.
The Business Theme

e The outline Business Case is created in the Pre-Project (SU) process

e The Business Case is completed and baselined in the IP Process

e The Business Case is then updated in the Stage Boundary process

e The Business Case gets a final update in the Closing a Project process

The Plans Theme
e The Project Product Description (PPD) in the Pre-Project (SU) process
e The Project Plan is created and baselined in the IP Process
e The Project Plan is then updated in the Stage Boundary process (show actuals)

The Project Plan gets a final update in the Closing a Project process, so the project can be
compared with the original Project Plan to see how well the project performed.
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5 Learn Thru Questions

5.1 Introduction

Welcome to this Learn the PRINCE2 Process Model Thru Questions section of the course. It
provides questions and answers on the PRINCE2 Process Model and you can find all of the
answers in the above text.

This is a good way to check your knowledge of the PRINCE2 Process Model. In fact, if you have a
good understanding of the PRINCE2 process model, you can easily follow a 2-day Foundation
classroom training instead of a 3-day training, which should be about 30% cheaper. See our
website for a list of companies that offer a 2-day foundation course.

We offer this “PRINCE2 Process Model” course in a number of formats and you can get them from
the website. The other formats are:

e The podcast
e The Learn Thru Questions podcast, and
e The computer based training format or CBT

If you have any questions, you can contact me at frank.turley@MgmtPlaza.com

5.2 About Learn Thru Questions

We use the Learn Thru Questions technique in our training because it is the best way to (a) check
your knowledge, (b) get ready for a PRINCE2 exam, and (3) learn at the same time.

The Learn Thru Questions approach asks questions, allows you to click “Pause”, so you can think
about the answer, and then click “Play” to listen to the answer and compare it with yours.
Depending on the question, we also provide additional information to explain the answer. This
ensures that you continue to learn while using the Learn Thru Questions technique.

Most people who are familiar with podcast training or who want to see practice questions to
prepare for exams find our Learn Thru Questions approach a great way to do this.

Suggestion: We recommend that you have a color copy of the Process Model Diagram with you
when you listen to or read these questions for the first time, as many of the answers can be seen in
the Process Model Diagram.

So enjoy this Learn Thru Questions approach.
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5.3 The Process Model Learn Thru Questions

QO01: How many levels do the PRINCE2 Project Organization and PRINCE2 Project Management
Team have?

AO01: The Project Organization has four levels and the Project Management Team has three levels.
The difference is that the Corporate or Programme Management level is the top level in the Project
Organization, but the top level in the Project Team is the Project Board. Take a Look at the
Organization diagram.

QO02: What happens to the Project Team once the project is complete?
A02: The Project Team is a temporary structure that is created for the project, so once the project
is complete, the Project Team is disbanded.

QO03: What is the difference between the Project Management Structure and Project Management
Team?
A03: The Project Management Structure refers to the PRINCE2 organization itself and shows four
levels, while the Project Management Team refers to the team in the project, which has just three
levels.

QO04: Name the four levels in a Project Management Structure, which is also referred to as the
PRINCEZ2 Organization.

A04: The four levels in a Project Management Structure are:

Corporate or Programme Management

Project Board

Project Manager

Team Manager

QO05: Name the three levels in a Project Management Team. Which level is not mandatory?

AO05: The three levels are the Project Board, Project Manager, and Team Manager. Some smaller
projects may not have a Team Manager, therefore the Team Members will report directly to the
Project Manager. So we can say that a project team can have two or three levels.

Q06: What does PMO stand for?
A06: PMO stands for Programme Management Office or Project Management Office. Other names
are Project Office and Program Office.

QO07: Finish this sentence: “A programme is a group of related
AO07: “A programme is a group of related projects”.

QO08: Name the three roles in the Project Board.
AO08: The three roles in the Project Board are: 1) the Executive, 2) the Senior User, and 3) the
Senior Supplier.

QO09: Who is responsible for the success of the project and has the necessary authority to take
decisions and approve all major plans for the project? They also approve the completion of each
stage and authorize the start of the next.

A09: The Project Board.

Q10: Who represents the Business interests of the project and owns the Business Case?
A10: The Executive represents the business interests of the project and owns the business case.

Q11: Who is usually responsible for designing and appointing the Project Management team?
All: The Executive is usually responsible for designing and appointing the Project Management
team, including the rest of the Project Board.

Q12: Which level of the organization sits outside the Project Management team and is responsible
for commissioning the project?

A12: The Corporate or Programme Management level is responsible for commissioning the project
and is also responsible for identifying the Executive.
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Q13: Who represents the user interests in the Project Board and is responsible for the
specification of the required products?

A13: This is the Senior User, and they are also responsible to check that the final products meet
the required specification.

Q14: Who specifies the expected benefits at the start of the project and reports to the Project
Board on the benefits that are being realized during the project?

Al4: The Senior User specifies the expected benefits and reports on the benefits to the Project
Board during the project. The Benefits Review Plan is maintained by the Project Manager, but the
Senior User is responsible for keeping the Project Board up to date.

Q15: Who represents the interests of those designing, developing, facilitating and implementing the
project’s products?

A15: This is the Senior Supplier. This can be a person in the company or one from an outside
company.

Q16: Which two roles in the Project Board can be assigned to one person?

A16: The Executive and the Senior User can be assigned to one person. e.g.: The head of a
department that will use the end-product may decide to be both the Executive and the Senior User.
This means that a Project Board can have a minimum of two persons.

