Minimum Requirements for Themes

Business Case

To be following PRINCE2, a project must, as a minimum:

create and maintain a business justification for the project; usually a business case (PRINCE2’s
continued business justification principle)

review and update the business justification in response to decisions and events that might
impact desirability, viability or achievability of the project (PRINCE2’s continued business justification
principle)

define the management actions that will be put in place to ensure that the project’s outcomes
are achieved and confirm that the project’s benefits are realized (PRINCE2’s continued business
justification principle)

define and document the roles and responsibilities for the business case and benefits
management (PRINCE2’s defined roles and responsibilities principle).

PRINCE2 requires that two products are produced and maintained for the business case theme:
Business case Provides the costs, benefits, expected dis-benefits, risks and timescales against
which viability is justified and continuing viability is tested. It is acceptable to use an alternative
document such as a corporate business plan to replace the business case for part of the project
lifecycle.
Benefits management approach Defines the management actions that will be put in place to
ensure that the project’s outcomes are achieved and confirm that the project’s benefits are realized.

Organization

To be following PRINCE2, a project must, as a minimum:

define its organization structure and roles. This must minimally ensure that all of the
responsibilities in PRINCE2’s role descriptions are fulfilled (PRINCE2’s defined roles and
responsibilities principle)

document the rules for delegating change authority responsibilities, if required

define its approach to communicating and engaging with stakeholders.

PRINCE2 requires that two products are produced and maintained for the organization theme:
PID In the context of the organization theme, this provides the single source of reference for how
the project is to be managed. The PID sets out the project management team structure and roles.
Communication management approach This describes the means and frequency of
communication to stakeholders both internal and external to the project.

Both these products should be created during the initiating a project process.
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Quality

To be following PRINCE2, a project must, as a minimum:
define its quality management approach. This approach must minimally cover:
the project’s approach to quality control
the project’s approach to project assurance
how the management of quality is communicated throughout the project lifecycle
the roles and responsibilities for quality management (PRINCE2's defined roles and
responsibilities principle)
specify explicit quality criteria for products in their product descriptions (PRINCE2’s focus on
products principle)
maintain records to provide evidence that the planned quality activities have been carried out,
and summarize those activities that are planned or have taken place in some form of quality register
specify the customer’s quality expectations and prioritized acceptance criteria for the project in
the project product description
use lessons to inform quality planning, the definition of quality expectations and quality criteria
(PRINCE2’s learn from experience principle).

PRINCE2 requires that two products are produced and maintained:

Quality management approach A quality management approach describes how quality will be
managed on the project. This includes the specific processes, procedures, techniques, standards and
responsibilities to be applied.

Quality register A quality register is used to summarize all the quality management activities that
are planned or have taken place, and provides information for the end stage reports and end project
report.

Plans

To be following PRINCE2, a project must, as a minimum:

ensure that plans enable the business case to be realized (PRINCE2’s continued business
justification principle)

have at least two management stages: an initiation stage and at least one further management
stage. The more complex and risky a project, the more management stages that will be required
(PRINCE2’s manage by stages principle)

produce a project plan for the project as a whole and a stage plan for each management stage
(PRINCE2’s manage by stages principle)

use product-based planning for the project plan, stage plans and exception plans. It may be
optionally used for team plans. PRINCE2 recommends steps for product-based planning although
alternative approaches may be used. PRINCE2 recommends steps for defining and analysing the
products to produce a product breakdown structure, although alternative approaches may be used

produce specific plans for managing exceptions (PRINCE2’s manage by exception principle)

define the roles and responsibilities for planning (PRINCE2’s defined roles and responsibilities
principle)

use lessons to inform planning (PRINCE2’s learn from experience principle).
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PRINCE2 requires that four products are produced and maintained:

Project product description A description of the overall project’s output, including the customer’s
quality expectations, together with the acceptance criteria and acceptance methods for the project.
As such it applies to a project plan only.

Product description A description of each product’s purpose, composition, derivation and quality
criteria.

Product breakdown structure A hierarchy of all the products to be produced during a plan.

Plan Provides a statement of how and when objectives are to be achieved, by showing the major
products, activities and resources required for the scope of the plan. In PRINCE2, there are three
levels of plan: project, stage and team. In addition, PRINCE2 has exception plans, which are created
at the same level as the plan they are replacing.

PRINCE2 recommends, but does not require, that an additional product is created and maintained:
the product flow diagram. This is a diagram showing the sequence of production and
interdependencies of the products listed in a product breakdown structure.

