
NICS Centre of Expertise 

for Programme and Project Management
Generic PPM Templates

[image: image5.png]Department of

Finance and
Personnel

www.dfpni.gov.uk





Project Name

PROJECT INITIATION DOCUMENT

V0.1

Document History

Document Owner

The owner of this document is:

Document Location
This document is only valid on the day it was printed and the electronic version is located …

Document Status

The current status for this document is DRAFT

Revision History

Date of next revision:

	Version number
	Revision date
	Previous revision date
	Summary of changes
	Changes marked

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Approvals
This document requires approvals to be signed off and filed in project files

	Name
	Signature
	Responsibility
	Date of issue
	Version

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Distribution
This document has been distributed as follows

	Name
	Responsibility
	Date of issue
	Version

	
	
	
	

	
	
	
	


Contents.

3I
Introduction.

Introductory Note.
3
Purpose of this document.
4
II
Project Approach.
5
Approach.
5
III
Project Definition.
7
Objectives.
7
Project Scope.
7
Project Deliverables.
8
IV
Project Organisation.
10
Overall Project Organisation.
10
Roles and Responsibilities.
10
The Project Board (PB).
11
The Project Manager (PM).
11
Project Support
12
Project Assurance
12
The Project Teams.
12
V
Project Controls.
15
VI
Standards.
16
VII
Quality Control.
17
Quality Management.
17
VIII
Issues and Assumptions.
18
IX
Project Plans.
19
Project Plan.
19
Project Tolerances.
19
Appendix 1 - Project Roles and Responsibilities.
20
Project Board.
20
Project Manager.
22
Project Assurance.
23
Team Manager/Team Leader.
24
Team Responsibilities.
24
Appendix 2 – High Level Project Plan
25
Appendix 3 – Project Plan (GANTT Chart)
28
Appendix 4 – Project Costs
29


I Introduction.

Introductory Note.

1.1 This Project Initiation Document (PID)………………………………….  From this document the project board can ensure that the programme has established: -

(a) Clear terms of reference;

(b) An adequate management structure;

(c) That sufficient initial planning has taken place;

(d) The required resources can be made available.

Purpose of this document.

1.2 The purpose of this document is to:

(a) Set out the aims and objectives of the project;

(b) Define the scope of the project;

(c) Set out the activities, resources, responsibilities and outputs required to facilitate the completion of the project;

(d) Set out the management structure for the project; and

(e) Act as a base document against which the Project Board can assess project progress on an ongoing basis.

II Project Approach.

Approach.
2.1 This section outlines the staging and phasing of the project along with any methodologies to be used. The project will be managed using the PRINCE2 (Projects in Controlled Environments) standards and associated project controls.

2.2 The project will consist of a number of stages as follows:

(a) Stage 1 - Preparation of Project Initiation Document. The Project Initiation Document will be prepared. 

(b) Stage 2 – 
(c) Stage 3 – 
(d) Stage 4 – 
(e) Stage 5 – 
(f) Stage 6 - 

(g) Stage 7 - 

(h) Post Project Review. Following completion of the project, a post project review will be carried out to ensure that objectives have been met and the delivered applications conform to the agreed design and standards. 

III Project Definition.

Objectives.

3.1 The project will have the following specific objectives: ……………..

Project Scope.  ………………………..

Project Deliverables.

3.2 The key project deliverables from this project will be generated throughout the project as follows:

(a) Project Initiation Document (PID):
(i) A Project Initiation Document (this document), which confirms the scope, objectives, key activities and timetable for the project.

…………………………..

…………………………..

(b) Post  Project Review: 
A Post Project Review will be conducted to ascertain whether the expected benefits of the product have been realised and if the product has caused any problems in use. 

IV Project Organisation.

Overall Project Organisation.

4.1 The project is organised in accordance with the principles of PRINCE2. The proposed project organisation consists of a Project Board, Project Manager and a number of project teams to cover each of the key workstreams. This structure is detailed in the diagram below.
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Figure 4.1 Project Organisation Structure

Roles and Responsibilities.

4.2 The roles and responsibilities of the various elements of the project organisation are described in Appendix 1 of this document.

The Project Board (PB).

4.3 The Project Board will have a ……………..

4.4 It is envisaged that all members would be required at the Project Board meetings.

4.5 Responsibility for monitoring external events that will impact the project will be the responsibility of the Project Board.