Q17: Who runs the project on behalf of the Project Board?

A17: The Project Manager runs the project on behalf of the Project Board. The Project Manager
has the responsibility to produce the required products to the required quality within the specified
times and cost.

Q18: Name some of the skills that the Project Manager should have. Which of these skills are used
most often? (Tip: Think of the PRINCE2 Themes.)

A18: The Project Manager is required to have many skills, such as Communication, Cost
Management, Quality, Change Management, Requirements Analysis or User Needs, Planning,
Monitoring, Facilitating and Risk Analysis. Communication is said to take more than 70% of the
Project Manager's time.

Q19: Which of the following Roles in a Project Team may not be required: the Executive, the
Senior User, the Senior Supplier, the Project Manager or the Team Manager?

A19: On smaller projects, the Team Manager may not be required. So the Team Members who
create the products can report directly to the Project Manager. The other four roles are mandatory.

Q20: Can the Project Manager be a member of the Project Board?
A20: The Project Manager cannot be a member of the Project Board.

Q21: Who has the responsibility to produce the products that were assigned in Work Packages by
the Project Manager?

A21: The Team Manager has this responsibility and also the responsibility to provide regular
status reports on their progress. This allows the Project Manager to monitor their work.

Q22: Can the Team Manager create their own Team Plans for their Team or do these have to be
created by the Project Manager?
A22: Team Plans are created by the Team Manager. The Project Manager can review the plans.

Q23: Look at the Process Model Diagram: How many times can the items in blue be executed or
done in the project?
A23: All blue items are executed once.

Q24: Look at the Process Model Diagram: How many times can the items in Green be executed or
done in the project?

A24: All green items are executed once for each stage. So if a project has four stages after the
Initiation stage, the items in green are mostly executed four times.
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Q25: Look at the Process Model Diagram: How many times can the items in Orange be executed
or done in the project?

A25: Orange items can be executed multiple times in a stage. e.g.: The Highlight report is what we
call a Time-Driven report. It can be sent each week during a stage to the Project Board and the
Project Board can give Guidance and Instructions to the Project Manager at any time.

Q26: This process is for Senior Management and shows how the Senior Management controls the
project. Which process am | referring to?
A26: This is the Directing a Project Process. It is where the Project Board sits.

Q27: This is a very short pre-project process that gathers the necessary data to start the project.
Which process am | referring to?
A27: This is the Starting up a Project Process and it can also be referred to as the SU process.

Q28: This process examines the justification of the project and creates the Project Initiation
documents. Which process am | referring to?

A28: This is the Initiating a Project process and it can also be referred to as the IP or Initiation
Process.

Q29: This process describes the PM'’s day-to-day monitoring and control activities. Which process
am | referring to?

A29: This is the Controlling a Stage Process. It is where the Project Manager does most of their
work.

Q30: This process provides a controlled way to complete a stage and plan the next one. Which
process am | referring to?
A30: This is the Managing a Stage Boundaries process, also referred to as the SB process.

Q31: This process delivers the products. It is where the products get produced by the team
members. Which process am | referring to?

A31: This is the Managing Product Delivery process, also referred to as the MP process. It is
where the Team Manager works.

Q32: This process confirms delivery of the products and prepares the project for closure. Which
process am | referring to?

A32: This is the Closing a Project Process or the CP process. Note: The Project Manager
prepares the project for closure but it is closed by the Project Board.

Q33: What is the name of the document that is written outside the project before the project starts?
A33: This is the Project Mandate and it is usually written by a senior person in the organization.

Q34: What does the project mandate document consist of? Name the one item that the product
mandate should contain and one other item.

A34: According to PRINCE2, the project mandate only has to suggest the Executive and the
Project Manager: Other information that can be added to the project mandate are:

The Main objective of the Project

The Business Case, which describes the reasons for the project

Project Scope in high-level terms

Customers quality expectations

If you know two parts, then it is good.

Q35: What is known to be the trigger to start the project?
A35: The project mandate document is known to be the trigger to start the project.

Q36: Which process has the project mandate as an input?
A36: The Starting up a Project process has the project mandate document as an input.

Q37: Name the two main deliverables of the Starting up a Project process, meaning what are the
main outputs of this process?
A37: The Starting up a Project process has two main deliverables:
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1. The Project Brief, which includes an outline of the Business Case and the Project
Management Team, Project Product Description, etc...
2. The Initiation Stage Plan

Q38: Why do you think that Capture Previous Lessons is an activity in the Starting up a Project
process? Just answer in your own words why you think this is important.

A38: The organization and the project manager want to avoid making the same mistakes made in
other projects. Just imagine how red-faced the Project Manager would be if he made the same
three mistakes as in a previous project that was done just six months earlier in the same company.
So the project must learn from previous projects, from other people, and from other sources. This is
a very important point in PRINCE2 and it is even one of the 7 principles.

Q39: Which document is created by the Executive and addresses the following in the Starting up a
Project process?

1. Business value for the organization,

2. Company objectives,

3. Funding and

4. Risk Information.
This document is then expanded in a lot more detail in the next process.
A39: This is the Outline Business Case. It is a light version of the Business Case and it will be
included in the Project Brief document.

Q40: Why do you think the Outline of the Business Case document is written by the Executive and
not by the Project Manager?

