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Introduction

Projects are fundamentally about change, and change is inherently difficult to manage
and get right. The Project management Handbook provides a standard framework to
successfully manage and deliver a project.

Capital projects are usually complex, requiring significant management skills, co-
ordination of a wide range of people with different expertise, ensuring completion within
the parameters of time, value and necessary specification.

The Handbook provides a strategic and systematic approach to implementing change
that:

supports corporate governance requirements for project management, with
standards that can be set and applied efficiently and effectively across all
business/service areas;

enables a consistent application of good practice across all parts of the Council in
the delivery of excellence in products and services.

This Handbook is delivered alongside training and awareness in project management; it
is insufficient by itself to enable inexperienced teams to properly set up and run
projects.

The Handbook provides a common approach that is applicable to all projects, though
the delivered outputs may vary from buildings, public services or ICT services.

The Handbook provides a basic introduction to project-based working, so those
unfamiliar with projects and project management will need additional support and
training to give them confidence in applying the processes and techniques described.
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Figure 1 - The importance of being a team
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Instructions

Purpose of this Handbook

The main purpose of this Handbook is to regulate and provide the necessary tools to
ensure that a project, whatever it may be, has the best chance of success. A
successful project is one that fully meets the Client/User needs, which means that a
project:

is to budget;
is on time and
is to the required quality.

This tri-partite project requirement means that the project management control systems
fall into five categories of:

time,

cost,

quality,
function and
conflict.

The time control is documented in the programmes, cost in the bills or financial
statements, quality in the specifications, function in the brief and conflict in the contracts
and conditions of engagement. The Handbook provides the information, instructions
and tools to control a project from beginning to end.

The Project Management Handbook is for individuals and groups who have any form of
involvement with projects, whether as executives, sponsors, end-user, project
managers, team members, suppliers, stakeholders or other interested parties.

The Handbook is intended to give rigour and consistency to all phases of a project,
especially project start-up (inception, viability, and feasibility), managing, governing and
reporting. Its use achieves an accurate view of any single project that is able to be
consolidated with many other projects thus enabling an accurate picture of total
progress and status. This, very importantly, ensures that a precise analysis of the
Council’s financial position and commitment is readily available and can be measured
against policy objectives.

It is important to understand that this Handbook only gives a basic description of project
management, its processes and techniques. It will not necessarily make a good project
manager, but it gives an understanding of the basic rules of best practice in project
management. Most importantly, it does give the tools and techniques to enable good,
professional project management to be achieved. Project management will not be
‘perfect’, but it is important to recognise and understand where the deficiencies may be
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and have the confidence to say, “I don’t know”, “It doesn’t meet all my requirements”, “I
believe | can improve on this”, “I need help”. Itis intended, therefore, to create a Users
Group that is able to receive and act upon users’ experiences and requirements and be
a forum for discussion to enable continuous improvements to be made to the Handbook
both in terms of content, tools and training.

REMEMBER: Good project management gives
guidance, rules, instructions and tools

to enable:
monitoring
reporting and
communications

giving
control and
predictability of outcome.

When to use this Handbook

For setting up and managing a project (of all types) from inception to completion. Some
elaboration is given below: -

‘Setting up’ a project is the single most important part of a project. Time and
resource spent at this time will vastly improve the chances of success. It includes
the process of examining ‘a bright idea’. ‘Examining’ is probably too neutral; ‘put
through the wringer’, ‘put under the microscope’, ‘knock it around’, ‘make the pips
squeak’, probably better describes the processes that ‘a bright idea’ goes through
before it gets anywhere near being called a project. After these initiation processes
have been carried out a ‘bright idea’ MAY then become a project. A rejected ‘bright
idea’ is just as important as an accepted ‘bright idea’, both save time and money!
The Handbook gives the tools and describes the processes necessary to ensure that
the ‘birth’ of a project is not premature and is carried out as efficiently and effectively
as possible.

The Handbook MUST be used throughout the lifetime of a project. The adherence
to the governance, monitoring, reporting procedures and project management
techniques described here is ABSOLUTELY required.

How a project is handed over including a comprehensive and understandable O&M
manual is also a critical area of a project, which can be often overlooked. This area
should be clearly defined within the project brief, preferably by the end-user, to
enable ALL relevant information to be gathered during the lifetime of a project. A
clear consistent approach to the methods, purpose and requirements of information
gathering at the earliest stage will enable a really useful and most importantly,
accurate O&M manual to be produced. This Handbook gives important rules in this
area.
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How to use this Handbook

This Handbook is designed for web-based use, but can also be used in Word or
hardcopy formats.

The web-based Handbook is designed to give easy access to all parts of the Handbook.
The depth and/or detail to which the user may wish to go is controlled by linking to the
relevant parts of the Handbook, whether it be straightforward information,
process/governance issues or downloading appropriate documents.

The Word-based document also follows a similar format to the web-based Handbook.

The hardcopy version should only be used if access to the electronic versions is
unavailable, especially as the current version will always be in the electronic formats
and the most up-to-date downloads will only be available electronically.

General Approach:

The Handbook gives easy access to all the information, from initiation to post
completion/handover and all the rules and regulations related to a project and the
tools in the form of template documents, forms, reports, spreadsheets and the like.
Process diagrams feature throughout the Handbook to enable the user better able
follow the protocols, rules, regulations and procedures that are required.

Consistency of approach to the management of all projects is fundamental to
achieving the three prime objectives of being:

0 ontime,
o within budget and
o to the required quality,
by using the project management systems that control:
o time,
0 cost,
0 quality,
o function and
o conflict.

