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	The Project Management Framework guidance notes are in the following sections:
Section A: Explains the benefit of the Framework, when it should be used and defines the Framework. 
Section B: Explains each of the five stages involved in the Framework and what should be considered as part of each stage.
Section C: Explains risk management.
Section D: Explains how major research awards should be treated within the Framework.

Section E: Outlines the roles of all key people / groups involved in a major project.

Section F: Outlines the support available for project management within the University.


Introduction

Cardiff University strives continually to improve the effectiveness of its management processes. The University does this to give its stakeholders the best value-for-money. Income has grown substantially in recent years with an annual turnover of c. M£400 for 2008/09. The University is now involved in an increasing number of high-value projects. The larger projects include new buildings and new IT systems. Furthermore, the University's success in research is leading to the award of many high-value and longer-term research contracts. These large projects are a welcome sign of our success and our investment for the future, but if for any reason we fail to meet timescale, budget or performance we could incur serious financial and reputation loss. Consequently one of the most important management processes in the University is 'project management'. 

A review of best practice revealed a need for an integrated set of processes throughout the project 'life-cycle', which in turn led to the introduction of the University’s Project Management Framework in 2002. The life-cycle can be described as a series of distinct stages, with work progressing from conceptual stages through to implementation stages and into operational and evaluation stages. A key management activity in this life-cycle approach is a searching and independent review of progress at the end of each stage to determine whether objectives have been achieved, and whether the next stage can commence. The review at the end of each stage is often referred to as the 'gateway' to the next stage and uses an Independent Reviewer to facilitate this process. 

Cardiff University has developed a Project Management Framework based on best practice. I am pleased to endorse the enclosed guidance notes and the associated selection criteria for projects that will be managed under this framework. 

Dr David Grant

Vice-Chancellor
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Section A: Why, What and When?
Why use the Project Management Framework?

The Project Management Framework is designed to help users to plan and implement projects in a disciplined way so that all the relevant issues are addressed thereby maximising the chances of successful outcomes. The Framework is a project toolkit and enabler, designed to help those working on projects of all sizes. The Framework supports a successful outcome, whilst minimising compromise to the initial concept or idea.
What is the Project Management Framework?

The University is constantly involved in the management of a large number of projects ranging from the very simple to the very complex. Good management of these projects is essential to ensure success. Many project management techniques are already in regular use at Cardiff but are not always described in these terms. The Project Management Framework aims to provide consistent practice and guidance across the University to help those involved in projects to deliver successful outcomes.
The Framework can be applied from the time of an initial concept through to evaluating the project after completion.
The Framework is designed to:

· be simple to understand and to operate;

· be flexible and adaptable to the type and scale of each project;

· ensure adequate control and provide an appropriate level of reporting;

· provide an appropriate level of consistency of approach across projects;

· incorporate existing University processes wherever appropriate;

· be acceptable to all involved with benefits clearly evident.

Most people consider project management to be concerned simply with the practical implementation stage. However, it is important to consider every stage from the initial conception of the idea to the longer-term impact of the project. The Framework therefore adopts a life-cycle approach and separates each project into the following five stages:

· Stage 1: identification of need;

· Stage 2: option analysis and approval;

· Stage 3: implementation of the project;

· Stage 4: evaluation of the project and the supporting Framework;

· Stage 5: long-term review.

The five stages of the Framework are considered in detail in Section B: Stages from Concept to Long term review. A diagrammatic representation of the life-cycle approach adopted in the Project Management Framework and its various stages is provided in Appendix I: The five stages of project life cycle.

When should I use it?
The Framework’s basic, underlying principles of identifying need, analysing options, setting and monitoring targets for each phase of the implementation stage, evaluation and long-term issues, can be applied to any situation regardless of its scale or complexity. However the University requires the framework to be applied in full to major projects and, for this purpose, a project is defined as ‘major’ if it involves:

· a total cost in excess of M£1; (in excess of M£4 for Estates projects)
· a high risk in relation to the achievement of the University's aims/objectives; or

· strategically important issues at a University-wide level. 

Projects which do not meet any of the above criteria may still be deemed ‘major’ if they involve:

· three or more schools/divisions;

· significant time constraints/dependencies; or
· other institutions.
You may still wish to follow the Project Management Framework for projects that do not fall into the ‘major project’ criteria, as the general principles will be applicable and will help you deliver a successful project.