A40: The Executive is responsible for, and owns, the Business Case. He will also know much
more about the value of the project for the organization and how to measure the value of the
expected benefits of the project. The Project Manager's main concern is to run the project as
professionally as possible and deliver the required products on behalf of the Project Board. The
Project Manager therefore may know very little about the business side of the organization and will
get this information from the Business Case document.

QA41: List three or four of the questions that the Project Manager will ask while creating the Project
Approach.
A41: First, the objective of the Project Approach is to gather the necessary data that will allow
the Project Manager to determine such things as the timescale, the cost of the project, how the
project can be controlled, and how to manage quality. So some of the questions they will ask are:

e Are there similar projects to learn from?
What other knowledge and skills are required for the project and who has this knowledge?
Are their standards to use and if so, what are they?
What training will be required by the team that will build the products?
Should we develop parts of the project in house or outsource?
Should we build from scratch or update an existing product?
How will maintenance be done in the future?
What are the quality expectations?

As you can see, the answers to these questions will give important information to the Project
Manager, so they can know how best to approach the project.

Q42: The Project Approach becomes part of which document?
A42: The Project Approach becomes part of the Project Brief.

Q43: This document is the main document used to provide the necessary information to the Project
Board about the project so far. The Project Board will decide if the project will proceed to the
Initiation Stage. Which document am | referring to?

A43: The Project Brief provides this information and it is a collection of most of the information
gathered in the Starting up a Project process.

Q44: Who assembles the Project Brief?
A44:The Project Manager assembles the Project Brief.
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Q45: Name two of the parts that make up the Project Brief that were created in the Starting up a
Project process. So just think of what was produced in the Starting up a Project process.

A45: The Project Brief contains the following information:

A detailed Project Product Description (which includes quality expectations);

An Outline of the Business Case (which includes a summary of the known risks);

The Project Approach;

An Overview of Team Structure and Role Descriptions; and

The Project Objectives and Scope (which are updated from the project mandate
document).

aorwdPE

Q46: In which PRINCE?2 process is the first check to see if there is a business reason to start the
project? In which other process is the Project Plan created?

A46: The first check to see if there is a business reason to do the project is done in the Starting up
a Project process, as the Outline of the Business Case is created in the Starting up a Project
process. The Project Plan is created in the Initiating a Project process.

QA47: Who creates the Stage Plan for the Initiation Stage?
A47: The Project Manager creates the plan for the Initiation Stage. This plan is also referred to as
the Initiation Stage Plan.

Q48: If the command to start the project came from a programme as opposed to corporate
management, then what effect would this have on the Starting up a Project process?

A48: Remember that a programme is set up to guide and control a group of similar projects.
Therefore, a lot of the work that is done in the Starting up a Project process will have already been
done, such as how to structure the project management team, which resources to use, lessons
from other projects, which approach to take and the business reasons behind the project. To
summarize, the programme will supply most of the information required by the Project Brief, so
there will be a lot less work to do in the Starting up a Project process.

Q49: What is the first decision taken by the Project Board, when they receive the Project Brief and
the Initiation Stage Plan as an input?

A49: They will decide if the project is worthwhile for the organization. Therefore, they will decide if
the project can proceed to the Initiation Stage. They do not give permission to start the project, only
to start the Initiation Stage, which will plan the project in detail and present much more detailed
information on the objectives, cost, plan, what exactly will be developed, the expected quality level,
and so on.

Q50: Looking at the diagram, what is the trigger for the Initiation Stage?

A50: The trigger for the Initiation Stage is the decision or authorization by the Project Board in the
Authorize initiation” activity. So, if the Project Board does not give this authorization, then the
Initiation Stage cannot start.

Q51: The purpose of this process is to understand the work that needs to be done to deliver the
required products and to produce the project plan. Which process am | referring to?
A51: This is the Initiating a Project process, also referred to as the IP process.

Q52: Name five of the eight activities in the IP process. (Tip: Think of the four related documents
and the main documents that make up the Project Initiation Documentation.)
A52: The first four activities are creating the strategy documents, which are:
e The Risk Management Strategy
e The Configuration Management Strategy
e The Quality Management Strategy
e The Communication Management Strategy
Then the 5" is Set Up Project Controls, the 6" is Create the Project Plan, the 7" is Refine the
Business Case and the 8" is Assemble the Project Initiation documentation. You are doing well if
you know five of these.

Q53: Which document defines how and when the project will communicate to stakeholders?
(Tip: This is one of the strategy documents.)
A53: This is the Communications Management Strategy document.
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Q54: Which document defines how products will be managed during the project; who will own the
products, where the products will be stored; the naming convention to be used, how to identify and
track issues, and what records are to be kept for each product?

A54: This is the Configuration Management Document and it also defines how the issues will be
handled in a project.

Q55: What happens to the Outline Business Case document in the IP process that was created in
the SU process?

A55: This document is refined, meaning that it is updated and becomes a full Business Case
document. It also uses the information from the project plan, which is created in the IP process, as
the Business Case needs to know the cost of the project and how long it will take.

Q56: What do you think is the last thing that the Project Manager does in the IP process after they
have assembled the Project Initiation Documentation? If they don't do this then the project cannot
continue.

A56: The very last thing a Project Manager will do in the IP process is to give the Project Initiation
Documentation to the Project Board and then issue a Request to continue with the project. You can
see this in the Process Model diagram.

Note: The Project Board will also receive a copy the next Stage Plan from the first Managing a
Stage Boundary process.

