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Introduction
PRojects IN Controlled Environments is a structured methodology, copyrighted by the UK Government, for effective project management. It is a non-proprietorial standard that is used internationally and across all projects of differing size, complexity and location.
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Definition of a project
“A project is a temporary organisation that is created for the purpose of delivering one or more business products according to an agreed business case”.

Back to contents
Characteristics
There are five:

· Change – projects are the means by which change is introduced

· Temporary – projects are temporary in nature, so once the desired change has been implemented, business as usual returns (in the new form) and the need for the project is removed. Projects should have a defined start and a defined end

· Cross-functional – projects involve a team of different people with different skills working together (temporarily) to introduce change that will impact others outside of the team. Projects often cross the normal functional divisions within an organisation and sometimes span entirely different organisations. This can cause stresses and strains both within the organisations and between, such as customers and suppliers. Each has a different perspective and motivation for getting involved in the change.
· Unique – every project is unique. An organisation may undertake many similar projects and establish a familiar, proven pattern of project activity but each will be unique in some way; a different team, customer, supplier, location, even the weather.

· Uncertainty – the characteristics listed above will introduce threats and opportunities over and above those typically encountered in the course of stable business operations - projects are more risky
Back to contents
Reasons for having a methodology
Project management is the planning, organising, monitoring and control of all aspects of the project, and the motivation of those involved, to achieve the project objectives within the expected time, cost, quality, scope, benefits and risk. PRINCE2 is designed for use on any type of project in any environment, and will involve the business that commissioned the work, the users of the final product and the suppliers of the specialist resources and skills.

Back to contents
Structure
The methodology involves 4 integrated elements:

· 7 principles – the guiding obligations and best practice that determine whether or not the project is genuinely being managed using PRINCE2.
· 7 Themes – describe aspects of project management that must be addressed continually and in parallel throughout the project to explain the specific treatment required by PRINCE2 for various project management disciplines and why these are necessary

· 7 processes – a step-wise process through the project lifecycle from project start to finish. Each process provides checklists of recommended activities, products and related responsibilities

· Project environment – PRINCE2 needs to be tailored to the specific context of the project: rather than a “one size fits all”, it’s a flexible framework that can be tailored to any type or size of project

Back to contents
7 principles
The principles enable PRINCE2 to be applied to any project. The principles are characterised as:

· Universal in that they apply to every project

· Self-validating in that they have been proven in practice over many years and projects (both good and bad)
· Empowering – they offer practitioners added confidence and ability to influence and shape how the project will be managed

 If the project is not managed in accordance with these principles, then it is not being managed in accordance with PRINCE2. These will ensure that the method is applied in neither name-only nor over prescriptively.
The 7 principles:

Continued business justification. Projects are inextricable linked to the business justification and this is indicated by the Business Case. It drives the decision-making processes to ensure that the project remains aligned to the business objectives and benefits sought. Therefore:

· There is a justifiable reason to start it

· The justification remains valid throughout the project’s life

· The justification is documented and approved

Justification may consider several options yielding different costs, benefits and risks, so this is an important principle even if the organisation has no choice in whether it carries out the project.
Learn from experience. Lessons need to be sought, recorded and acted upon if the organisation is to learn its lessons from the past:
· At start: previous or similar projects should be reviewed to see if lessons could be applied. If the project is “a first” for the people within the organisation then it is even more important to learn from others, including those external to the organisation

· Progression: the project should continue to learn. Lessons should be included in all reports and reviews. The goal is to implement improvements during the project’s life

· Closure: the project should pass on lessons. Unless lessons provoke change, they are lessons identified and not learned.
Defined roles and responsibilities. There are agreed roles and responsibilities with an organisation structure that engages the business, user and supplier stakeholder interests. Projects involve people and no amount of planning or control helps if the wrong people are involved. The following are primary stakeholders:
· “business” sponsors who endorse objectives and ensure the business investment provides value for money

· “users”, who after the project’s completion, will use the project’s products to enable them to gain the intended benefits

· “suppliers” who supply the resources required by the project (may be internal or external)

Manage by stages. Projects are planned, monitored and controlled on a stage-by-stage basis. Management stages provide the control points at major intervals throughout the project. At the end of each stage, the project’s status is assessed, the Business Case and plans reviewed to ensure that the project remains viable and a decision made as to whether to proceed.
There are a minimum of 2 stages – the initiation stage and then one or more management stages.