Basic Principles
Much of project management is basically common sense but probably the most important key to success is adequate planning at all stages of the project, particularly at the beginning. To fail to plan is to plan to fail! However, in order to plan, it is essential to establish at an early stage the precise objectives of the project.

The key factors to be taken into account in planning any project are the objectives/scope of the project, resources and time. All three are linked as shown in the following diagram and if one of the parameters is altered, then either or both of the other two will have to change e.g. if the scope of the project is increased, then more time and/or resources will be needed.
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When the project is given approval for implementation, all of the above three factors should be clearly defined and agreed.
If, at any stage, you are unsure whether your project requires the application of the full Project Management Framework, please contact the Planning Division planning@cardiff.ac.uk. (See Section F)
Section B: Stages from Concept to Long term review
[image: image1.png]Stage 1 Stage 2 Stage 3 Stage 4
Identification  Analysis of the  Project Evaluation
of the need Options and Implementation

Approval




This Section breaks the Project Management Framework down into each of the five key stages, and provides a checklist of generic factors that you need to think about and take into account at each stage. It is expected that all appropriate University procedures e.g. personnel, procurement, will be followed as required by the project. These University regulations are not set out in the Project Management Framework; guidance should be sought from appropriate sources within the University as and when necessary.
Risk identification and management are continual processes during a project and should take place at each of the five stages within the Framework. Further information on Risk Management can be found Section C.
Bear in mind that the checklists are not exhaustive and, it may be necessary to devise more specific questions. Checklists can be built upon by project leads and Project Managers.
A range of templates are available for download at http://www.cardiff.ac.uk/plann/project_management/index.html. These templates are there to help you but they are not mandatory and can be adapted as required.
Stage 1: Identification of need and development of Concept Brief
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The first stage concerns identifying a need and developing an idea around it. The benefits of such a project are identified along with the ball park costs. These are assessed against the fit with the University’s strategy. The person undertaking this stage of a project is likely to be the Project Initiator.
The ‘concept brief’ is then considered by the appropriate body (which might be a University committee) for a decision on whether or not to explore the options further. Once this ‘in principal’ agreement has been obtained the project can move onto Stage 2.

This first stage of a project can often be overlooked in the enthusiasm to get stuck in to the actual ‘doing’. However, the importance of thorough planning in Stage 1 (and Stage 2) cannot be over-emphasised. Sometimes this early planning stage can reveal that an alternative course of action will be more effective.
Note: In the case of some projects, Stages 1 and 2 may be merged.

Checklist of factors to consider in this stage include:
· What is the idea or concept?
· Is a general description of the overall project available?

· Has the need been researched and justified?

· Is the project consistent with the University’s strategy?

· Is the project consistent with the School’s/Directorate’s strategy or plans?
· Have you thought about what will not be covered as part of the project, but might be expected to be included by others?
· Who else needs to be involved in the project from within and outside of the University? 

· Has the cost benefit to the University been identified taking into account any longer-term recurrent costs e.g. staffing, as well as shorter-term capital costs e.g. accommodation, equipment?

· What is the impact of the investment on the University’s budget?

· Have the major opportunities and risks associated with the project been taken into account?

· Are the appropriate internal resources (including time, personnel and/or skills) available to progress Stage 2 and subsequent stages of the project?

· Have you considered how much leeway there is within the project for e.g. timeframe, costs, and quality?

· What else may need to be considered at this early stage to pre-empt what your decision-making body may require?
· Has the equality impact of the proposal, including relevant access & inclusion issues been considered?
For all stages within the Framework, there are templates which are designed to help you. For Stage 1, the following template is available:

· Concept Brief 
This brief can then be supplied to the person/people who are able to make the decision on whether to proceed to Stage 2. Once this has been done information from the Concept Brief can be used as the basis of the Business Case.
Stage 2 – Analysis of the Options and Seeking Approval
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Stage 2 can commence once you have obtained agreement that the concept should be explored further. Stage 2 involves taking the information gathered in Stage 1 and expanding it to consider ‘what’ the different options are for the project, ‘how’ the project could be run, ‘when’ it could take place, ‘who’ needs to be involved and problems (or risks) that might be encountered during the project and ‘how’ much will it cost. This is usually either undertaken by the Project Initiator or the Project Manager, if s/he has already been appointed, in consultation with other relevant people (for example the Project Lead).
Stage 2 can be particularly time consuming and, as with Stage 1, there can be a temptation not to complete this stage fully. However, this is arguably the most important stage and the success or failure of the project will, to a large extent, depend on how effective the planning is.