Q57: Name four or five documents that make up the Project Initiation Documentation. (Tip:
remember that the Project Initiation Documentation is a collection of all documents produced in the
SU and IP processes.) If you can name five you are doing well.

AS57: First of all, we have the Project Definition, the Project Approach and The Project Management
Team Structure, which were originally created in SU process.

From the IP process we have the Business Case and the Four Management Strategy documents,
which are Quality, Configuration Management, Risk and Communications.

The Project Plan, the Project Controls, and information on how PRINCE2 will be tailored to suit the
project also are a part of the Project Initiation Documentation.

Q58: Which document contains the following information: Describes how the project will be
monitored and controlled, tolerances between the different management levels, number of stages,
and the frequency of reporting between the Project Manager and Project Board.

A58: This is the Project Controls document.

Q59: Which document contains the following: A plan that describes each benefit and defines how
and when a benefit will be available and how to measure it.
A59: This is the Benefits Review Plan.

Q60: Which process normally happens after the Controlling a Stage process and can also happen
after the IP process?
A60: This is the Managing a Stage Boundary process, also known as the SB process.

Q61: The outputs of this process are the End Stage Report and the Next Stage Plan. Which
process am | referring to?

A61: The main outputs of the SB process are normally the End Stage Report and the Next Stage
Plan; otherwise it is the Exception Plan

Q62: What is the 2nd Control point for the Project Board? You can see this by looking at the
Process Model Diagram.

A62: Authorize a project is the 2nd Control Point and 2nd Activity for the Project Board. This is
where they evaluate the information in the Project Initiation Documentation and decide if the project
can continue or not.

Q63: Who gives authorization for the project to start and for the first stage after the IP stage to
begin?

A63: The Project Board gives two authorizations; they are: 1) Authorize the project so the project
can start, and 2) Authorize Stage or Exception Plan. They also approve the Project Initiation
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Documentation and give a Notification to the Corporate or Programme Management that the
project has started.

Q64: Who does most of the work in the Controlling a Stage process?

A64: Most of the work performed in the Controlling a Stage process is performed by the Project
Manager. You can see from the diagram that the Controlling a Stage process is in the Management
level.

Q65: How many times does the “Controlling a Stage Process” normally happen in a project?

A65: This is a trick question as each project will be different and can have from two to many
stages. The number of stages depends on a number of factors, including the complexity of the
products to be produced.

Q66: What process does the Controlling a Stage process work with to deliver the specific
products?

A66: The controlling a stage process works with the Managing Product Delivery process to create
and deliver the specific products. The project was started to create the specific products, which are
the products that users want from the project.

Q67: What contains information on one or more products to be developed, which includes such
information as product descriptions, planning data, and constraints? This becomes the agreement
between the Project Manager and the Team Manager.

AG67: This is the Work Package.

Q68: Who creates the Team Plan to create the products in the Managing Product Delivery
process?
A68: The Team Manager creates the Team Plan and the Project Manager can review them.

Q69: What is the name of the report created by the Team Manager on a regular basis to keep the
Project Manager up to date on the progress of the product development?

A69: This is the Checkpoint Report. It is a progress report of the information gathered at a
Checkpoint meeting.

Q70: For smaller projects where there is no Team Manager, who do the Team Members report to?
A70: The Team Members will then report directly to the Project Manager.

Q71: Name two of the four outputs from the MP process?
A71: The four main outputs of the MP process are:
e Team Plan: This plan is prepared by the Team Manager and is the first output.
e Checkpoint Reports: These are regular reports from the Team Manager to the PM
e Quality Register: This register is updated, as each product is tested after development by
the testers. The Quality Register is also used by the Project Manager to check on
progress.
e Completed Work Package: This is the name given to the group of completed products that
are handed back to the Project Manager.

Q72: What is the name of the report that is sent by the Project Manager on a regular basis to the
Project Board during the Controlling a Stage process?

A72: This is the Highlight Report. It provides a summary of the stage versus the stage plan, and
also information on tolerances, potential issues, products completed, next work packages and
corrective actions.

Q73: What is the name of the report created by the Project Manager and sent to the Project Board
only if the current stage is forecast to go out of focus so that there is an issue to report?

A73: The name of this report is the Exception Report. It provides an overview of why the stage will
most likely go out of tolerance, and then includes different options to get the project back on track
and assess the impact on the Business Case, as this issue will most likely increase the cost of the
project.
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Q74: If the Project Board agrees with the recommended option in the Exception Report, what will
they request next?

A74: The Project Board will request an Exception Plan, which will replace the current Stage Plan
and therefore allow the Project Manager to complete the current stage.

Q75: Why do you think the Project Plan is updated in the Stage Boundary process?
A75: The Project Plan should always be updated during the project to show the true status or
actual progress of the project. The best time to do this is at the end of each stage, which is the
Stage Boundary process. So if you look at the Project Plan at the end of the Stage Boundary
process you will see:

e Exactly what products have been developed to date

o A forecast for the rest of the project, including a forecast for the next stage.

Q76: What is the name of the report from the Managing a Stage Boundary process that provides a
detailed report on the results of the Current Stage and compares the stage performance to the
Stage Plan?

A76: This is the End Stage Report.

Q77: Why is the business case updated in the SB process?

A77: Atthe end of a stage, it is a good time to update the Business Case and check if the project
is still viable and worth doing. From a business case point of view, you are interested to know if the
project cost will increase or decrease and how this will affect the business case. So it is a good
time to evaluate the business case after updating the Project Plan, which is also updated in the SB
process, as the timescale and cost information may have changed.