The Project Manager needs to take ownership of the documents used for the project
and be personally responsible for updating the documents in discussion with the
relevant specialists (e.g. Accountant, Quantity Surveyor). The Handbook is
designed for everyday use; it is the supporting framework for all project management
needs. The Project Manger must use it; the Client must use it; Council members
should have an understanding of it.
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Structure:

Each element of a project will form part of the structure called ‘the project’. Itis very
important that each element is carefully designed to ensure that it fits within the
overall structure and contributes in supporting it. If the analogy of building a house
is used, then the positioning of the windows, doors, walls etc form a critical part in
ensuring that the house is stable and is fit for its purpose. BUT a project is much
more than this, using the same analogy, a house cannot be built without a plot of
land, planning permission, building regulation approval, a design that works for the
end user and sufficient finance to fund whole job.

The documents/ templates in this handbook form the basic elements, whilst the rules
and regulations form the cement that keeps the elements together to the required
plan.

The reporting processes ensure that the state/progress of the project is understood
fully by ALL.

The decision making and governance processes ensure that progress is made in a
fully informed and agreed manner.

The structure helps to ensure that all aspects of a project from inception right the
way through to operations is fully understood, controlled and monitored. Decisions
are made in a timely manner with complete knowledge and understanding of risk
and outcome.

Planning and managing:

The Handbook is designed to give a clear route map to planning and managing a
project, including the ‘bright idea’ stage. Much of the key information related to
project processes on the timeline, and decision making processes related to project
governance, are given by flowcharts(insert links). It is important to understand these
processes and if they are not understood then ask for help and training (insert link).
Much of the project planning process will been done at the ‘bright idea’ stage (insert
link to project initiation form) before any project is accepted and given the go-ahead
to the next stage. The key documents at this initiation (‘bright idea’) stage are: -

o Project initiation form
o Project brief/scope

0 Business case

o0 Budget

o Cost plan

o Cash flow

o Project drivers

o Other resources
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0 Risk register
o0 Programme with key milestones
o Gateway 01 document

Once a project has been given the go-ahead to the next stage, then the whole of the
project management system comes into play. The key managing documents and
templates are designed to facilitate detailed project planning, managing and
reporting. The key documents and templates are: -

0 The project execution plan (PEP) which is the core document. It acts as
an umbrella under which all of the project documents sit. This is a live
document that enforces discipline and planning with a wider circulation
than the project design team.

0 The project management system (PMS), which includes management and
reporting systems for budget, cost planning and forecasting, programme,
risk, change, communications and project team information, procurement,
health and safety and any other statutory issues.

o Gateway documents, which ensure a ‘safe steps’ approach to project
progress.

Project governance is designed to ensure that decisions are made in a timely
manner with FULL knowledge of the relevant facts. It is important to include all the
relevant decision making processes in the project programme to give an accurate
picture of the project’s overall duration. The main decision making and/or advising
bodies that deal with projects are: -

o Full Council (d)*

0 The Executive (formal and informal) (d)

0 The Executive Member (d)

o Projects Programme Board (PPB) (a)?

o Directors’ Group (a)

o Capital Strategic Asset Management Group (a)

o Project Board (PB) — the main decision making body - one set up for each
project (a)

o Director’'s Review — monthly project management report from the PMS (a)

o Project Initiation Panel — in front of which, ‘bright-ideas’ sink, swim or given
lifebelts. (a) (insert links as appropriate)

! (d) = Decision making body as defined within the Council’s constitution
2 (a) = Advisory and guidance body
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Completion and operation:

The essential question asked here, “Is the Client ready to assume responsibility”? This
may be of a building, an IT system, a policy. The completion and operations strategy
must be decided at the earliest possible stage at the beginning of a project; do NOT
leave to the end. The detailed activities and processes at this stage must have been
planned at the beginning of a project and be part of the project programme, to ensure a
smooth handover to the operational phase.

It will usually consist of matters related to completion of an O&M manual, user and
maintenance training for the case of a building or IT system or a final report in the case
of a new/change of policy or management restructuring. In any case, the detailed
requirements must have been planned at the earliest possible phase of a project.

Feedback forms an important part of this phase and includes feedback from Client,
installers, suppliers and the like. The ‘lesson learned’ form (insert link) (part of the PMS
suite of documents) will have been used throughout the lifetime of the project and will
have been useful in collecting and collating this kind of information.
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Structure of this handbook
The Handbook is split into two main parts:
Part 1 — Project management — planning and governance (INFORMATION)

Part 2 — Techniques, methods and processes (TOOLBOX)
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Part 1 - Project management — planning and
governance (Information)

1.1 Definition of a project and project management

A project is the process of creating a specific result or objective; a means to an end.
It is @ management environment that is created for the purpose of delivering one or
more business products or services to a specified Business case.

There are a variety of other valid definitions; however, this definition highlights some
important points:

In order for a project to be created, a Business Case must exist. The Business
Case may be developed in advance of the project, or it may be developed as part
of project start-up.

A project is created to deliver something — one or more business products or
services. Planning the project will involve defining exactly what should be done
in order to deliver the products or services.

A project is a management environment that is created specifically for the project
— itis not normal operational business

Planning the project will involve defining exactly what should be done in order to
deliver the products or services.

Projects are temporary things, each with a defined start, middle and end.
Projects do not just happen, nor do they go on forever.

Project management is the management of that process with the resource
available (i.e. Time, Money, Materials and people).

The following list provides examples of business activities that would be suitable
candidates for projects:

o planning an office move

0 arranging a major event

0 carrying out a feasibility study

o0 building a new school or road

o introducing a new method of providing a service
o delivering a new ICT service

0 developing a new policy.
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The essential elements of a project management system are givenin 1.1.1 to 1.1.5
below. These are not listed in any particular process/chronological order and all are
of equal importance.

1.1.1 Starting a Project (Project Initiation)

This forms a critical part of any potential project. Time and resource spent at this
time will vastly improve the chances of success. It includes the process of
examining ‘a bright idea’. A ‘bright idea’ needs a structured approach to its
presentation in terms of information collected and provided. This will then allow an
informed and consistent examination of that ‘bright idea’, so that decisions to
proceed amend or decline is the best that can be made.