	Name
	Business Area
	Position/Role
	Function on Project Board

	
	
	
	Executive/Senior Responsible Owner (SRO)

	
	
	
	Senior Supplier

	
	
	
	Senior User 


The Project Manager (PM).

	Name
	Business Area
	Position/Role
	Function on Project

	
	
	
	Project Manager


Project Support

4.6 During the course of the project, the Project Manager may identify the requirement for ad hoc resourcing to complete a number of administrative tasks, e.g. documenting meetings, financial modelling, photocopying and data gathering. Where this is required, the Project Manager will communicate this requirement to the Project Board in advance for approval and resourcing. 

Project Assurance

	Name
	Position
	Role

	
	
	

	
	
	

	
	
	


4.7 Project Assurance is the responsibility of the Project Board who have nominated the above staff for this role. 

The Project Teams.

	Name
	Business Area
	Position
	Team Role

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Project Controls. 

4.8 The Project Board assumes overall responsibility for the control of the project. The Project Board receives information from the Project Manager (and any assurance roles appointed) and has control over whether the project continues, stops or changes direction or scope.

4.9 The major controls for the Project Board are:

(a) Project Initiation - to ensure that, before significant resource is spent on a project, everything involved in the project has been agreed on e.g. Project objectives, roles and responsibilities, project scope and boundary, project controls. The Project Initiation meeting will be held to agree this PID and give approval to move to the next stage.

(b) End Stage Assessment - the Project Board only commits to one stage of work at a time. This assessment approves the work to date and provides authority to proceed to the next stage.

(c) Highlight Reports - provided by the Project Manager to the Project Board on a regular basis to report progress during a stage. The Highlight Reports for this project will be produced ……………… and will contain details of progress to date, achievements in the current period and achievements expected in the next period, details of actual or potential problems and suggestions for their resolution.
(d) Exception Reports - notification by the Project Manager to the Project Board that the stage (or project) plan will deviate outside tolerance limits. This details the problem, outlines the available options and identifies the recommended option.
(e) Mid-Stage Assessment - this assessment is held between the Project Board and Project Manager after an Exception Report or a significant milestone to determine how the project will proceed.
(f) Project Closure - the Project Board formally closes the project, confirming that the project has been completed.
4.10 Other project controls which will be used during the project are:

(a) Checkpoints - these meetings will be held …………. between the Project Manager and the Project Teams to discuss the progress of the Project against the plans and any problems that need to be resolved.
(b) Tolerance - permissible deviation from the stage or project plans without recourse to the Project Board. The Project and Stage Tolerances for this project are outlined in…………….. 
V  Standards.

5.1 The following Departmental standards will apply to the project:

(a) PRINCE2 is the defined project management standard;

(b) Project plans must be generated using Microsoft Project;

(c) Microsoft Word  is to be used for word processing documents; 

VI  Quality Control.

Quality Management.

6.1 The quality requirement for the project is the production of project products suitable for use. Specifically these must be produced:
(a) On time;
(b) To budget; and
(c) To an acceptable level of quality.
6.2 The Quality Management System to be used in the project is composed of the following components:
(a) A set of standards to be applied to the production of project products;
(b) A quality assurance procedure for all products;
(c) A set of project procedures to facilitate project issues;
(d) A set of project procedures to facilitate change control; and
(e) The implementation of a configuration management system for selected products produced by the project.
6.3 The Quality Review process will check to identify any:

(a) Errors; 
(b) Omissions;
(c) Misunderstandings;
(d) False assumptions;
(e) Ambiguity; and
(f) Non-compliance with Departmental IS Strategy and NICS and departmental policies and procedures.
VII Issues and Assumptions. 

7.1 Achievement of the timetable laid out in the project / stage plans is dependent on:

(a) The Project Team / Project Manager being available to work on the project as planned; 

(b) User staff being available as indicated in the plans; and

(c) The Project Board and assurance roles having knowledge of the project management method (PRINCE2). 

7.2 In order to prevent delays to the project, where project issues are identified, it is assumed that project work will progress while issues are being considered and that the issues will be actioned promptly. 

7.3 Any changes in the legislative or business status of the department or the business areas will present a risk to the timetable and validity of the implementation plan.

VIII Project Plans.

Project Plan.

8.1 A high level Project Plan outlining the main stages of the Project has been included in Appendix 2.

Project Tolerances.