Q78: What do we mean by the “Exception Plan” in the Directing a Project activity?
A78: The Project Board can do one of two things in this activity:
e They can Authorize the Next Stage; this happens if the current stage has been done
correctly and if they agree with the next Stage Plan; or
e They have to Authorize an Exception Plan to allow the Project Manager to complete the
current stage.

Q79: In small projects, can the “Authorization a Stage or Exception Plan” activity be less formal?
A79: Yes, in small projects this activity can be a lot less formal. In fact, the Project Manager can
just arrange a meeting with the Executive to discuss the necessary topics.

Q80: Which 3 documents that are continually updated during the project would the Project Board
also view and consider during the “Authorization a Stage or Exception Plan” activity? (Tip: These
are updated during the Stage Boundary process by the Project Manager and one of these is a
register.)

A80: The 1st is the Project Plan, so the Board can compare where they are in the project, as
compared to the original plan. The 2nd is the Business Case, as the Executive needs to know that
the project is still worth doing. The 3rd is the Risk Register, as these will change throughout the
project and therefore will affect the project.

Q81: If the Project Board approves the Exception Plan, will the Project Manager start a new Stage
or complete the current stage?

A81: The objective of the Exception Plan is to complete the current stage. The Exception plan will
be necessary if the stage project went out of tolerance (e.g.: 20% more billable days than
expected) and the Project Manager has to get permission from the Project Board to complete the
current stage.

Q82: What process follows the Controlling a Stage process in the final stage after all products have
been delivered?

A82: The last Controlling a Stage process in the final stage is followed by the Closing a Project
process instead of the Managing a Stage Boundary process.

Q83: Does the Project Manager close the Project or Prepare the Project for closure in the Closing
a Project process?
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A83: The Project Manager will take the necessary actions to prepare for project closure. Only the
Project Board can actually close a project.

Q84: What is the name given to the instruction from the Project Board to shut down the project
before its expected end date?

A84: This is referred to as a Premature Closure. It is a notification sent from the Project Board to
the Project Manager to prepare the project for closure; this can happen anytime in a project.

Q85: Can you think of an example where the Project Board might issue a Premature Closure?
A85: There is no one answer to this question: However, you should compare your answer to the
examples to confirm that you are on the right track:

e.g.: An important point of the Business Case was to be the first company on the market with
a new product, but the Project Board found out that a competitor will release a similar product 3
months earlier, so they will stop the project.

e.g.: The EC may have passed a new environmental law that will become active in 6 months
and a large environment tax will be placed upon all products that don't meet these specifications.

e.g.: A civil war broke out in the main country where the raw material comes from; therefore,
prices have more than doubled. The price is not expected to drop for at least two years.

I hope you like these examples.

Q86: In the Closing a Project Process, what does the Project Manager do with all the Lessons that
have been learned in the project and have been documented in the Lessons Log?

A86: These lessons are placed in the Lesson Report document so they can be passed on and
shared with future projects.

Q87: Which report is created by the Project Manager in the Closing a Project process and
compares the project performance or project actuals with the original project objectives that are
listed in the Project Initiation Documentation?

A87: This is the End Project Report. It is shown as the ERP document in the diagram.

Q88: Why is the Benefits Review plan updated in the Closing a Project process?
A88: The expected benefits listed in the Business Case confirming that the Benefits have been met
during the project is an important control for the Project Board. The Senior User has the task of
confirming that benefits have been delivered to the Project Board during the project, but what
happens to the Benefits that won't be realized until after the project has been put into production?
e.g.: the project could have been to create a new Sales application for the company and one
of the benefits would be to have 20% of the orders via the Web. This will not be realized until the
project is complete and the product is in production for some time. So, the project manager or the
Senior User can update the Benefits Review plan to show what benefits have already been
realized and plan when the benefit review actions will take place after the project has completed:
e.g.: in 6 months or 1 year’s time.

Q89: What is the name of the document created in the Closing a Project process that includes
information on outstanding issues that are taken from the Issue and Risk Log and require follow-up
action after the project has ended?

A89: This is the Follow-Up on Actions recommendation and it is given to the group who will provide
support or maintenance to the products after the project is complete.

Q90: What documents do you think the Project Board review or approve in the final activity
“Authorize a Project Closure”? (Tip: Just think of the documents that the Project Manager gives to
them at the end of the Closing a Project process.)
A90: The Project Board does the following:
1. Review the End Project Report and compare them to the original plan.
2. Review the Lessons Report and pass it on so it can benefit future projects.
3. Review and approve the Benefits Review plan, as reviewing the benefits will continue to
be done after the project shuts down.
4. Confirm that the project has met the Business Case by comparing the current Business
Case to the original one and comparing Benefits, Cost, Risks and Return on Investment.
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Q91: What is the very last thing that the Project Board does during the “Authorize a Project

Closure” activity?
A91: The Project Board issues the Project Closure Notification, which will announce to all

stakeholders that the project will end on a certain date.
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Appendix A

Exercise Sheets

e A number of exercise sheets have been provided.
e You can get these exercise sheets from our website (link).
e See under the menu “Free Downloads” & select “Process Model Exercises”

Exercise 1: Line Direction — Add Arrows

Q:_ . By Frank Turley
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Exercise 2: Add Management Products and Notifications
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Appendix B

Simple Glossary

Acceptance Criteria

A list of criteria that the final output of the project must satisfy for the customer to accept it. Just
imagine a list of criteria arranged in the order of importance in a spreadsheet. Each entry should be
discussed and confirmed by both the customer and the supplier. Throughout the project, the
acceptance criteria can be refined and changed, but in the end, only when all the criteria are met
and each box is ticked off can the project can be closed.