Manage by exception. Each project objective has defined tolerances to establish limits of delegated authority. There are 6 elements of tolerance:
· Time: +/- an amount of time on the target completion dates

· Cost: +/- amounts of planned budget

· Quality: +/- degrees of quality target, eg a product that weighs a target of 300g (with an allowed -5g to +10g tolerance.

· Scope: permissible variance of the plan’s products, eg mandatory requirements, +/- desirable requirements

· Risk: limits on the plan’s aggregated threats (eg aggregated risks cost to remain less than 10% of the plan’s budget) or limits on any individual threat (eg threat to operational service)

· Benefit: +/- degrees off an improvement goal (eg 30% to 40% cost reduction) 

Where tolerances are likely to be exceeded, they are referred up to the next management layer immediately for a decision on how to proceed. Management by exception provides efficient use of senior management time as it reduces time burden without removing their control by ensuring decisions are made at the correct level of the organisation.
Focus on products. Focus on definition and delivery of products, especially quality requirements.

Successful projects are output, not activity, orientated. Output-orientated projects agree and define the project’s products prior to undertaking the activities required to produce them. The set of defined products defines the scope of the project and provides the basis for planning and control. Product descriptions provide clarity by defining each product’s purpose, composition, derivation, format quality criteria and quality method. Product descriptions determine effort estimates, resource requirements, dependencies and activity schedules.
Tailor to suit the project environment. Method suits the project’s environment, size, complexity, importance, capability and risk. Since PRINCE2 is a universal methodology that can be tailored to the specific needs of the project, it can be applied regardless of project type, organisation, culture or geography. However, it requires the Project Manager and Project Board to make an active decision on how the method will be applied, for which guidance is provided – PRINCE2 requires information (not necessarily documents) and decisions (not necessarily meetings). 
Back to contents
Back to 7 principles
7 processes
A process is a structured set of activities designed to accomplish a specific objective by taking one or more defined inputs and turning them into defined outputs. The 7 processes provide the set of activities required to successfully direct, manage and deliver a project
Key for the following chart

SU = start-up project
IP = initiate project
SB = manage stage boundary 
CP = closing project

Notes for the following chart

· SU is used by both the directing and managing levels

· There should be at least 2 managing stages, the first of which is the initiation stage

· SB is first used at the end of the initiation stages, the first of which is the initiation stage. Also used to prepare Execution Plans which can be done at any time including the final stage

· For complex or lengthy initiations. Controlling a Stage and Managing Product Delivery can optionally be used to manage the initiation stage.
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Starting up a project (SU)
Since this is a pre-project process it is not the first stage of a PRINCE2 project. The process expects the existence of a Project Mandate to answer the question “do we have a viable and worthwhile project?”. The work of Starting Up a project is built around:

· The design and appointment of the Project Management Team. This needs to reflect the interests of all parties who will be involved, including business, user and supplier interests

· Capture previous lessons and the creation of a Lessons Log
· The creation of a Daily Log (the Daily Log is used to record problems/concerns that can be handled by the Project Manager informally; also it is used to log any risks and issues identified at start-up)

· Preparation of an outline Business Case (the Business Case states why the work is worth doing, and so is a critical element of the project)

· The creation of Project Production Description
· The creation of the Project Brief
· Defining the Project Approach (in general terms how a solution will be provided)

· The creation of a Stage Plan to cover the work of initiation
Initiating a project (IP)
This process builds on the Start-Up phase and is always the first stage of any PRINCE2 project. It aims to lay down the correct foundations to achieve a successful project. The main output is the Project Initiation Document. The objectives of this phase:

· The reasons for doing the project (the Business Case)

· The scope of what is to be done (the PID)

· The benefits expected from the project (the Business Case)
· What products the project will deliver (the Project Plan)

· How and when the project’s products will be delivered and at what cost (individual Product Descriptions)

· Any constraints which apply to the project (set up the project controls)

· Who is to be involved in the project decision making (set up the project controls)

· How the quality required will be achieved (the Quality Management Strategy)