The information compiled during Stage 2 is then provided to the person/people/committee who will make the decision about whether the project should go ahead and who may provide the budget. The mechanism for the selection and approval of the chosen option will depend on the nature of the project e.g. in accordance with current practice, large-scale projects will be subject to formal University approval (e.g. University Board, University Committee) whilst research applications will be approved by Heads of Schools/RACDV.
Checklist of factors to consider in this stage include:

General

· Have the project’s overall objectives been established?

· Have any overall time constraints/dependencies been identified?

· Have the criteria been defined against which the success of the project can eventually be judged? 

Stage 2A: Analysis of options

For each option (including the ‘do nothing’ option):

· What other Schools/Divisions/external agencies will be involved /affected?

· What are the implications for them and have they been consulted?

· Will this project impact on any other projects?

· Have you included: 

· A provisional breakdown of capital costs e.g. accommodation, equipment etc.;

· The estimated annual revenue costs (staffing and non-staffing) before, during and after implementation of the project?

· Have you sought professional advice on these costings where appropriate e.g. PURCH, RACDV, ESTAT, INSRV?
· Are the resources needed consistent with the proposed scope of the project and the time-scale for its implementation?

· Have the source(s) of funding and, where appropriate, the preferred procurement route been identified?

· Have the significant risks and the method proposed for their management been identified? A blank risk matrix is provided at http://www.cardiff.ac.uk/plann/project_management/index.html
· Has the quality expected from the project and its components been considered?

· Have you thought about what will not be covered as part of the project, but might be expected?
Stage 2B: Approval

· Has an outline project plan been developed and approved?

· At what level within the institution will approval be sought for the proposal, the budget and the provision of any other supporting resources?

· Has the Project Manager been identified?
· For those projects defined as ‘major’, has the University Board appointed an Independent Reviewer?
· For those projects defined as ‘major’, has an initial meeting taken place with the Project Manager, Independent Reviewer and PLANN? During this meeting the Independent Reviewer is briefed on their role.
· Who will carry the ultimate responsibility for the project? Has the individual been fully briefed?
· Who will assume responsibility for Stages 3, 4 and 5 of the project?

· Who will carry out the evaluations in Stages 4 and 5? When and how will this take place? (The evaluation will refer back to the criteria for success, so it is important to ensure that the criteria are clearly set out as the project moves forward for final approval).
· Has the equality impact of the proposal, including relevant access & inclusion issues been considered?
Stage 3: Implementation
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Stage 3 involves implementation of the project to the agreed scope timescale and budget. 
By the end of Stage 2B, the Project Manager will have mapped out all the work that is involved in the project (who is going to do it, when it needs to be done, whether there are internal and external people/bodies who may need to be involved, and how communication within the project team and to the University is going to be accomplished). Stage 3 is when this plan is turned into action. Section C provides further details on these aspects.

Once this work has been planned out and milestones have been determined, these milestones should be provided to the Independent Reviewer and to the Planning Division. This is partly so that meetings at each milestone can be arranged but also so that the University knows when each milestone is due to be completed and can request information from the Project Manager if the project appears to be falling behind. 
The independent review process is unique to the Project Management Framework. During project implementation for major projects, review meetings are held with an independent reviewer (see below for more information) at key stages (milestones) in the project as specified in the project plan. As part of these meetings, the Completed Milestone Report proforma (included in Appendix 3 of these notes) should be completed by the Project Manager and the Independent Reviewer. The proforma can be adapted as required by the Project Manager, or other styles can be adopted as long as the key questions are answered.