The project initiation process also forms the foundation of the capital planning
process that enables the Council to select and prioritise those projects that best
meet the Council’s duties and objectives. Figure 4 shows how the project initiation
process fits with the capital planning process.
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Figure 4 - Project initiation and the capital planning process
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The initial information required is collected on the Project Initiation Form (insert
link) and the information required will usually include the following depending on
the value and complexity of the intended project:

o Objectives and outcomes

o Project description

o Why now?

o0 Responsible officers

o Options

o Statutory and regulatory duty/other legal and government requirements
0 Extent of compliance with Council priorities

o Outline feasibility

0 Risk (corporate and project)

o Intended programme (Gateways) with key assumptions
o Consultation / communication strategy

0 Supporting documents

8 Required — environmental impact assessment and list of sub-
projects within a block programme

§ Optional — will depend on the type of project and the stage of
initiation i.e. after initial evaluation and/or prioritisation from the
P1&DG and/or PPB

o Financial evaluation

The depth of the information required and/or available at this stage will very much
depend on size, complexity and risk profile of the intended project. Risk is
generally a function of complexity and complexity a function of size, and size a
function of cost, BUT not always. This project initiation phase is intended to tease
these relationships out so that a project/ bright idea profile is formed with ALL the
relevant information.

A very complex ‘bright idea’, for example, will probably only have outline
data/information related to its costs, programme and risk profile available at this
stage and will need a relatively long and intensive viability and feasibility phases
through the PM gateway processes before implementation. Whilst a simple ‘bright
idea’, with a low risk profile, is more likely to have enough detailed information at
this project initiation stage to swiftly go through the initial decision processes.
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A ‘bright idea’ may be declined or deferred, not because it is not a good idea, but it
does not fit the current Council/Government strategies or capital spending profile.

Importantly, the examination and decision processes are the same for ALL types
of ‘bright idea’.

1.1.2 The Project Execution Plan (PEP)

The PEP (insert link). is the core document for the management of a project. Itis a
statement of policies and procedures defined by the project sponsor, although
usually developed by the project manager for the project sponsor’'s approval. It
sets out in a structured format the project scope, objectives and relative priorities.

This is a live document used throughout the lifetime of a project; it enforces
discipline and planning with a wider circulation than the project design team. It
forms the basis for:

o Gateway 02 — feasibility sign off

0 A prospectus for funding (e.g. grant monies or joint ventures)

o0 Aninformation and ‘catch-up’ document for prospectus contractors.

Some of the confidential information in the client version will be taken out of the
published version to other parties.

The PEP is in a standardised format that can be readily modified to meet the
particular circumstances of each project. The PEP will change as a project
progresses though the gateways. It should be a dynamic document regularly
updated and referred to as a communication tool, as well as a control reference.

1.1.3 Gateways
Gateways create ‘safe steps’ in a project by being positioned at critical points
within a project. As their name suggest, a Gateway forms a barrier that must be
opened to be able to proceed further.
The Gateways occur at critical points in a project:

o Gateway 00 — Project initiation (insert link).

o Gateway 01 — Viability (insert link).

o Gateway 02 — Feasibility (insert link).

o0 Gateway 03 - Scheme design (insert link).

0 Gateway 04 — Detail design (insert link).

o0 Gateway 05 — Procurement (insert link).
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0 Gateway 06 — Construction (insert link).

0 Gateway 07 — Operations (insert link).
Each Gateway sets outs the:

0 objectives

0 inputs

0 processes

o responsibilities

0 deliverables

o validation

o0 completion

in a format that allows the required activities to be readily identified. Most
importantly, to ensure that sufficient time and resource is given to the relevant
activities, their inclusion within the project programme is essential.

The Gateway process together with its report ensures that project decisions are
made with all the appropriate information at the appropriate level at the appropriate
time.

Figure 5 - Gateways and safe steps
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1.1.4 Business Case

The Business Case explains the business rationale for undertaking the project, the
expected benefits as a result, and analysis of the balance between costs, risks and
benefits. At the early initiation stage, the Business Case information may only be
outline but it should clearly explain how the project fits to overall organizational
objectives.

Although the project Sponsor is the “owner” of the Business Case, the Project
Manager is usually responsible for developing the information, with input from
advisors and specialists as necessary:

o all the benefits justifying the project, for example financial savings,
improvements in current working practices, provision of new services.
The benefits from one project may actually benefit other organisations
than the one sponsoring the project. These “indirect” benefits should
also be included in the Business Case;

o the estimated costs of the project covering capital investment required,
resource costs, staff costs, equipment costs;

o summary of the options considered for the project. Where procurement
is required, the options should also include the different procurement
options;

o summary of the key risks facing the project
0 outline timescales for the project showing major milestones

o appraisal of the overall investment describing the balance between
costs, benefits and risks.

The Business Case will be reviewed by the Project Sponsor/Project Board and
updated as required at specific points during the project lifecycle, usually at least at
the end of each Gateway stage. These reviews are critical to understanding the
ongoing viability of the project both at start-up and throughout the project.

Plan what needs to be done during Initiating a Project.

Planning takes place throughout the project, but at this stage the Project Manager
should focus on detailing what work is needed to complete the Initiation stage.
The Project Initiation Form(insert link) will help in ensuring that the right amount of
information is gathered to support the business case and will be carried forward
into the Gateway 00 (insert link).and Gateway 01 (insert link).phases. The
initiation phase should include the resources and effort necessary to develop the
detailed plans for the project:

0 required outputs from initiation, for example, Communication Plan,
Project Execution Plan
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0 resources needed and any costs associated

0 activities and timescales, usually shown as a Gantt chart. The critical
path® should also be elucidated especially for more complex projects.

o quality control and checking, e.g. review of outputs by internal audit
Outline business case:
The outline business case (insert link) includes:

0 A description of how the project supports the Council strategy, plans or
schedules

0 The reason for selection of this solution
Detail business case:

This will include in much more detail the financial case for the proposed solution(s)
with a reasoned argument for the necessity of undertaking the project. The case
should include the degree(s) of risk and their amelioration and an explanation of
how the project meets the Service and Corporate objectives.