Risk

To be following PRINCE2, a project must, as a minimum:
define its risk management approach, which must minimally cover:
how risks are identified and assessed, how risk management responses are planned and
implemented and how the management of risk is communicated throughout the project
lifecycle
assessing whether identified risks might have a material impact on the business
justification of the project (PRINCE2’s continued business justification principle)
the roles and responsibilities for risk management (PRINCE2’s defined roles and
responsibilities principle)
maintain some form of risk register to record identified risks and decisions relating to their
analysis, management and review
ensure that project risks are identified, assessed, managed and reviewed throughout the project
lifecycle
use lessons to inform risk identification and management (PRINCE2’s learn from experience

principle).

PRINCE2 requires that two products are produced and maintained:

Risk management approach Describes how risk will be managed on the project. This includes the
specific processes, procedures, techniques, standards and responsibilities to be applied.

Risk register Provides a record of identified risks relating to the project, including their status and
history. It is used to capture and maintain information on all the identified threats and opportunities
relating to the project.

Both of these products should be created during the initiating a project process. The risk
management approach should be reviewed and possibly updated at the end of each management
stage. The risk management approach will define how and when the risk register is reviewed and
updated.
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Change

To be following PRINCE2, a project must, as a minimum:
define its change control approach. This approach must minimally cover:
how issues are identified and managed
assessing whether identified issues might have a material impact on the business
justification of the project (PRINCE2’s continued business justification principle)
the roles and responsibilities for change control (PRINCE2’s defined roles and
responsibilities principle), including a defined change authority
define how product baselines are created, maintained and controlled
maintain some form of issue register to record identified issues and decisions relating to their
analysis, management and review
ensure that project issues are captured, examined, managed and reviewed throughout the
project lifecycle
use lessons to inform issue identification and management (PRINCE2’s learn from experience
principle).

PRINCE2 requires that the following products are produced and maintained:

Issue register Captures and maintains information on all the issues that are being formally
managed.

Change control approach Identifies how, and by whom, the project’s products will be controlled
and protected.

If the issue register does not contain sufficient detail (e.g. for the options appraisal, recommendation
and decision), then a separate issue report can be used but this is an optional management product.

Progress

To be following PRINCE2, a project must, as a minimum:

define its approach to controlling progress in the PID

be managed by stages (PRINCE2’s manage by stages principle)

set tolerances and be managed by exception against these tolerances (PRINCE2’s manage by
exception principle)

review the business justification when exceptions are raised (PRINCE2’s continued business
justification principle)

learn lessons (PRINCE2’s learn from experience principle).

PRINCE2 provides progress control through:

delegating authority from one level of management to the level below it

dividing the project into management stages and authorizing the project one management stage
at a time (PRINCE2’s manage by stages principle)

time-driven and event-driven progress reporting and reviews

raising exceptions (PRINCE2’s manage by exception principle).
The project’s controls should be documented in the PID.
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Theme Risk

The Risk Management Procedure:

Communicate ‘

Risk Responses:

Response options Use
Avoid a threat This option is about making the uncertain situation certain by removing the risk. This can often be
Exploit an opportunity achieved by removing the cause of a threat, or by implementing the cause of an opportunity.

This option may be adopted for no extra cost by changing the way the work is planned. More often though,
costs will be incurred in order to remove all residual risk for threats and opportunities. Where costs are
incurred these must be justified (i.e. the cost of response is warranted to make the situation certain).

Reduce a threat This option involves definite action now to change the probability and/or the impact of the risk. The term
‘mitigate’ is relevant when discussing reduction of a threat (i.e. making the threat less likely to occur and/

Enhance an opportuni
Ppo ty or reducing the impact if it did).

Enhancing an opportunity is the reverse process (i.e. making the opportunity more likely to occur and/or
increasing the impact if it did). Again, because this option commits the organization to costs for reduction/
enhancement now, response costs must be justified in terms of the change to residual risk.

Transfer the risk Transfer is an option that aims to pass part of the risk to a third party. Insurance is the classic form of
(threat or opportunity) transfer, where the insurer picks up the risk cost, but where the insured retains the impact on other
objectives (e.g. time delay).
Transfer can apply to opportunities, where a third party gains a cost benefit but the primary risk taker
gains another benefit, but this is not a commonly used option whereas transfer of threats is commonly used.