Review meetings are to: 
· review progress to date against milestones;

· determine in the light of progress made whether the project should be allowed to proceed to the next stage; and, if so

· ascertain whether the targets, timescale and resources for the next stage are appropriate;

· report accordingly to the appropriate University authority via the central contact in PLANN.
The frequency of Review meetings should be arranged so that the progress of the project is formally monitored by the independent reviewer at least once every six months.
The following should be regular attendees at review meetings:

· the independent reviewer;

· the Project Manager;
· the Project Leader;

· if required, an appropriate representative(s) of the senior line manager of the Project Manager;

If appropriate, the independent reviewer may also invite to the meeting, representatives of those sections, which may be internal or external to the University, who are responsible for providing services/goods to help achieve the specific targets for that particular stage.

Checklist of factors to consider at the start of this stage and to be revisited periodically include:

· Does the supporting project team, which will be drawn from those directly responsible for the successful completion of the project; have the necessary experience and skills?

· Do all individuals directly and indirectly associated with the project (including the independent reviewer) clearly understand the objectives of the project and the impact it will have upon them?

· Are their responsibilities clearly defined and understood by all?

· Has the plan been discussed with the Independent Reviewer?

· How do you propose to communicate with members of your project team and other stakeholders in the project?

· Has a detailed project management plan been prepared with SMART (specific, measurable, agreed, realistic and time-limited) targets?

· Has the risk matrix been updated and how is it kept under review (See Section C)?

· Are risks being well managed?

· Are key milestones specified and procedures established for the formal monitoring of the project so that progress and achievement of targets can be measured at appropriate times and corrective action taken at an early stage where necessary?

· Where there are significant time gaps between key milestones, has provision been made for appropriate interim reviews?
· How will the following be managed during the project? Risk mitigation, change of scope, budget and timescale
· To which University authority will the Independent Reviewer report?
Stage 4: Evaluation
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Stage 4 is designed to consider whether there are early signs that the project met its objectives; how the project was managed and how the Project Management Framework was used during the project. This should be done objectively as it is an opportunity to learn from the project and possibly to share successes and failures with other project initiators, leaders and managers. It is recommended that evaluation is carried out immediately after completion of the project.
Checklist of factors to consider in this stage include:

· Were the initial objectives and success criteria of the project achieved?

· What benefits have been achieved and were these expected or unexpected?

· Did the project stay within the original scope i.e. time, cost and quality

· What lessons have you learnt which could be used to improve the design and management of similar projects in the future and the University’s project management framework in general?

· Are there any questions that can usefully be added to the checklists for any of the stages? If so, these can be fed back to the Planning Division who will ensure that these are included in the guidance, templates and training.
A report should be provided to the original decision-making body and copied to PLANN.
Stage 5: Future Plans 
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Stage 5 is the longer term review evaluation. The timing of this review will depend on the timescale in which the success of the project is expected to be demonstrable and will have been set at the end of Stage 2B.
Checklist of factors to consider in this stage include:
· How will the project be evaluated in the longer-term to ensure that users are deriving maximum benefit?
· Has the project delivered against the criteria for success?
· To which body will these project evaluation reviews be submitted?

· Will there be a successor project and if so, what is the time-scale for its planning/subsequent project management?

Section C: Project Planning, Risk Management and Independent Review
How to prepare your project plan

One of the most important documents that the Project Manager will have to prepare is the detailed project management plan which specifies the key tasks, targets and timescales. Production of this plan must be regarded as the top priority for the Project Manager at the end of Stage 2B and start of Stage 3 as any delay can have serious impacts on the successful implementation of the project.

The main steps in preparing a project plan can be summarised as follows:

· Identify the main tasks that need to be undertaken to achieve the project’s objectives. These activities will generally occupy periods of time and should be planned so that the overall project time is minimised; some will occur concurrently whilst others will run consecutively.

· Identify the key milestones which will enable the progress of the project to be monitored. Milestones, just like the ones by the side of the road, simply indicate the distance the project has travelled.  They are concerned with what progress has been achieved rather than how. As such, milestones allow those monitoring the project to check progress without becoming involved in operational issues which are the responsibility of the Project Manager and project team. The best milestones involve simple “Yes/No” answers to the question “Have we reached this particular milestone yet?”