Techniques, such as life cycle and whole life costing, best value and the like
should be used, where appropriate to support the case.

1.1.5 Project Brief/Objectives
The two major roles and their responsibilities are:
o Client role — responsible for the investment and setting objectives

o Project Manager role — responsible to the Client for the project
implementation and meeting the project objectives.

Client objectives:

The Client (i.e. The Council) will have set its objectives through a series of policies
usually driven by local and central government requirements, needs and
aspirations. These policies can be delivered by setting up a programme that is
implemented through a number of projects.

e.g. policy — improve educational attainment by reducing class sizes
programme — school improvement programme
project — build new schools/or additions to existing schools

BUT not always. Projects may arise through central government initiatives or local
business opportunities, in which case the Client (Council) objectives must be
clearly defined within these initiatives and/or opportunities. Professional advice

® The activities on the critical path together indicate the shortest duration that a project can be finished.
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should be sought through possibly the services of a project manager to ensure that
the objectives are set in a co-ordinated, effective and efficient manner.

Project objectives:

The project manger will develop the Client objectives into the project objectives,
then project brief, usually after extensive consultation with the Client, stakeholders,
appropriate Statutory Bodies and the like. The project objectives will form an
integral part of the Project Execution Plan (PEP) (insert link). It is probably worth
re-stating here that the PEP will be the critical document under the umbrella of
which, the project will reside and the Gateway (insert link) processes give
guidance to the activities, roles and responsibilities that are required to
successfully progress the project.

Project brief (detailed):

This is usually further development of the project objectives and is an interactive
process involving most members of the design team and appropriate
representatives of the client team. It is for the project manager to manage the
process, resolve conflicts, obtaining client’s decisions, recording the brief and
obtaining the client’s approval.

The project brief should probably consist of the following, which should be tailored
to the requirements and environment of each project:

Background
Project definition, explaining what the project needs to achieve.
It will contain:
Project objectives
project scope
Outline project deliverables and/or desired outcomes
Any exclusions
Constraints
. Interfaces
Outline business case
1. A description of how this project supports business
strategy/policies, plans or schedules
2. The reasons for selection of this solution
Customer’s (Client and/or End-users)
Acceptance criteria
Risk assessment

ok wNE

If earlier work has been done, the project brief may refer to the document(s)
containing useful information, rather than include copies of them. In any case the
Project Execution Plan (PEP) will form the important repository and reference for
all the project documentation and information.
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It is not unusual for the client to modify their thinking on various aspects of the
proposals and there is certainly the opportunity and scope for change during this
phase (Gateway 02 — Feasibility) (insert link). Figure 6 demonstrates graphically
the relationship between ‘scope for change’ and the ‘cost of change’ set against
the time-scale of a project. The crossover point occurs at the completion of the
Gateway 03 — scheme design phase. The client's attention should always be
drawn to this relationship and to the benefits of brief and design freezes.

High Optimum Latest advisable . .
| |
. | |
Scheme defined I
l
Brief freeze | |
| |
Design freeze : :
| |
| |
| |
| |
| |
|
| |
| |
- — I [Scope for change |
Low ]
Initiation - Viability - Feasibility Scheme design Detail design! Procurement -Construction & handoverlOperations
Gateways 00 01 02 03 04 05 06! 07

Figure 6 - Relationship between scope for change and cost of change

It is key that the client understands the importance of establishing enough
information at this stage to determine the end requirements and objectives for
developing the project. This point cannot be overemphasised. It is essential that
the client/end-user’'s needs and objectives are clearly identified and these are
thoroughly (and tactfully) examined to minimise potential future changes to the
project brief. The project manager should, therefore, ensure that the client is
familiarised with the potential cost and time implications of design changes and
identify as clearly as possible the precise requirements of the client.

The detailed design brief will form part of the detailed project brief and the project
manager will monitor the assembly of the detailed design and co-ordinate
consultations, programme and outline project brief compliance. The project
manger will also notify the client of any cost, time, quality function and financial
viability of any changes from the outline design brief. The formal approval by the
client will form part of the Gateway process (Gateway 03 — Scheme design or at
the latest part way through the Gateway 04 — Detail design phase — see Figure 6).
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1.2Why project management is required
1.2.1 Plan

Organise tasks in a logical manner to enable an understanding of the requirements
of the project, especially in relation to: -

o time to implement the project;
0 resources required (money, materials and people)
A well planned project will also mean it will be much easier to: -

o understand the interrelationships that drive the project and are critical
for a successful outcome;

0 communicate the scheme to others, in gaining approval for the project,
managing and reporting progress;

o effectively consider and manage changes to the programme.
o effectively consider and mange risk associated with the project
1.2.2 Control
Progress
Resources (includes money)
Changes/actions
Quiality
Risk
Conflict
1.2.3 Monitor
Progress
Resource management (includes cost)
Change/action management
Time management
Quality
Risk
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Issues
Conflict resolution
1.2.4 Communicate
Communication plan (Project Execution Plan - PEP). This is detailed in the
PEP and should show all the communication links with ALL the parties involved

in a project, including stakeholders, consultants, contractors, and the like.

Consistent reporting (Project Management System - PMS — monthly review,
Project Programmes Board, Project Board)

1.2.5 Progress
Resource usage and requirements

Reporting outputs that are readily understood and measured, upon which
effective action can be taken.