Once again, the cost of transference must be justified in terms of the change to residual risk; is the
premium to be paid worth it? It is important to note that some elements of risk cannot be transferred,
although an organization may choose to delegate the management of the risks to a third party.

Share the risk (threat or Share is an option that is different in nature from the transfer response. It seeks multiple parties, typically
opportunity) within a supply chain, to share the risk on a pain/gain share basis.
Rarely can risks be entirely shared in this way (for example, the primary risk taker will always need to
protect its brand and reputation), but this can be a successful way of encouraging collaboration on risk
management activities, particularly in programmes and projects.

Accept the risk (threat or ~ The accept option means that the organization ‘takes the chance’ that the risk will occur, with its full
opportunity) impact if it did.
There is no change to residual risk with the accept option, but neither are any costs incurred now to
manage the risk, or to prepare to manage the risk in future. An example would be the risk to profitability as
a result of currency fluctuations. An organization may decide to take the chance and not engage in any
hedging or other provision to protect margins from wide variation in rates. This option would not be appropriate
if the risk exposure exceeded the risk tolerance threshold for the organizational activity in question.
Note that in a case such as currency fluctuations where the impact could be positive or negative, this is
actually two risks, because a risk is the relationship between the uncertain event and the impact of that
event. There is a risk leading to loss and a risk leading to gain. Framing the uncertainty as two risks allows
for different responses to each part.

Prepare contingent plans This option involves preparing plans now, but not taking action now.
(threat or opportunity) Most usually associated with the accept option, preparing contingent plans in this instance is saying: ‘We
will accept the risk for now, but we’ll make a plan for what we'll do if the situation changes.” This option
applies equally to other responses and is often referred to as a 'fallback’ plan (i.e. what we will do if the
original response does not work). Fallback plans apply to all other strategies, even avoiding a threat and
exploiting an opportunity, because the plan to avoid/exploit may not be successful despite good intentions.
This option is important because it incorporates future managerial flexibility for a committed cost that is

smaller than investing in more proactive strategies. This does not mean that investing now to respond to a
isk is wrong, but such investments do need to be cost-justified as previously mentioned.




Theme Quality

Quality Audit Trail:

From customer Project response

Customer's
quality expectations

description approach
Quality components
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Theme Change

Issue and Change Control Procedure:

Project board/change authority
Request for advice Request for advice/
exception report
Capture Propose Implement
® Determine ® Assess impact ® |dentify ® FEscalate ® Take
issue type on project options if beyond ooryective
® Determine objectives/ ® FEvaluate ea et g
- business case : authority
severity/ P options ® Update records
priority L, ® Approve, and plans
risk profile ® Recommend T
® Register/log . options el il
the i ® Check severity/ recommended
L priority option
Y / Y Y Y

Daily log or issue register

Project Board Decisions:

Request for change

Approve the change.
Reject the change.

Defer decision.

Request more information.

Ask for an exception plan (if the request for change
cannot be implemented within the limits delegated to
the change authority).

If a request for change involves extra cost, there are
three principal ways to fund it:

® use the change budget (if being used and of
sufficient size)

® request that corporate, programme management
or the customer increase the project budget

© de-scope other elements of the project.

Tolerance should not be used to fund requests
for change.

Off-specification

Grant a concession.

Instruct that the off-specification be resolved.
Defer decision.

Request more information.

Ask for an exception plan (if the concession cannot
be granted within the limits delegated to the
change authority).

The project board may decide to accept the
off-specification without immediate corrective action.
This is referred to as a concession. When a product
is granted a concession, the product description will
need to be revised before the product is handed over
to the user.

Problem/concern

Provide guidance to enable the project manager to
solve the problem.

Ask for an exception plan.

Could the problem/concern be resolved by relaxing
the stage tolerances?
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Theme Plan

How PRINCE2’s plans relate to each other:

Influenced by

Dependent on

PRINCE2’s recommended approach to product-based planning:
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=
©
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<

Designing a plan

Defining and analysing the products

Identifying activities and dependencies

Preparing estimates

Preparing a schedule

Documenting a plan

= Exception plans

(as necessary)

Prerequisite

\

Repeated for:

>. ® Project plan
® Stage plan

® Team plan (optional)
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PRINCE2’s recommended approach to defining and analysing the products:

Writing a project product description

Creating a product breakdown structure

Writing product descriptions

Creating a product flow diagram

For project plan only

\

>- For all levels of plan
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