· Identify responsible individual(s) for each task and the amount of time/effort they will be required to provide. Ensure their line managers are aware of this responsibility and are committed to this work. Occasionally very high levels of resource will be necessary to meet programme requirements but ideally, the project should be planned so that there are relatively smooth changes in terms of staff input.
Project plans can usefully be represented in a diagrammatic form by a Gantt chart (named after its inventor Charles Gantt). Simple Gantt charts can be prepared using a spreadsheet and an example is given in Appendix 2: Implementation Plan for the Project Management Framework showing the plan for the first two years of the project to implement the Project Management Framework itself. The chart can also identify the individual(s) responsible for each task. 

Risk Management
The University has established a risk management system at the corporate/governance level but it is equally important to apply risk management at the individual project level. Risks will obviously vary between projects but they will also vary within a project as it progresses from one stage to the next. The Framework therefore requires that a risk assessment is carried out at every review stage during the process. The key is not about avoiding risks totally but identifying the main risks that can cause problems and finding ways of dealing with them.  
Risk identification is the responsibility of the whole project team and cannot be left to one individual. Identification of risks requires experience, lateral thinking and common sense. A useful starting point is the criteria against which the success of the project can be measured. The top-level risks are those that can result in the success criteria not being met. Risks should also be identified through:

· thorough research and understanding of all the aspects of the project requirements including its interaction with other developments;

· seeking the advice of people who have experience and expertise in a particular area;

· sharing the information gathered by members of the project team.

Risk assessment is a method of prioritising the relative importance of the risks that have been identified and this can be facilitated by a subjective but simple quantitative approach. The effect that a particular risk may have on the project will depend on two factors:

· the probability that the risk will happen;

· the impact that the risk will have either on the specific project outcomes or their subsequent effect on the University at large.

The probability that a risk will happen can be graded on a scale of 1 (Low) to 3 (High) using the following criteria:

	Probability
	Value
	Description

	Low
	1
	Unlikely but not impossible (0% - 20% chance)



	Medium
	2
	Fairly likely to happen (20% - 50% chance)



	High
	3
	More likely to happen than not (> 50% chance)




The impact of the risk can be generally broken down into one or more of the factors to be considered when planning the project:

· project scope/outcomes.

· resources;

· timescale.

The impact on other areas may also be relevant e.g. impact on related projects and these should also be included in the risk assessment and communicated to those people involved in the related project.
As in the case of the probability of the risk occurring, the impact can also be graded on a scale of 1 to 3 using the following criteria:

	Impact
	Value
	Description

	Low
	1
	Causing a small delay; or 

Causing a small increase in cost; or

Causing a minor shortfall in project outcomes; or

Having a minor impact on the University.



	Medium
	2
	Causing a significant delay; or

Causing a significant increase in cost; or

Causing a shortfall which may significantly affect the project outcomes; or

Having a significant impact on the University.



	High
	3
	Causing a major delay; or

Causing a major increase in cost; or

Causing a major shortfall in project outcomes;

Having a major impact on the University.




Risk = (Probability of the risk occurring) x (Impact on project outcomes).

Using the above grading schemes, the value of the risk will either be 1, 2, 3, 4, 6 or 9. If the resulting risk turns out to be greater than or equal to 3, then a risk management/mitigation procedure must be devised.

Risks can generally be managed in one of four ways:

· Treat – most risks will fall within this category and the purpose of treatment is not to eliminate risk but to contain it to an acceptable level e.g. through contingency plans;
· Tolerate – if the cost of the appropriate risk control is disproportionate to the potential benefit gained, toleration of the risk may be an appropriate response;
· Transfer – responsibility for containing the risk can be transferred to a third party e.g. by taking out an insurance against the risk;
· Terminate – in some cases, the risks will only be containable to acceptable levels by terminating the activity.
A blank risk matrix is available at http://www.cardiff.ac.uk/plann/project_management/index.html. The Planning Division can advise on how this should be completed, based on risk management from previous projects that have followed the Project Management Framework.