Instruct
1.2.6 Forecast/Predict
Project Management Systems (PMS) are not just about reporting the past,
important as that maybe, but about the ability to collect and collate ALL the
information both past, present and future in such a way that a reliable forecast can

be given to be able to predict outcomes with an increased degree of certainty. The
future data will include things like:

risk level changes from low to high or vice versa;
new or eliminated/managed risks;

changes in costs;

cost trends

cash flow

changes in design and/or specification;

changes in statutory requirements.

The PMS in conjunction with the other tools available from this Handbook and
appropriate training enables the user to gain this important ability.

Carrying out 1.2.1 above to 1.2.5 above as part of a comprehensive project
management system gives the project team the ability to forecast/predict the
outcomes with a very much enhanced degree of certainty.
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1.3Who should use it?

Anybody who is contemplating change

Anybody that has an interest in ensuring that change is carried out in the most
efficient and effective manner.

Anybody who has control of change that has a discrete beginning and end e.g.
o planning an office move
0 arranging a major event
0 carrying out a feasibility study
o0 building a new school or road
o introducing a new method of providing a service
o delivering a new ICT service
o0 developing a new policy

The principles and techniques of project management described here are relevant
to non-construction related projects.

The Handbook will of benefit to anyone that needs to query or question a project
process and/or decision.

1.4 Project governance

Project governance ensures that:
a project conforms to its agreed objectives,

is being carried out to all the appropriate rules and regulations, (e.g. Council
Standing Orders, OJEU procurement rules, Health & Safety regulations).

It also enables, makes and confirms key decisions that may be required (e.g. at
Gateways and Change Requests).

The bodies that make up the overall governance have varying functions and operate at
particular levels.

S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3ad.doc

25/10/2006 12:09 PM







25

Full Council
Approve overall capital
budget and council wide risk
reserve

Council Executive
Approve spending against
budget on a project by project
basis

Risk Management
Development Group
To develop a centre of
excellence for risk

management that can be

applied across the
Council

A
/ \

Project mme Board

To act & Control Group
»§ to monitor htrol expenditure

of capital ¢ Amme

- Consolid \view to Executive

—_

—r—

Directors Group
Receive information
on major projects
relating to
impacts/risk on
council activities of
major projects
operations Monthly

3

Director of Major Prg 5

0O&S Panels
To provide ongoing

Responsible for the strat and
general management of r
development projects; e ng
delivery in-accordance W
Council-policy

Project Sponsor

Manage and monitor delivery time
in‘accordance with agreed budget
and guality plans and report
difficulties -and risks:to Executive
Member and Directors:Group.

Director's Rev

1

Project Boards

the Project are achieved
within agreed quality

constructive challenge
and scrutiny to Major
project activities

specifications;:on time, within
the-approved budget:

Figure 7 - Overall project governance — roles and responsibilities
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1.4.1 Overview & Scrutiny Panels (O&S) (insert link)

There are seven O&S panels that deal with various aspects of the Council’s
responsibilities. The Major Projects and External Bodies panel is the important
one as far as most major projects are concerned. It is an information and
exception receiving body. The O&S panels have two key roles:

1. to develop new ideas about how services can be provided and performance
improved.

2. to examine critically the decision making of the ‘executive’ and where
necessary call decision makers to account. Panels have the power to require
senior officers and Executive Councillors to appear before them to explain
their actions.

Overview:
To assist the Council and Council Executive in the development of new policy

To assist the Council Executive by giving comments on issues identified as
"Key Decisions" prior to a decision being made

To contribute to Best Value Reviews and major service reviews at scoping
and "key issues" stages

To assist the Council Executive by giving comments on selected Service &
Budget Plans at their draft stage

Scrutiny:

Scrutinise performance management information to ensure that the Council
is performing to agreed targets and to agreed Action Plans

Determine "call-ins" of decisions made but not yet implemented by the
Council Executive or an officer

Scrutinise particular "Key Decisions" and other aspects of Council Executive
activity to ensure compliance with agreed Council policies and plans.

Evaluate the impact of Council and or Council Executive decisions and
policies

1.4.2 Directors’ Group (DG)

This Group receives information on major projects relating to impacts/risk on
council activities of major projects operations both before any project is started
and during any current projects’ lifetime. The group has an important guidance
and monitoring role in being able to take an holistic view of all the projects
proposed, in progress and completed and their impacts on the Council. The

S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3ad.doc

25/10/2006 12:09 PM







28

Group currently considers major projects on a monthly basis, but important project
issues are able to be considered on an ad hoc basis as and when required.

1.4.3 Projects Programme Board (PPB)

The terms of reference of the Projects Programme Board is to advise the
Executive in relation to the impact of the Capital Programme on the Corporate
Body; to act as Capital Control Group to monitor & control expenditure of the
Capital Programme and to monitor and direct major project activities, exposure to
risk and resource impacts. The PPB is a decision, advising and guidance body.

Membership:

The board shall be made up of the Executive Members for Resources and
Economic Development together with the Chief Executive (Chair), S151 Officer
and Director of Development and Major Projects.

Role:

The Project Programme Board will:

Review the position and progress of the capital programme. Monitor the
overall or combined spend/predicted final costs and cash flows against the
agreed budgets.

Have an overview of projects and to identify any major exceptions of
corporate concern.

Monitor and review the overall risk exposure of the Council from
developments and major projects and ensure satisfactory actions/plans are in
place to manage this.

Advise the Executive on the overall level of exposure from project risk that
should be considered when formulating the Council’s budget and financial
plan.

Review use of programme resource.
Ensure the various projects are programmed with due regard to the Council’s
capacity and best interests (including minimising disruption to the

community).

Oversee the development of best practice in project management processes
and reporting arrangements across the Council.

Advise Executive on 3rd party influences outside of Council control.

Appoint the project leader, members of project boards and approving TOR
for boards.