8.2 The time tolerance on this project will be …………….. on each module/stage with a ………… tolerance on the overall Project.

The budget tolerance on this project will be …………on each module/stage.

8.3 Appendix 1 - Project Roles and Responsibilities.

Project Board.

8.4 The Project Board is accountable for the success of the project and has responsibility and authority within the remit set by corporate management. The main responsibilities of the Project Board are: 
(a) Review and approve the Project Initiation Document;
(b) Agree with the Project Manager their responsibility and objectives; 
(c) Agree project and stage tolerances;
(d) Specify external constraints on the project such as quality assurance;
(e) Appoint individuals to project assurance roles; and
(f) Authorise commitment of project resources.
8.5 As the project progresses:
(a) Guide project ensuring it remains within specified constraints;
(b) Authorise the start of each stage, or recommend termination of the project;
(c) Review and approve plans;
(d) Management of risks identified at plan approval stages;
(e) Approval of changes; and
(f) Ensure compliance with corporate directives.
8.6 At the end of the project:
(a) Assure that all products have been delivered;
(b) Assure all acceptance criteria have been met;
(c) Approve End Project Report;
(d) Authorise Project Closure;
(e) Approve Project Evaluation Review; and
(f) Approve Post Implementation Review. 
8.7 The Project Board is made up of:

(a) Executive - who provides project guidance and assesses the project continuously from a business, financial and senior management point of view. The prime responsibility is to ensure that the project achieves the expected benefits and that it is completed within the approved cost and timescales. Specific tasks for the Executive are:
(i) Ensure that tolerances are set for the project and the stages of the project;

(ii) Authorise expenditure;

(iii) Approve End Project Report;

(iv) Brief corporate management on progress;

(v) Chair Project Board meetings;

(vi) Senior Responsible Owner;

(vii) Responsible for the overall business assurance of the project although some functions may be delegated;

(viii) Recommend action to corporate management if project tolerance is exceeded (e.g. terminate, allow more time, allocate more resources);

(ix) Agree Project Closure; and

(x) Arrange Post Implementation Review. 

(b) Senior User - who represents the interests of all user departments affected by the project and monitors the project’s progress against the requirements of user management. This role may be delegated to more than one person but for the sake of effectiveness should not be split between too many people. Specific tasks for the Senior User are:
(i) Ensure desired outcome is specified and remains consistent;

(ii) Ensure User resources are available when required;

(iii) Approve product descriptions;

(iv) Relay User opinions;

(v) Relay User requirements;

(vi) Brief User management in the project;

(vii) Assess the impact of potential changes to the Users; and

(viii) Undertake User assurance responsibilities (e.g. approve on behalf of the users the Acceptance Criteria).

(c) Senior Supplier - who represents the interests of the development and operations organisations at Project Board level and monitors project progress against the requirements of technical management, Specific tasks for the Senior Supplier are:
(i) Agree objectives for technical activities;

(ii) Assure desired outcome from the Supplier perspective;

(iii) Assign technical resources needed by the project;

(iv) Approve Product Descriptions;

(v) Relay Supplier opinions;

(vi) Resolve Supplier requirements;

(vii) Brief non-technical management on technical aspects of the project;

(viii) Assess the impact of potential changes to the supplier; and

(ix) Undertake Supplier assurance responsibilities. 

Project Manager.

8.8 The Project Manager has the authority to run the project on a day-to-day basis on behalf of the Project Board within the constraints decided by the Board. The main responsibilities of the Project Manager are:
(a) To deliver agreed products to required specification and quality within budget and according to plan;

(b) Direct and motivate the project team;

(c) Project manage and plan all stages of the project;

(d) Agree delegation and project assurance roles;

(e) Prepare project, stage and exception plans and agree with the Project Board;

(f) Manage business and project risks (includes contingency planning);

(g) Produce the PID;

(h) Liaise with members of associated projects or programmes;

(i) Monitor progress, expenditure, resources, initiation of corrective action;

(j) Keep Project Board informed of deviations in plans and associated action (i.e. Change Control);

(k) Preparation of Highlight Reports for the Project Board;

(l) Liaise with Project Board to assure the direction and integrity of the project;

(m) Establish technical and quality strategy with appropriate members of the Project Board;

(n) Prepare End Project Report;

(o) Identify and obtain support and advice necessary for the management, planning and control of the project;

(p) Responsibility for project administration.

Project Assurance.