· The risks faced and proposed responses (the Risk Register)

· The baseline for project controls and how the controls will be managed

· Who needs information, in what format and at what times (the Communications Management Strategy)

The 3 registers to create in this stage are the Risk Register, Issue Register, Quality Register.
Directing a Project
This process is aimed at the Project Board, as the key decision makers, and is where the Project Board does its work (it’s a major control point in a PRINCE2 project). It represents 3 interests – the Business, Users and Suppliers. The process runs from Project Initiation to Project Closure and ensures that the project has a controlled start, controlled progress and controlled close. It enables the Project Board to manage by exception through the use of controls such as Tolerance and Highlight Reports. Activities:

· Authorise initiation (happens at the end of Starting Up a Project)

· Authorise the project (happens at the end of Initiating Up a Project)

· Authorise a stage or Exception Plan (Authorise a Stage happens towards the end of the current stage, Authorise an Exception Plan happens as-and-when)

· Give ad hoc direction (happens throughout the project)

· Authorise project closure (the final major Project Board decision)

This process does not cover the day-to-day activities of the Project Manager, but those at the management level above , that is the Project Board. Since the Project Board manages by exception, it monitors activity by reports and controls through a small number of decision points. There should be no need for other “progress meetings” for the Project Board and it will advise the Project Manager of any exception situation.
Controlling a Stage (CS)
PRINCE2 suggests that projects should be broken down into stages and this process dictates how each individual stage after initiation should be controlled; if covers the day-to-day control by the Project Manager within the constraints set by the Project Board:
· Work packages

· Authorise a Work Package (it’s an instruction from Project Manager to Team Manager)

· Review Work Package status

· Receive completed Work Packages 

· Monitoring and reporting

· Review stage status

· Report highlights (progress from the Project Manager to Project Board)

· Issues

· Capture and examine issues and risks

· Escalate Project issues and risks

· Take corrective action

The Controlling Stage assigns work to be done, to monitor that work, deal with issues, report progress to the Project Board and to take corrective actions to ensure that the stage remains within tolerance.
Managing Product Delivery (MP)
This process manages the link between Project Manager and Team Manager(s) by placing formal requirements on accepting, executing and delivering project work. The role of the Team Manager is to co-ordinate an area of work that will deliver one or more of the project’s products.

Team Managers may be internal or external to the organisation. The process consists of 3 activities that cover the way in which a Work Package should be accepted, executed and delivered (agree the work with the Project Manager, get it done and hand it back). Specialist products are reviewed and signed off as part of Managing Product Delivery: it looks at the project from the Team Manager’s perspective whereas Controlling a Stage takes the view of the Project Manager.
Managing a Stage Boundary (SB)
This process covers activities taking place towards the end of a stage and provides the Project Board with information that will enable them to make decisions on whether to continue during an End Stage Assessment. The major output is the next Stage Plan and the major PRINCE2 management products (Project Plan and Business Case) will be considered for update. The Project Manager provides the Project Board with and End Stage Report which provides information about the project performance during the stage and the project status at the stage end.
Since projects don’t always go to plan, and in response to an Exception Report (if the stage or project is forecast to exceed tolerances), the Project Board may request that the current stage (and possibly the project) is re-planned. The output from re-planning is an Exception Plan which is submitted for Project Board approval in the same way that the Stage Plan.

Managing a Stage Boundary is not used towards the end of the final stage (unless there is a need to create an Exception Plan) as the activities to review the performance of the final stage is included in the activities to review the performance of the whole project as part of a Closing a Project process.
Closing a Project (CP)
The process ensures a clear end to a PRINCE2 project, and applies to natural and premature closure. The objectives of the process:
· Verify user acceptance of the project’s products

· Ensure the host organisation(s) are able to support the products when the project is disbanded

· Review the performance of the project against the baselines

· Assess any benefits that have already been realised, update the forecast of the remaining benefits, and plan for a review of those unrealised benefits

· Ensure that provision has been made to address all open issues and risks with Follow-on action recommendations

Closing a Project is always part of the final stage. The Project Board may wish to trigger a premature closure under some circumstances, for example of the Business Case is no longer valid. If the project is being brought to a premature close, this process will still need to be executed, but may be tailored to the actual project situation.