Baseline

Once a product is baselined, it becomes a fixed reference for subsequent versions of the same
product. For example, the Project Plan is defined, agreed and signed off at the start of the project.
The Project Plan will be updated during the project to show what has been done. The Project
Board can compare the baselined Project Plan with the current project plan to see how well the
project is going as compared to the original expectations.

Another example: A mailing list for an event has been approved and will be baselined and given a
version number, so it cannot be changed. If changes need to be made to it, then a new version of
the mailing list must be created, as the baselined version cannot be changed.

Business Case

A document that explains the reasons for the project, in terms of cost, risks and benefits. It explains
in detail why the project should be done and why the final outcome is desired. During the project
lifetime, whenever a risk appears, the odds should be weighed against the Business Case to check
if the benefits still exist within the expected time and cost constraints.

For example, if a company is running a project to develop and implement a new CRM application,
the Business Case should include the improved efficiency for client management so more clients
could be handled within a certain period of time.

Another example: During the project, an important new requirement has been added to the project.
A new feature will be added to allow users to see if items they wish to order are in stock. This
connection to the stock application will cost an extra €30,000, so the business case must be
updated to reflect this increase in cost and see if the project is still worth doing.

Communication Management Strategy

It defines the method and frequency of the information exchange. During the start-up, the traffic of
communication and reporting may be higher. The Communication Management Strategy provides
an organized approach to deliver reports on a timely basis to those who need the information for
decision-making and/or other purposes.

E.g.: The Communication Management Strategy document may show that it has been agreed that
the Project Manager will send a two-page Highlight Report to the Project Board every two weeks
on a Thursday morning in a certain format.

Customer

The customer will specify the desired outcome of the project; will be the owner of the final product
of the project; will be representative to those who are going to use the final product; and will
probably pay for the project. Remember PRINCE2 is based on a Customer/Supplier environment
and both will be represented on the Project Board.

The term “Customer” can also refer to both User and Business interests.

Output

Outputs refer to the products that are delivered to the customer/user, and they are the reason why
the project is done. There are two kinds of products in a PRINCE2 project: Specialist products and
Management products.
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Specialist products are the outputs of the project and are given to the users. Management products
are created for the purpose of managing the project, e.g.: Project Plan, Business Case. These are
never given to users.

End Project Report

The End Project Report is the Project Manager’s report to the Project Board that confirms delivery
of outputs to the customer; provides an overview of what went well and not so well, a review of the
benefits as compared to the expected benefits that were listed in the Business Case, and a review
of how well the project went according to the Project Plan. It can also confirm that products have
been accepted by the customer.

End Stage Report

The Project Manager's report to the Project Board that provides information on project performance
during each stage and the overall project status up to that point. It will also include a review of the
benefits reached so far, and a review of the Issues and Risks. An End Stage Report should contain
a forecast for the next stage. This will help the Project Board to decide whether to continue the
project or not. This can be a structured document, an email or a few slides.

Executive

The Executive is the chairperson of the Project Board, and represents the Customer. He or she is
responsible for the Business Case, and is the person responsible to ensure the project satisfies its
goals and delivers the intended benefits. The Executive is also responsible for making sure the
project runs within the framework of the Business Case and has the final say in the Project Board.

*Follow-Up on Action Recommendations
A report created by the Project Manager at the end of a project that puts together
recommendations on how to handle incomplete outputs, ongoing issues that are taken from the
Issue Register, and existing risks. E.g.: unfinished work, possible activities that should be done for
some products. As you can imagine, this can be very important for the persons who are going to
take over the maintenance of the products.

Highlight Report

A report on the stage progress prepared regularly by the Project Manager for the Project Board.
The frequency for this report is indicated in the Communication Management Strategy, e.g.: It may
be agreed that the Project Manager will send this every two weeks on a certain day and with a
specific format, which can be a 2- or 3-page overview.

The report can confirm that the stage runs within tolerances and the Project Manager can also
point out any foreseeable problems.

Issue

Any event related to the project that has already happened and requires the intervention of the
Project Manager or higher management. All issues that need to be handled formally will be first
examined and classified into one of three types of issues, and then entered into the Issue Register.
The three categories for an issue are: 1) a request for change, 2) an off-specification (something
that the supplier was not able to do as planned), and 3) a problem or a concern.

Issue Register

A log that captures and keeps track of all formal issues. It is regularly monitored by the Project
Manager throughout the project. Just imagine a spreadsheet where each line is an issue and there
are columns for Issue ID, Issue Type, Date Raised, Raised By, Description, Current Status, and
Close Date.

Lessons Report

A document that lists the lessons gained during the project. It helps to avoid possible mistakes and
to repeat positive actions in future projects. Any important lessons that can be applied to future
projects should be listed in the Lessons Report. This report is created by the Project Manager
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using information from the Lesson Log and given to the Project Board always at the end of the
project. In large projects, it can also be created at the end of a stage.