8.9 Project Assurance has responsibility for independent monitoring of all aspects of the project’s performance and products. Specific responsibilities of Project Assurance are:
(a) To maintain liaison throughout the project between the Supplier and the Customer;

(b) To assure that User needs and expectations are being met or managed;

(c) To assure that risks are being controlled;

(d) To keep the project in line with departmental and NICS strategies and policies;

(e) To monitor project expenditure versus benefits;

(f) To inform the project of any changes caused by external events; and

(g) To ensure adherence to quality assurance standards.

Team Manager/Team Leader.

8.10 Specific responsibilities of the Team Manager/Leader are:
(a) Set work plans for the Project Team in conjunction with the Project Manager;

(b) Plan and allocate work within the team;

(c) Progress the tasks on the plan;

(d) Monitor team progress and costs, and initiate any necessary corrective action;

(e) Report progress to the Project Manager;

(f) Communicate any problems or slippage regarding Project tasks;

(g) Communicate any concerns or project issues to the Project Manager;

(h) Liaise with any appointed assurance roles;

(i) Attend Checkpoint meetings;

(j) Monitor technical progress against plans and inform the Project Manager of any major deviations;

Team Responsibilities.

8.11 Specific responsibilities of the Project Team are:
(a) Agree work plans with the Team Manager;
(b) Complete work plans in accordance with agreed timescales; and

(c) Communicate any problems, concerns or issues to the Team Manager.

Appendix 2 – High Level Project Plan  SAMPLE FROM DFP PID
	 Task Name
	Description
	Start Date
	End Date

	Project Initiation Document 
	Production of the PID is to be carried out by the Project Manager.
	October 2001
	January 2002

	CRAMM Review 
	This task excludes the implementation of any countermeasures, which are highlighted by the CRAMM review. 
	21 January 2002
	31 August 2002

	Implementation of CRAMM Countermeasures
	Implementation of countermeasures identified as part of CRAMM review.
	21 January 2002
	31 August 2002

	Production of Design Document 
	This document will be produced by the Analysts in the Corporate Applications Team and will be used as the starting point for the development of all future Corporate applications.
	21 January 2002
	12 December 2002

	Production of Business Case 
	This document will be produced by business area representatives – in conjunction with staff from the Corporate Applications Team and with assistance from BDS.
	21 January 2002
	13 December 2002 



	Establish Quality Assurance Terms of Reference
	Staff assigned the Quality Assurance role will be responsible for producing the Terms of Reference for quality assurance throughout the Project.
	21 January 2002
	05 April 2002

	Travel & Subsistence Module
	
	
	

	Analysis
	
	21 January 2002
	25 January 2002

	Requirements Document & Specification
	
	28 January 2002
	30 January 2002

	 Task Name
	Description
	Start Date
	End Date

	Initial Developments & User Preview
	
	31 January 2002
	14 June 2002

	Further Development
	
	17 June 2002
	27 June 2002

	QA Testing & Bug Fixes 
	
	28 June 2002
	25 July 2002

	Initial User Acceptance Testing
	
	26 July 2002
	01 August 2002

	Reiterated Developments
	
	02 August 2002
	14 August 2002

	Further QA Testing & Bug Fixes
	
	15 August 2002
	10 September 2002

	Final User Acceptance Testing & Development Signoff
	
	11 September 2002
	16 September 2002

	Users Manual & Documentation
	
	16 September 2002
	30 September 2002

	Installation & Training 
	
	30 September 2002
	04 October 2002

	Pilot Roll Out of Software
	
	04 October 2002
	25 October 2002

	Full Roll Out of Software
	
	25 October 2002
	01 November 2002

	Deployment
	
	04 November 2002
	26 March 2003

	Training Course Applications 
	
	
	