Section D: Major Research Awards
What happens in the case of major research awards?
As the University continues to increase its research profile, more research awards will qualify as major projects as defined in Section A. However, it is recognised that, in many cases, monitoring the progress of such projects during the implementation phase will be a formal part of the research programme. In order to avoid any unnecessary duplication, holders of major research awards will not be required to introduce separate review arrangements for Stage 3 provided RACDV is satisfied that the project has in place appropriate monitoring arrangements which will meet the requirements of the Project Management Framework. In cases where satisfactory monitoring arrangements are not in place, the principal investigator will be referred to the central contact point in PLANN so that an appropriate project plan for the implementation phase (see Stage 3: Implementation) can be devised and an independent reviewer appointed in accordance with the University's Project Management Framework. A similar approach is taken where projects are noted by RACDV to meet those of a major project. This information is captured via RACDV’s CAP form. 
Section E: Roles
What is the role of the Project Leader?
The Project Leader will be a senior person who is charged with the responsibility of the project. They are likely to be a Head of School/ Directorate / Divisional Director or Pro Vice Chancellor. The individual is ultimately responsible for:

· the overall delivery of the project (this applies if project is delivered within one School/Directorate or across Schools/Directorates);
· championing the project;

· the line management of the Project Manager (possibly through an intermediary such as the project budget holder);
· attending Independent Reviewer meetings;
· for ensuring that the project proceeds according to the agreed plan;
· ensuring that the staff committed to the project give sufficient time to the project e.g. the Project Manager may not be sole line manager of the project team.
What is the role of the Project Manager
The Project Manager will normally be identified during Stage 2 of the process and will be appointed by the relevant Committee/Senior management/Head of School/Project budget holder as appropriate.  He/she will not necessarily be the same person who conceived the idea or who undertook the option appraisal.  The Project Manager will drive the project forward from the implementation stage to completion and will be responsible for:

· preparing the detailed project management plan from Stage 3 onwards;

· identifying risks and planning their management/mitigation;

· ensuring the project’s overall objectives, targets at various key stages, and individuals’ responsibilities are clearly understood by all concerned;

· monitoring performance against the plan;

· highlighting areas of slippage and identifying/initiating corrective action;

· completing the project milestone reports prior to meeting with the independent reviewer at key milestones;

· ensuring appropriate communication between the members of the project team and other project stakeholders including, where appropriate, the end users;

· ensuring that the project complies with all appropriate University procedures and regulations, e.g. human resources, financial and procurement etc.
The Project Manager will generally be supported by a project team.  Depending on the nature of the project, the project team will be appointed either by the relevant Committee/Senior management/Head of School/Project budget holder as appropriate.  The size and composition of the team will vary according to the nature and complexity of the project but will generally consist of those directly involved in implementing various parts of the project.
What is the role of a steering group?
For the larger scale/more complex projects, it may be felt appropriate to establish a Steering Group especially where more than one School or Directorate (or University) is involved. The Project Management Framework can accommodate such a Group and it can provide a valuable channel for the involvement of, and input from, the clients of the project. Experience demonstrates that it is beneficial to have a Steering Group through the period of a project. However, it should only be set up where there are clear benefits to be gained and it is essential that its role in relation to the other key players is clearly defined and understood by all parties from the outset. Please contact the Planning Division for further advice on the structure of steering/project groups.
A Steering Group will normally be involved in Stages 1 and/or 2 of the Project Management Framework, however, its role can continue through implementation. A Steering Group is generally not involved in the management; however, it should receive progress reports throughout the project with problems / risks raised as appropriate (this will vary from project to project). 
A Steering Group may:

· be involved in needs analysis and/or identification of the project’s objectives (Stage 1 and/or 2);
· offer guidance on the preparation of the original project plan (Stage 3);

· advise the internal sponsor on any subsequent changes to the agreed objectives (scope, timescale or cost) as may be necessary as the project proceeds, and how these changes may be accommodated within the project plan (Stage 3).

Responsibility for implementing/approving any changes which affect scope, timescale or cost to the project plan rests with the Project Steering Group or Internal Sponsor.

The Independent Reviewer must not be part of, nor replaced by, a Steering Group.
What is the role of the Independent Reviewer?