Back to contents
PRINCE2 Logs and Registers
· Lessons Log created in Starting a Project (SU)

· Daily Log created in Starting a Project (SU)

· Quality Register created in Initiating a Project (IP)

· Risk Register created in Initiating a Project (IP)

· Issue Register created in Initiating a Project (IP)

Back to contents
7 Themes
All 7 themes should be addressed continually, and tailored as to scale, nature and complexity in accordance with those of the project. The themes:

Business Case
This lies at the heart of any PRINCE2 project: it describes the reasons for the project, and justifies its starting, continuing and termination. It asks the question ”WHY?”. The Executive owns and develops the Business Case at the beginning of the project and maintains it though the project’s life, however the Executive does not necessarily write it. The Project Board approves it and verifies it at each key decision point, such as Stage End Assessments and the benefits confirmed as they accrue.
Organisation
Since PRINCE2 assumes the concept of management by exception, the Project Board assumes overall responsibility whilst the Project Manager is the day-to-day manager, with the latter updating the former with regular progress reports. In answering the question “WHO”, 3 interests are represented by membership of the Project Board:
· Executive: the key decision maker and who is responsible for the Business Case
· Senior user(s): those that represent the needs of end users

· Senior supplier(s): those that represent the supplier and provide the skills and resource to provide the end product

Since the Executive is the key decision maker, the Project Board is not a democracy, but the Executive is ultimately responsible to the users and the business.
At Project Initiation, responsibility for authorising requests for change needs to be established. The Project Board approves potential changes prior to implementation, particularly if few are envisaged, however in a dynamic environment, where many changes or highly technical changes, are envisaged, this may not be practicable. Therefore, the Project Board needs to agree delegation of issues to:

· The Project Board

· A Delegated Change Authority

· The Project Manager

· Delegated Project Assurance

Project Assurance acts on behalf of each individual member of the Project Board to confirm that work is being done in accordance with required quality standards and to plan. This role cannot be performed by the Project Manager. The Project Board may decide to carry out this work itself or may choose to delegate, however it is the Project Board that is ultimately responsible for Project Assurance. In addition, Project Assurance is designed to support the Project Manager.
Project Manager is the person given the authority and responsibility to manage the project on a day-to-day basis, and who delivers the project products within the constraints agreed by the Project Board.

Team Manager(s) carry out the work required to produce the project’s products. They agree work with the Project Manager, get it done and hand it back. The work may be assigned to the Project Manager or a separate person; delegation occurs with size, whether there are particular specialist skills or knowledge, geographical location or the preferences of the Project Board.
Project Support is the administrative role of the team. It can be in the form of advice and help with project management tools, guidance, administrative services and data collection. Again, the responsibility of the Project Manager, which may be delegated.
Plans
Without effective planning, there can be no control. It provides information on:
· What is required

· How it will be achieved, by whom, using what specialist resources and equipment

· When events will happen

· Whether the targets (time, quality, cost, scope, risks & benefits) are achievable

The product-based approach to the plan is the backbone of the project and needs to be kept in line with the Business Case. It answers the questions “HOW?”, “HOW MUCH?”, “WHEN?”:

· Project Plan – a mandatory plan used by the Project Board as a baseline against which project progress is measured, and is the responsibility of the Project Manager

· Stage Plans – a required plan used by the Project Manager, one for each stage and approved by the Project Board. This controls the day-to-day management of a stage

· Team Plans – an optional plan that team managers use to deliver Work Packages, these are written by Team Managers.

It is not a PRINCE2 requirement to plan an entire project in detail at the beginning of the project.

Exception Plans are plans that follow an Exception Report. For a Stage Plan exception, it covers the period from the present to the end of the current stage. If the exception were at a project level, the Project Plan would be replaced.
Progress
A project must be planned, baselined, monitored and controlled on a stage-by-stage basis and it must have a continued business justification. The Progress theme provides the mechanisms for monitoring and control, enabling the critical assessment of ongoing viability. Also, managing by exception means that tolerances must be set for project objectives and to set limits of delegated authority. Tolerances define the amount of discretion that each management level can exercise without the need to refer up to the next level for approval, and layers are as follows:
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Key to PRINCE2 is controls = decision making and controls. There are two types of controls:

· Event-driven. These take place when a specific event occurs, for example at the end of a stage, the completion of the PID or the creation of an Exception Report, and can include organisational events, such as a year-end

· Time-driven. These take place at pre-defined periodic intervals, for example producing monthly Highlight Reports for the Project Board or weekly Checkpoint Reports showing the progress of Work Package.