Product

Any input to a project or output produced during the project. A PRINCE2 project creates two kinds
of products, Specialist products and Management products. The creation of the specialist
products is the reason that the project was started and these are the products that will be given to
the users. Management products are documents used solely for the purpose of communication
among the project management team and managing the project. E.g. Project Plan, Business
Case, so the Users are only interested in the Specialist products.

Product-based planning
A PRINCE?2 technique used to create a detailed plan that focuses on the required products before
even thinking about activities. There are four steps in Product-Based Plan:

Step 1: Write the Project Product Description: Just imagine the information you might see on a
web site about a laptop: Laptop Overview, Laptop Specifications and Features (including
information on Quality).

Step 2: Create Product Breakdown Structure: This is a sorted list in a diagram of all the parts
that make up the laptop, such as keyboard, mouse, memory, motherboard, hard-drive and case.
You may put keyboard & mouse under a branch labeled as Input devices.

Step 3: Write a Product Description for each part mentioned in the Product Breakdown
structure: For example, Hard-drive: overview information, specifications, features and quality
information.

Step 4: Create Product flow diagram: This defines the sequence in which the Project Product
will be created. E.g.: A new Laptop prototype — You may decide to start with products that are
manufactured in house and add products that are outsourced. The flow diagram must represent
the sequence of how the product will be created.

Product Breakdown Structure
A ranking list of all the products defined in the plan. The plan is broken down into its major products
and these products are listed in priority according to their dependencies.

E.g.: A Laptop Prototype: You would list and link all the parts that make up the laptop in a diagram,
such as keyboard, mouse, memory, motherboard, hard-drive and case. You might place keyboard
& mouse pad under a branch labeled Input devices, and you may have another branch for external
connection adapters, such video, USB, power, network, and earphone.

This can either be a top-down diagram or you can use a Mind-map.

Product Checklist
A list of all the major products to be produced, along with their dates of delivery.

Imagine a spreadsheet with a number of columns like Product ID, Product Title, Product
Description Approved Date, Draft Ready Date — Plan & Actual, Quality Check Date — Plan & Actual,
and Approved Date — Plan & Actual.

This checklist is a great way to see how the project is progressing. Some Project Managers use
this as their main document for this purpose.

Product Description

Information on the product’s purpose, composition, derivation and quality criteria. A product is
defined as soon as its need is identified. Technical products, as well as management products,
should have product descriptions.
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E.g.: Think of a Product Description for the hard drive of a Laptop. You will have an Overview
description: e.g., Features, Specifications, Quality Requirements (and how this will be tested), and
a list of parts.

Product Flow Diagram
A diagram showing the order of production and the prerequisites for each product defined in the
Product Breakdown Structure.

E.g.1: Imagine you are building a new prototype laptop: The Product Flow Diagram may show that
you start with the bottom casing and then add the metal linings, the motherboard and the rest of the
parts in sequence until the laptop is built.

E.g.2: Think of an instruction diagram that comes with a flatpack piece of furniture from IKEA. This
is also a sequence of steps to create a product.

Project Assurance

The Project Board is responsible for monitoring the project’s performance in the user, supplier and
business areas. To achieve this, the Board may decide to delegate its assurance functions to
another entity to make sure the project runs smoothly.

The best way to explain Project Assurance is to look at why we need it. The Project Manager may
be hiding information or providing misinformation to the Project Board; therefore, the Project Board
needs an independent view of how the project is really going so they can check if the products
reported to be created have actually been created. This is Project Assurance.

Project Brief

A document that contains the following information collected during the Pre-project process “The
Starting up a Project”. The Project Definition includes background information, time, cost, quality &
scope; and an Outline of the Business Case; Project Description; Project Team Structure and
Project Approach.

It is used by the Project Board to decide if they will continue with the initiation stage of the project
and therefore spend money; this is their first decision. It is not updated during the project.

Project Initiation Documentation

A set of documents that contain essential information to start the project; in other words, the
documents that were created during the Initiation Stage that describe how the project will be done
in detail. It includes the Project Plan, Business Case, 4 Strategy Documents, Risk Register, and
Team Structure, among others.

The Project Board reviews the Project Initiation Documentation in order to authorize the start of the
project. It is also used to communicate the project to its stakeholders. The documents in the Project
Initiation Documentation are subject to change throughout the project. After each change, every
document is baselined for future comparison. A good way to think about the contents of a PID is to
think of the Themes.

Project life cycle

The time between the start of the project and the acceptance of the product or the close of the
project. Therefore, follow-up maintenance and support is not part of the project life cycle but
happens after the project has closed.

Project management

The conducting of the project by planning, delegating, monitoring and controlling all sides of the
project in view of the project objectives by creating the project plan and then running the project
according to this plan. This includes the management of the human and nonhuman resources
within the limits of time, cost and quality.

Project management team
Defines the total management structure of the project from top to bottom, from the Project Board to
the Project Manager to the Team Managers and the support staff. It is a temporary structure solely
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established to manage the project to a successful conclusion. The Project Management Team is
disbanded at the end of the project.

Project Manager

The person appointed by the Project Board to manage the daily progress of the project to deliver
the end product within the limits set by the Board or, in other words, to run the project according to
the project plan as efficiently as possible, for example, by looking for opportunities to speed up the
project and reduce cost.

Project mandate

Information provided by the upper management outlining what is desired from the project. This is
an external document and is used as an input for the Starting up a Project process. This can be an
email, an internal memo, or a structured document. The project mandate can contain some basic
information on the business case, project tolerances, reasons for the project, who the executive
should be, and risk information.