Monitor the adequacy of project governance arrangements.
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Oversee procurement approach, risks etc.

1.4.4 Project Board (PB)
The terms of reference of the Project Board is to provide guidance to the Project
Sponsor on overall strategic direction and help to spread the strategic input and
buy-in to a larger portion of the organisation. It is an advising and guidance body.
Membership:
The board shall be made up of the relevant Executive Members(s), a
representative of the Section 151 Officer, a representative of the Monitoring Officer
and the Project Sponsor. The Project Leader and other officers will attend and
report to the Board to guide it in its work.
Role:
The Project Board will:

Advise on the scope of the project.

Advise on priorities for development of the project.

Approve an overall project plan.

Provide guidance to the Project Sponsor and decision makers on overall
strategic direction.

Approve an implementation plan that delivers the benefits within agreed costs.
Receive monthly high level progress and financial reports

Understand the level of exposure of the Council to tangible and intangible risks
and report to Directors and Executive Members accordingly.

Recommend referrals to Overview and Scrutiny Panel when appropriate.
Ensure strategic liaison with related service areas and other strategic partners.

Liaise with the Project Programme Board to identify any interdependencies with
other Major Projects.

To monitor whether project is meeting agreed criteria.

To ensure that the project is managed in a manner which is consistent with the
approved Council project management methodology.

The Executive Member retains key decision making powers in accordance with the
Councils Constitution, although these may be delegated to the Project Sponsor.
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1.4.5 Project Officers

These will include all those people who take part in the day-to-day operational
tasks in undertaking any particular project. Their roles relating to project
governance include that knowing and complying with to the rules and regulations
and providing and reporting the requisite information to the governing bodies in the
appropriate time and manner.

Project Sponsor:

Approve a project plan that delivers the benefits within agreed costs.

Ensure appropriate resources are available for the Project through support of
the Directors Group and Executive Members.

Ensure that significant projects risks are identified and appropriately
managed through the Project Board.

Make key contact with key external bodies at a high level to promote the
project and help lay foundations for project leader and team to secure
agreement in taking project forward.

Make key decisions when expressly delegated to do so by the Executive
Member.

Provide leadership and monitor roles to motivate the project team in
successful delivery.

Liaise with the PPB to identify any interdependencies with other Major
Projects and direct Project Leader accordingly.

Spread the strategic input and buy-in to a larger portion of the organisation.
Produce a project plan that delivers the benefits within agreed costs.

Manage and monitor delivery time in accordance with agreed and budget and
delivery plans.

Produce monthly progress and financial reports.

Ensure that projects risks are identified and evaluated to ensure actions to be
agreed and documented in a Risk Register.

Ensure stakeholders (including the media) are kept informed of progress and
key stages in the project.

Ensure key decisions are identified in the Executive Forward Plan.

Prepare reports for key decisions.
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Seek advice when appropriate to ensure that no Council financial regulations
or standing orders are breached and that probity is maintained.

Ensure Project delivers appropriate quality and fitness for purpose.

Prepare detailed reports to the Project Sponsor and high level reports to the
Project Board.

Report against standard agenda items for project board
Project Leader:
Produce a project plan that delivers the benefits within agreed costs.

Manage and monitor delivery time in accordance with agreed and budget and
delivery plans.

Produce monthly progress and financial reports.

Ensure that projects risks are identified and evaluated to ensure actions to be
agreed and documented in a Risk Register.

Ensure stakeholders (including the media) are kept informed of progress and
key stages in the project.

Ensure key decisions are identified in the Executive Forward Plan.
Prepare reports for key decisions.

Seek advice when appropriate to ensure that no Council financial regulations
or standing orders are breached and that probity is maintained.

Ensure Project delivers appropriate quality and fitness for purpose.

Prepare detailed reports to the Project Sponsor and high level reports to the
Project Board.

Report against standard agenda items to Project Board

(INSERT LINKS) Ref docs\Governance\diagram051104.doc

Ref docs\Governance\governance051104.doc

Ref docs\Governance\Major Projects Governance.pdf

Ref docs\Governance\Project gov approval 01.pdf Who is responsible
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1.4.6 Processes, procedures and decisions
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Figure 9 — Decisions and reporting
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1.5 Quality assurance

See 1.8.21Quality management
(insert link)
This section is to be rolled out over the next 12 months

151 What is it?

1.5.2 Why do we need it?
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1.6 Levels of authority

Decision Maker

Level of Decision they can make

Increasing levels of authority

Senior Officers within a
Directorate

Increasing levels of money or principle
All managerial and operational decisions for the service
delegated by the Director.

Where designated by a Director to act as a Head of Service, the
Officer (or external appointee) may perform the specific functions
described in the Constitution - Part 3 page 20 - e.g. fees and
charges, managing premises, recruit/manage staff, represent the
Council but only in accordance with the policy framework
and budget management rules of the Council.

Director level
Projects Director

e.g. Major

Presumption that all decisions will be delegated to Director level
unless

the triggers for a member level decision are met e.g.
contentious, sensitive, beyond agreed project plan (see
Constitution Part 3 page 27 for full criteria); or

the Director him/herself delegates to others - mainly
other officers within his/her service area (see above) -
and the details are recorded in the Register of
Delegations held by Head of Democratic Services

Chief Executive

Full authority to act in an emergency on any matter. At his/her
discretion to exercise any powers of a Director/Head of
Service other than those of a statutory officer - e.g. monitoring
officer or finance officer

Highest level interaction with political leadership to deliver the
political management arrangements of the Council.

Single  Executive  Member

decision via Weekly1list

Presumption the any member level decision will be made by
portfolio holder alone, unless the full-executive criteria are met
(see below).

Full Executive via monthly
public Executive meeting

Member level decisions that have corporate significance or
cross-portfolio interest. Single member decision matters that an
executive member asks instead be made by the full Council
Executive. Executive cannot decide Council matters or
Regulatory matters.