This stage answers the question ”WHERE ARAE WE NOW?”, “WHERE ARE WE GOING?”.

Examples of Project Board controls:
· Tolerances

· End Stage Assessments

· Exception Assessments

· Highlight Reports
· Authorising Initiation

· Authorising a project

Examples of Project Manager controls:

· Work Packages
· Checkpoint Reports
· Risk Register and Issue Register
Risk
Risk is an uncertain event of set of events that, should it occur, will have an effect on the achievement of objectives. So, uncertainty of outcome, for positive or negative, needs to have the question as “WHAT IF?”
The purpose of the risk theme is to identify, assess and control uncertainty, and as a result improve on the ability to succeed. Risk management is an activity continuous through the project’s life, and hence is a prerequisite of the continued business justification principle.
Risk management procedure consists of five activities:
· Identify

· Assess

· Plan

· Implement

· Communicate

If used, a risk budget is included in the project budget to fund specific management responses to project threats and opportunities.
The Risk Register is created in Initiating the Project to capture and maintain information on all identified project threats and opportunities. Project Support maintains the Risk Register for the Project Manager.
The Risk Management Strategy is created in Initiating the Project to describe how risk management will be embedded in project management activities.
Risk Tolerance is the threshold levels of risk exposure which, when needed, triggers an Exception Report to bring the situation to the attention of the Project Board. 
Risk Appetite is the organisation’s unique attitude to taking risk, and this dictates the amount of risk that it considers acceptable.

Quality
The quality theme defines and implements the means by which the project creates and verifies that products are fit for purpose, by:
· Meeting business expectations

· Enabling the desired effects to be achieved subsequently,

These are central to the principle of “focus on products”, with the explicit understanding of what the project will create (scope) and the criteria against which this will be assessed (quality). Without this, the project is exposed to risks such as acceptance disputes, rework, uncontrolled change and user dissatisfaction, and these could weaken or invalidate the Business Case. Quality asks the question “WHAT?”.
Quality Assurance should be independent of the project management team since it provides a check on the adequacy of the project’s direction and management (for the nature of the project) and that it complies with relevant corporate or programme management standards and policies. Since this is the responsibility of that corporate or programme organisation, this is outside of the scope of PRINCE2, however it does provide the Project Board with the confidence that project management is adhering to those standards and policies.

Quality Assurance is not Project Assurance. The latter refers to the Project Board’s accountability for assuring that the project is conducted properly in all respects, and so this is an activity within the project organisation, although independent of the Project Manager.
Quality Tolerences – for a product can be specified in quality criteria by defining an acceptable range of values, for example “is the duration of the presentation 30 minutes (+/- 5 minutes)?.
Quality Review Techniques – the objectives are:
· To assess the conformity of a product which takes the form of a document (or similar item such as a presentation or test results) against set criteria

· To involve key interested parties in checking the product’s quality and in promoting wider acceptance of the product

· To provide confirmation that the product is complete and ready for approval

· To baseline the product for change control purposes

The roles of the team members are:
· Chair – responsible for the overall conduct of the review

· Presenter – introduces the product for review and represents the producer(s) of the product. Also, the presenter co-ordinates and tracks the work after review by applying the changes to the product agreed by the team

· Reviewer – reviews the product , submits questions and confirms corrections and / or improvements

· Administrator – provides administrative support for the chair and records the result and actions.