The Independent Reviewer is appointed from within the University by the University Board. The reviewer will normally be appointed towards the end of Stage 2 of the process. This enables the Independent Reviewer to give assurance to the University that the case for proceeding to the Implementation Stage has been properly developed and costed to enable successful delivery. He/she is required:
· to take a broad and independent view of the progress of the project;

· to receive information from the Project Manager prior to the end of each review (milestone) meeting and act as gate-keeper, deciding whether sufficient evidence has been presented by the Project Manager/team to justify moving on to the next phase of the project plan;
· to ensure that before moving on to the next stage:

· all tasks underpinning the current milestone have been achieved;

· revised milestones are agreed where appropriate;

· the necessary time, skills and/or resources are available to complete the next phase;
· reservations identified, should be raised in the first instance with the Project Manager/project budget holder/Head of School to identify the necessary remedial action. If reservations subsequently remain, these will be formally recorded on the pro forma (see Stage 3) by the independent reviewer and drawn to the attention of the internal sponsor. This may result in the project being allowed to proceed to the next phase with conditions attached, or, if the lack of progress is of major consequence, the overall scope, timescale and/or resourcing of the project may have to be revised. The independent reviewer can only recommend such changes; they will have to be formally approved by the internal sponsor.

· any associated risks for the remainder of the project have been identified and plans for their management/mitigation put in place. 

It is essential that the independent reviewer should not become a ‘Champion' of the project but should remain at arm’s length at all times so that appropriate independence can be demonstrated. Furthermore, the independent reviewer should not become involved either in the direct management of the project or in the management of the Project Manager. These responsibilities will rest with the Head of School/Director of Directorate/Division charged with implementing the project (possibly through an intermediary such as the project budget holder).
Section F: Support Available
Formal project management will be a new experience for many staff but appropriate initial and on-going training is available. Training is provided in three main areas:

· understanding the process as operated in Cardiff;

· general project management principles (including people management skills);

· specific project management tools and techniques.
A central contact point is available in PLANN to provide advice on project management issues and to ensure a consistency of approach where this is beneficial throughout the University. Please contact PLANN (planning@cardiff.ac.uk) for more information.  

In addition, PLANN will:

· maintain a list of all major projects satisfying the criteria noted under Section A above;

· ensure that for any new major project, the supporting project management process is consistent with the University’s Framework and also appropriate for the complexity of the individual project;

· refer to the University Board, any projects which do not meet the selection criteria noted above but which might benefit from the adoption of a formal project management approach;

· receive copies of all Independent Review reports for monitoring by the University Board;
· review the lessons learnt from the operation of Framework, and in particular the evaluation phase of each project, and to develop the Framework accordingly, referring any proposals for change to the University Board the regulatory body for the Framework.
Feedback on the usefulness of the Framework and the supporting Guidance Notes is always welcome and should be sent to the Planning Division (Ext. 7644planning@cardiff.ac.uk3, ).

Appendices

Appendix I: The five stages of project life cycle
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Appendix 2: Implementation Plan for the Project Management Framework


[image: image8.emf]NumberActivitiy Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

JanFebMarAprMayJun

Jul AugSepOctNovDec

JanFebMarAprMayJun

JulAugSepOctNovDec

1 Define 'major project'

Project Team

2 Finalise check lists & write guidance notes

Project Team

3 Arrange seminar for non-pilot projects

Project Manager

4 Roll-out to depts/divns & Report to HoDs

Project Manager

5 Approve pilot plans

Project Team

6a Monitor pilots On-going

6b Learn from other non-pilot projects On-going

7a Identify training requirements Review in light of discussions with individual project managers 

7b Provide training programmes Frequency of programmes will depend on results of Task 7a

8 Identify and solve Framework problems Frequency will depend on results of Tasks 6a and 6b

9 Report changes to P&RC Frequency will depend on Task 8

Key milestones 6 month interim reviews

Task 2002 2003


Appendix 3: Completed Milestone Report
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This document is to be used during Stage 3 of the Project Management Framework when each milestone has been achieved. If a project has four milestones there should therefore be four Completed Milestone Reports by the end of stage 3. 

The Project Manager should complete the first section which contains a summary of the progress to date, including projects tolerances and risks, as well as reviewing the project against the original business case. This can be used as the basis of the meeting with the Independent Reviewer. 

The Independent Reviewer should then complete the second section to recommend whether the project moves on to the next milestone (or if there are no further milestones i.e. the implementation has been completed,  then the project should move to Stage 4 which is evaluation).

This Completed Milestone Report should then be forwarded to the Planning Division planning@cardiff.ac.uk who will submit it to University Board if necessary.