Full Council

Agrees budget and overall highest level policy framework
within which services and decision makers must act. Makes in
year changes to the policy framework. Determines Council
functions e.g. Constitutional matters, Byelaws.  Council
cannot take executive decisions.

Table 1 — Levels of authority
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1.7 Gateways

Introduction:

Gateways form a ‘safe steps’ approach to managing a project. The Director of Development
and Major Projects gives permission to proceed, which can then be ratified by a formal
decision by the appropriate authority at the appropriate level. It ensures that decisions to
proceed are made in an authoritative manner with all the facts laid before the guidance and
decision making bodies.

1.7.1

Gateway 00 - Project initiation

Much of the project planning process will been done at the ‘bright idea’ stage (insert link to
project initiation form) before any project is accepted and given the go-ahead to the next
stage. The level of detail required at this stage will very much depend on the size and
complexity of the proposed project. Help and advice from the Development and Major
Projects team should be sought if there is ANY doubt on what to do. The key documents at
this initiation (‘bright idea’) stage are: -

o

Project initiation form: This form collects, collates and references all the
information required to allow informed decisions to be made and guidance to be
given on if and when a ‘bright idea’ becomes a live project or not. The
information from all the ‘bright ideas’ are collated into a database that enables an
overall view of all capital projects to be monitored and reviewed. (insert link)

Project brief/scope: This document describes the Client’'s objectives for the
project and gives an outline of the likely constraints and risks. It should be as
well defined as possible, even at this early stage, because it makes project
planning much more effective and more accurately reflect the true position.

Business case: An outline of the business case is usually given at this stage,
which justifies the commercial basis for carrying out the project. The
benefits/justification , drivers (corporate and project), resource requirements
(including financial, personnel, IT and time), sources of funding, project
timescale, project team and significant risks must be included within the business
case. (insert link to template)

Budget: This should be included within the business case. For large and/or
complex projects a schedule of major budget items/headings indicating source of
funds, timings and relevant terms and conditions should be made.

Cost plan: This should show the major cost items/headings and an indication of
how accurate these costs are e.g. recent quotations from suppliers, estimates
from suppliers or specialist consultants, market research etc). An indication as to
the size of the likely contingency should also be made; this will usually depend on
the degree of cost certainty and risk level of the project.

Cash flow: This is the rate at which money is to be expended on the project and
is usually planned at a rate of £/month.
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Project drivers: These will be related to the Council’'s strategies and those
particular to the project and will form the major part of the rationale for
undertaking the proposed project. (insert link)

Other resources: Other identifiable resources other than money should be
considered e.g. specialist advice/personnel, IT requirements, in-house resource
requirements, external resources and the like.

Risk register: ldentify the key risks to the project and evaluate them carefully.
This should be carried out as a team effort including stakeholders and other
interested external bodies. (insert link) The information gathered here should
inform the cost plan, either as contingency or an identifiable cost heading.
Remember, if a risk is certain to happen then it is NOT a risk, but a task/activity
that will need to be included in the project programme and will have an
identifiable cost of its own.

Programme with key milestones: This is a key document usually in the form of
a linked Gantt chart and/or network, which should include the key milestones. At
this stage it would normally be at high level, meaning that not all the detailed
tasks/activities and interdependencies have been elucidated, BUT the main tasks
and their dependencies are known. It should model the project in way that
indicates how it would be carried out taking into account all the project
parameters of time, cost, quality, function and conflict.

Gateway 01 document: The requirements of the first gateway should be fully
understood. Many of its requirements will have been carried out in this project
initiation phase, even if only at a superficial level.
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1.7.2 Project initiation flowchart
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1.7.3

Objectives:

An evaluation of strategic options is initiated in response to an identified need within the
corporate vision/policy and business rationale. The gateway approval considers (or confirms)
the need for a project, selects the preferred options, and provides policy and strategy to

initiate the project.

The Project Viability (Inception) stage may be undertaken prior to the project ownership
transferring to the Directorate e.g. when a project is commissioned by another department or
directorate within the Council. It may still however, be appropriate to apply this gateway prior
to moving to the Feasibility (Briefing and Concept Design) as a means of ensuring that the
necessary foundations are in place to allow the project to move forward productively. The
Gateway Review, in this circumstance, forms the basis of a transfer of responsibility for the
delivery of the project to the Major Projects Directorate.

Inputs:
Point of (Client) Contact

Stage Process Map

Initial financial approval

Client and team resources

39

Gateway 01 — Viability (insert link)
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Responsibilities:

At this stage, it is unlikely that an external project manger or lead designer is appointed to the
project, although these resources may be available where a framework is in place and the
project forms part of the framework. The Project Manager function is usually undertaken by
an internal officer from within the Directorate. The Directorate undertakes the responsibilities
assigned to the lead designer where no external lead designer is appointed.

The responsibility matrix (insert link) assumes that the project inception is carried out within
the directorate, where the ‘Client’ (or end user) can either be another Council body or the
Directorate itself.

Deliverables:
Statement of need
Policy audit and documents where available
Value Management Report
Risk Register
Development strategy
Business case
Approval to proceed
Professional Service Agreements
Validation:
Clearly identified client needs
All major issues addressed
Careful selection of project team
Clear and measurable targets
Client participation and ownership
Value criteria and testing
Appropriate quality expectation
Optimum life cycle costs
Safety issues identified
Environmental performance
Appropriate flexibility
Completion:
Decision on the business case
Approval to proposal(s) for the briefing and design phase
Appoint consultant to execute feasibility study
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Gateway 02 — Feasibility (insert link)

Objectives:

Definition of the conceptual basis of development of the design to meet the Strategic
Brief.

Documented approval in a formal Project Brief and Business Case.