	Requirements Workshop
	
	28 January 2002
	28 January 2002

	Analysis
	
	29 January 2002
	18 February 2002

	Requirements Document & Specification
	
	19 February 2002
	21 February 2002

	Initial Developments & User Preview
	
	22 February 2002
	21 August 2002

	Further Development
	
	22 August 2002
	09 September 2002

	QA Testing & Bug Fixes
	
	10 September 2002
	15 October 2002

	 Task Name
	Description
	Start Date
	End Date

	Initial User Acceptance Testing
	
	16 October 2002
	22 October 2002

	Reiterated Developments
	
	23 October 2002
	07 November 2002

	Further QA Testing & Bug Fixes
	
	08 November 2002
	13 December 2002

	Final User Acceptance Testing & Development Signoff
	
	16 December 2002
	19 December 2002

	Users Manual & Documentation
	
	19 December 2002
	07 January 2003

	Installation & Training 
	
	07 January 2003
	13 January 2003

	Pilot Roll Out of Software
	
	13 January 2003
	03 February 2003

	Full Roll Out of Software
	
	03 February 2003
	10 February 2003

	Deployment
	
	11 February 2003 
	30 June 2003


Appendix 3 – Project Plan (GANTT Charts) SAMPLE FROM DFP PID
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Appendix 4 – Project Costs  SAMPLE FROM DFP PID
	MODULE COSTS
	
	
	
	

	
	
	
	
	

	Description
	Grade
	Rate
	No. of days
	Cost

	
	
	
	
	

	Project Board
	
	
	
	

	· Executive
	Grade 5 
	£326.28
	6
	£1957.68

	· Senior User
	Grade 5 
	£326.28
	6
	£1957.68

	· Senior User
	Grade 5
	£326.28
	6
	£1957.68

	· Senior Supplier
	Grade 7 
	£237.67
	6
	£1426.02

	· Senior Supplier
	Grade 7
	£237.67
	6
	£1426.02

	· Senior User
	Grade 7
	£237.67
	6
	£1426.02

	· Senior User
	DP
	£179.35
	6
	£1076.10

	
	
	
	
	

	Project Manager
	Systems Analyst (S.A.)
	£146.97
	185
	£27189.45

	
	
	
	
	

	Project Team
	
	
	
	

	· T&S Module
	Programmer Analyst
 (P.A.)
	£125.38
	74
	£9278.12

	
	Programmer1
	£105.03
	179
	£18800.37

	· Training Module
	P.A.

	£125.38
	65
	£8149.70

	
	Programmer2
	£105.03
	231
	£24261.93

	· Implementation & Deployment
	Lotus Notes Administrator
	£125.38
	4
	£501.52

	
	Programmer
	£105.03
	200
	£21006.00

	
	
	
	
	

	Quality Assurance
	Grade 7
	£237.67
	24
	£5704.08

	
	DP 
	£179.35
	24
	£4304.40

	
	DP 
	£179.35
	24
	£4304.40

	
	S.A. 
	£146.97
	24
	£3527.28

	
	
	
	
	

	User Team
	
	
	
	

	· T&S Module
	EOI 1
	£111.89
	23
	£2573.47

	
	A.O. 1
	£73.51
	23
	£1690.73

	· Training Module
	Staff Officer2
	£133.48
	25
	£3337.00

	
	EOI 2
	£111.89
	25
	£2797.25

	
	
	
	
	

	TOTAL MODULE COSTS
	
	
	
	£148,652.90

	
	
	
	
	

	OVERALL COSTS
	
	
	
	

	
	Description
	
	
	Cost

	Hardware Costs
	2 x Servers
	
	
	£25,000.00

	
	
	
	
	

	Software Costs
	Ives Studio
	
	
	£13,000.00

	
	Workflow Licences
	
	
	£62,000.00

	
	
	
	
	

	Total Overall Costs
	
	
	
	£100,000.00

	
	
	
	
	

	OTHER COSTS
	
	
	
	

	
	
	
	
	

	Description
	Grade
	Rate
	No. of days
	Cost

	
	
	
	
	

	CRAMM Review
	S.A.
	£146.97
	35
	£5143.95

	
	
	
	
	

	Implement CRAMM Countermeasures
	P.A.
	£125.38
	50
	£6269.00

	
	
	
	
	

	Produce Business Case 
	
	
	
	

	· BDS Consultant
	S.A.
	£146.97
	30
	£4409.10

	· Senior User (Pers)
	DP
	£179.35
	25
	£4483.75

	· Senior User (Fin)
	DP
	£179.35
	15
	£2690.25

	· Senior User (CPG)
	DP
	£179.35
	25
	£4483.75

	· Senior User (OFM)
	DP
	£179.35
	15
	£2690.25

	
	
	
	
	

	TOTAL COSTS
	
	
	
	£278,822.95

	
	
	
	
	

	Note: 
	Staff costs based on “Salary +ERNI +ASLC” rates from 20/12/99 (with 4 % increase applied) obtained from Finance Branch
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