This is an example of a typical checklist that project assurance would use.
Change
The change theme identifies, assesses and controls and potential and approved changes to baselines and deals with these as Project Issues. Issues are anything happening during the project that will, unless resolved, result in a change to a baselined product, plan or performance target (time, cost, quality, scope, risk benefits). It answers the question “WHAT IS THE IMPACT?”.
Change is inevitable during the project life, so projects need a systematic approach to the identification, assessment and control of issues that may result in change. Issue and change control procedures do not prevent changes; they ensure that every change is agreed by the relevant authority before it takes place. Configuration management are the technical and administrative activities concerned with the creation, maintenance and controlled change of configuration throughout the project’s life. The types of issues recognised by PRINCE2:
	
	Type of issue
	Definition
	Examples
	

	
	
	
	
	

	
	Request for change
	A proposal for a change to a baseline
	The Senior User wants to increase the capacity  of a product from 100 to 150 users
	

	
	
	
	
	

	
	Off-specification
	Something that should be provided by the product but is not currently or is not forecast to. This might be a missing product or a product not meeting its specification
	Advice from a supplier that they can no longer deliver one of the products specified by the customer
	

	
	
	
	
	

	
	Problem / concern
	Any other issue that the Project Manager needs to resolve  or escalate
	Advice from a Team Manager that a team member has been taken ill and so the target end date for a Work Package will slip a week
	

	
	
	
	Notification that a supplier has become bankrupt, requiring the need to identify and engage a new supplier
	


When deciding what levels of severity can be decided at which levels of management, the Project Board may consider delegating some decision-making for accepting / rejecting requests for changes of off-specification to a Change Authority and whether to provide a budget to pay for the changes.

Change Authority – the Project Board must review and approve requests for change and off-specifications. In projects where changes are reckoned to be few, the Project Board may maintain this responsibility, but where changes are reckoned to be frequent, this may be delegated to the Change Authority. The Project Manager or those with delegated Project Assurance responsibilities may act as the Change Authority. For example, it may be appropriate to make the Project Manager the Change Authority for Work Packages so that any changes that are within the delegated authority limits can be made without referral to the Project board for approval.

Change Budget – the sum of money agreed between the customer and supplier to be set aside to fund costs of requests for change and possibly also their analysis costs. Unless the anticipated level of change on the project is low, it’s advisable to set up a budget for changes to reduce the number of trivial exceptions where the frequency of requests for change is forecast to be high. Where a change budget is given to a Change Authority, the Project Board may want to limit a) the cost of any single change, and b) the amount spent on change in one stage without reference to the Project Board. The change control procedure would then be defined in such a way as to control access to the change budget. If used, the change budget is documented in the relevant plan.
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Tailoring PRINCE2 to the Project Environment
PRINCE2 is designed for use whatever the scale, complexity, geography of culture or whether it is part of a programme or a “stand-alone” project. If PRINCE2 is only partially used (because the scale is deemed not to warrant it in full), the project management will not be PRINCE2. Another advantage is that tailoring means that it does not have to be applied robotically of with lip service.

Applying principles – PRINCE2 principles are universal, always applied and not tailored: by looking at the principles behind the theme, the practitioner can understand how to adapt the theme to the environmental and project factors without losing its value. 
Adapting themes – this is not modifying method. In most cases, the environmental and project factors are incorporated in the project’s strategies and controls. Relevant corporate and programme policies and standards are captured and documented in the project’s Risk Management Strategy, Quality Management Strategy Configuration Management Strategy and Communications Management Strategy. These management products describe the procedures to be used on the project that fulfil the requirements of the corporate or programme organisation. The level of control required will influence the formality and frequency of reviewing and reporting.
Adapting the management products – PRINCE2 provides Product Description outlines for those management products that require particular purpose or composition for their use by the Themes and processes. In tailoring PRINCE2, the management products may be adapted, so it may be necessary to modify its Product Description or to provide a template for it. Everyone in the project must be clear what the management product is for, what it should include and to what quality criteria. For example, in a commercial environment, the Work Package may need to include purchase order details and accompanying terms and conditions.

Adapting roles – PRINCE2 organisation structure needs to be considered carefully for all projects. Standard role description outlines are provided in Appendix C but it is expected that these will need to be adapted to match individuals’ actual capability and authority in the context of the project role that they will be assigned. For example, for a project in a programme environment, the responsibility for the Benefits Review Plan will lie with the programme, therefore this responsibility will not be with the Executive’s role description.
Adapting processes – all PRINCE2 process activities need to be done, its just that the responsibilities for performing them may change (if roles are to be adapted) and any references to management products may need to change (if these have been adapted).
Back to contents
Glossary of terms
A separate list has been made for to list the definition of terms
Back to contents