The information in the project mandate document is expanded into the Project Brief in the Starting
up a Project process.

Project Plan

A control document for measuring progress. It shows the required products of the project, their
delivery dates and cost, as well as the quality objectives and how these will be achieved. It is not
just a Gantt chart but it contains product descriptions, product breakdown structure, responsibilities,
how stages are used, lessons, how the project will be controlled, tolerances, and quality
information.

Quality Management Strategy

A plan of action that defines the quality requirements and the control methods for all the products in
the project. This document also confirms how the quality systems from the customer and supplier
are going to be applied in the project. This is created at the Initiation Stage and becomes a part of
the Project Initiation documentation.

Quality

A product’'s ability to satisfy its intended properties by meeting expectations, requirements and
specifications. One of the first questions you should ask when defining the Project is what quality is
expected. For example, if you are developing a CRM system, some quality questions would be:
How easy should the product be to use? What percentage of features should work when launched
(this could be 99%)? The time delay to carry out specific activities, such as a search.

Documenting the quality requirements really helps to define the project product and therefore the
project.

Risk

An event that, if it occurs, may have a positive or negative effect on the project’'s objectives. Risks
are constantly reviewed during the project using the Risk Register. As projects are unique in
nature, they will have risks, and these need to be managed.

Risk Register

A log of possible risks that the project faces, this is kept up to date during the project by the Project
Manager. Imagine a spreadsheet with the following columns: Risk ID, Risk Author, Date
Registered, Risk Category, Risk Description, Impact, Proximity, Risk Status, Risk Owner.

Senior Supplier

Senior Supplier is a Project Board role that represents the interests of those who are going to
deliver the desired products. The supplier can be an in-house department or an external company.
Their main concern throughout the project is “Can it be done?” and “Can it be done within the
agreed time and cost and quality?”

Senior User
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The Senior User is a Project Board role that represents the future users of the project’'s product.
They represent the Users’ Interests. The Senior User is responsible to ensure that the product
satisfies the quality and functionality requirements of the user. Their main concern throughout the
project is “Will it Work as expected?”

Stage Plan:
A Stage Plan is created by the project manager and has a similar structure to the Project Plan, but
differs in two ways:

1) The project plan is very high-level, while the stage plan is much more detailed -- for example,
it can show what has to be done day to day.

2) The project plan lists all products that will be produced during the project, while the stage
plan is focused just on the products that will be created during a particular stage.

Stages (Management Stages and Technical Stages)

Management Stage: The section of a project that the Project Manager is managing on behalf
of the Project Board at any one time, at the end of which the Project Board will wish to review
progress to-date, the state of the Project Plan, the Business Case and risks, and the next Stage
Plan in order to decide whether to continue with the project.

Technical Stage: A method of grouping work together by the set of techniques used or the
products created. This results in stages covering elements such as design, build, and
implementation. Such stages are technical stages and are a separate concept from
management stages.

There are two types of stages Management Stages and Technical Stages.

Management Stages: A PRINCE2 project is divided into stages and each stage is separated by
a decision from the Project Board to continue to the next stage or not.

A Technical Stage is a grouping of a certain set of techniques used in the development of the
product.

One difference is that Management Stages can never overlap while the Technical Stages can,
e.g.: Designing, Building and Training may overlap.

So how can the Project Manager manage Technical Stages from PRINCE2?
The PRINCE2 Project Manager uses Management Stages so they see which products are
created in the Technical Stages and place these in the corresponding Management Stage.

E.g.: There may be a Training Technical stage that spans two Management Stages, and the
final output is approved training material. So the Project Manager looks to see how they can
divide this work into two separate Management Stages. A solution can be to split the product
into 2 products, a first product could be Draft Training and the complete product could be
the Approved Training Material. Therefore, the Draft Training product could be produced in
the first Management Stage, and the Approved Training Material product is produced in the next
Management Stage. (See page 106 for more information on this.)

Team Plan

A Team Plan is created by the Team Manager to plan the execution of the activities that are agreed
with the project manager. Team Plans are optional. These activities are grouped together into Work
Packages and a Team Plan can be for one or more Work Packages.

PRINCE2 does not provide a format for a Team Plan and the Team Manager can use a simple task
list in Excel, MS Project, or could create a plan that looks like a stage plan. In most projects the
Project Manager may request to review the Team Plan to get a better idea of how the work will be
done.

Tolerance
The estimated time and cost allowance in the project plan to tolerate possible deviations without
the need of the Project Board intervention. Imagine if there was no tolerance in a project. For every
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small issue that the Project Manager would have, they would contact the Project Board. This would
happen many times each day and the Project Board would end up running the project.

The Project Board members are very busy and don't want to be bothered every hour by the PM, so
they give them tolerances for time, cost, quality, benefits, scope and risk, and let the Project
Manager get on with it. They are told to alert the Project Board only if it has been forecast that the
project could go above one of these tolerances.

User(s):
The end users of the project’s final deliverable; they will receive the benefits of the project.

Work Package:

Work Packages are a way for the Project Manager to group work activities together and assign
work to a team or Team Manager to produce one or more products. A Work Package is therefore a
set of information about one or more required products. A Work Package can contain the following:
a Work Package description, product descriptions, techniques to be used, tolerances, date of
agreement between PM and TM, how the TM will report to the PM, and Quality information.
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