	Project Title:
	

	Date:
	

	Project Leader (person with responsibility from University for the project):
	

	Project Manager:
	

	Independent Reviewer:
	

	Author:
	


Version History

	Version Date
	Previous Versions Date
	Number of Changes

	
	
	

	
	
	

	
	
	


	Stage Summary (Review of previous stage)

The Project Manager should report the progress achieved during this stage. This must include any problems or unexpected issues and their impact on the project, any costs incurred or lessons which have been learnt during this stage and has the project remained on schedule?

	(Expand box as needed)



	Has the project remainder on schedule/on budget/within scope? (If not, please explain and justify)
The Project Manager should report the progress achieved during this stage against schedule, scope and budget. 

	(Expand box as needed)



	Project Plan Expectations (Look forward to the next Stage(s))

Indicate if the outlook on the project has now been affected, or if it is still on schedule and what the schedule is.

	(Expand box as needed)
Note: Is the project plan up to date and ready for the next stage(s). The project plan will be needed for this review meeting). Please attach the latest version of the plan to this document.


	Business Case Review (Look at the overall project)

Summarise the business case including the reasons for the project, the options, expected benefits, risks, costs and timescales. Is this still going according to plan?

	Note: The project’s business case can be extracted from the Business Case document.


	Risk Review

Have any additional risks been identified, have any anticipated risks at the beginning of the project been met and how were they overcome?

	(Expand box as needed)
Note: The risk matrix will be needed for the meeting with the Independent Reviewer. Please attach the latest risk matrix to this document.


Questions for the Independent Reviewer to Complete

	Milestone
	Yes
	No
	Comments

Please add additional rows if required

	Stage Summary

	
	
	

	Has the stage been completed satisfactorily? 
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	

	If not, why not?
	
	
	

	Project Tolerances
	
	
	

	Is the project proceeding within budget?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	

	Is the project proceeding within time?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	

	Is the project proceeding within quality / scope?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	

	Project Plan Expectations
	
	
	

	Are you satisfied that the next stage has been planned appropriately? 
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	

	Is the milestone for the next stage appropriate? 
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	

	Business Case Review
	
	
	

	Is the project still on track to meet the overall objectives?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	

	Risk Review
	
	
	

	Have the project risks been identified, updated and plans for their management identified?
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	

	
	
	

	Should the project move onto the next milestone/stage? 
	Yes  FORMCHECKBOX 

	No  FORMCHECKBOX 


	Signature of Independent Reviewer


	

	Date
	

	Date of next planned review
	


PLEASE RETURN A COMPLETED VERSION OF THIS FORM TO THE PLANNING DIVISION FOR REPORT TO THE UNIVERSITY









Feasible solution(s) identified








End of project report


Measure success against objectives








Project plan


Milestone reports


Team brief





Clear benefits identified





Areas for improvement and forward planning














Cost
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Time








Outputs
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Planning and Risk Management





Option chosen


Resources committed


Risk matrix


Project Manager


Independent reviewer identified
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		Task														2002																								2003

		Number		Activitiy				Q1						Q2						Q3						Q4						Q1						Q2						Q3						Q4

						Jan		Feb		Mar		Apr		May		Jun		Jul		Aug		Sep		Oct		Nov		Dec		Jan		Feb		Mar		Apr		May		Jun		Jul		Aug		Sep		Oct		Nov		Dec

		1		Define 'major project'												Project Team

		2		Finalise check lists & write guidance notes														Project Team

		3		Arrange seminar for non-pilot projects																Project Manager

		4		Roll-out to depts/divns & Report to HoDs																				Project Manager

		5		Approve pilot plans												Project Team

		6a		Monitor pilots				On-going

		6b		Learn from other non-pilot projects																On-going

		7a		Identify training requirements				Review in light of discussions with individual project managers

		7b		Provide training programmes														Frequency of programmes will depend on results of Task 7a

		8		Identify and solve Framework problems				Frequency will depend on results of Tasks 6a and 6b

		9		Report changes to P&RC				Frequency will depend on Task 8

								Key milestones												6 month interim reviews



&C&"Times New Roman,Regular"&12 &10 &11 &10 16



Sheet2

		





Sheet3

		