Inputs:

Approval to the outline business case

Statement of requirements / basis of design

Framework cost information

Boundary, survey and records of site and interfacing properties
Appointments for the feasibility stage

Sponsor and business partner attendance at start-up workshop

Stage Process Map:
1. Initiate Enviro‘rll-mental 7. Review co- 12. Agree 18. Goto
- : ordinated — updates to the Scheme
Project and operational - . }
L feasibility study business case Design
- criteria
. } 8. } 13. Design
2. Project Plan 5. Outline | | Controls - time, | 1 compliance Recommendat
and scopes of S . | ) .
work strategic brief ! cost, quality, ! report via ions and exec.

| safety | agreed controls summary

£ I | 1 I

; I I

o | . | .

) 3. Team | 9.Designand | 14. Design and 17. Source

< . 6. Team [ I . . .

w selection & induction ! approvals | engineering services for

= appointment ! strategy ! options next stage(s)

> 1
| 10.Rsk |
| | assessments | |
| 11 }
! | Procuremnet | |
i route options i
' Feasibilty Study '
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Responsibilities:

The Project Manager, on behalf of the client, monitors and controls this and subsequent
stages of the delivery of the project to the requirements previously defined. In order to effect
control the Project Manager requires the team to establish procedures implicit in their
professional appointments and to present key deliverables for review and approval as
appropriate.

The Project Manager, at this phase of the project, is usually an in house Major Projects
officer prior to any external consultant appointment, who carries out these duties on behalf of
the Directorate from the Scheme design stage. On larger or more complex projects a Project
Manager may be appointed following the Viability stage and manages this phase of the
project.

Nevertheless, it is not appropriate to attempt to impose black and white rules of ownership of
responsibilities. Different clients, projects and procurement routes require a judgement on
the degree of delegation to the team. The level of service offer for project management
varies from project to project.

Even when duties are delegated, the degree of Client involvement must be clearly defined
and agreed so that the Directorate and Project Managers team effectiveness is not reduced.
The stage processes with gateway approvals facilitates controlled progress of the project.

Deliverables:
Strategic brief
Project Directory
Feasibility report
Procurement strategy confirmed
Project brief
Outline planning application
Initial Project Execution Plan
Updated risk assessment
Updated business case
Cash flow forecast
Approval to proceed
Validation:
End of Stage Workshop
Deliver reports to Project Board
Presentation to Project Board
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Agreed Feasibility report
Agreed Business case
Agreed Project brief

Design commitment
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Objectives:
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Gateway 03 — Scheme design (insert link)

Develop a single, costed business and physical solution to the requirements, via the study of
options for the physical and engineering systems.

Maximise value and mitigate risks, whilst meeting project brief and planning consent
requirements.

Inputs:
- H&S file / site or base building information

Approval of the business case
Appointments for the design and cost management stage(s)

Attendance at stage workshop(s)

Procurement Strategy

Framework suppliers

Stage Process Map:

P 5. Scheme .
1. Initiate Design 10. Sceme 11 Smel.t 10. Sceme Yes | 17, Planning
Scheme . . > scheme design . > -
Design presentation design OK? Yes report design OK? application
= with Analysis
B — SO I " I
| 6. ! 1| 12 Project |
ﬁ?ﬁ;? ' |Contrals - time, | ! ' | execution plan | ! 18. Contracts
Contract || cost, qualiy, | | | & | and Insurances
1 safety || ! | programme(s) | |
. | Nk | 13co |
zZ I I I I
& 3pmom | 7(;;%?:2” | | ordinated | ! 19,
0 resources | ovals }isks | || seheme design | Notiications
al | |BPprovas, ks /| proposals | |
L I | | I
= ' | | | |
w i | > I
. J : : | v
2 4. Initial HSE ! e ! | End of
plan | 8. Supply chain : | 14. Cost Plan : stage
!'| 9. Specialist | Il 15.Outline |
| inputs | '| HSEplan |:
i Presentation i i Report i
S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3ad.doc
25/10/2006

12:09 PM








45
Responsibilities:

The responsibilities during the Scheme Design traditionally lie with the Project Manager /
Design team. However, when an ‘early-contractor-involvement-route’ (such as a framework)
is chosen, the contractor is more closely involved in scheme development. This early
involvement is particularly valuable in serial development projects because this allows the
lessons learned in earlier developments to be fully incorporated into the next new scheme.
The responsibility matrix below assumes early contractor involvement; if this is not the case
the lead designer assumes these responsibilities.

The Project Manager, on behalf of the client, monitors and controls this and subsequent
stages of project delivery. In order to effect control the Project Manager requires the team to
establish procedures implicit in their professional appointments and to present key
deliverables for review and approval as appropriate.

The Project Manager may either be an in house Major Projects officer or an externally
appointed consultant who carries out these duties on behalf of the Directorate.

The Project Manager owns and leads certain processes during delivery in order to provide
strategic management to effectively control the project.

It is not appropriate to attempt to impose black and white rules of ownership of
responsibilities. Different clients, projects and procurement routes require a judgement on
the degree of delegation to the team. The level of service offer for project management
varies from project to project.

Even when duties are delegated, the degree of Client involvement must be clearly defined
and agreed so that the Directorate and Project Managers team effectiveness is not reduced.
The stage processes with gateway approvals facilitates controlled progress of the project.

Deliverables:
The following documentation will be subject to formal sign-off by the client:-

Scheme Design Report - documents design decisions.
Project Execution Plan - sets out the proposed plan for delivery.

Health & Safety Plan - development of plan incorporating designers' risk assessments
and construction issues to be accommodated in design development. The plan will be
incorporated in enquiry documents for appointment of Principal Contractor.

Elemental Cost Plan - benchmarked elemental costs reflecting the design and
specification.

Level 2 programme - provides confirmation of programme for next stage including
scheduled deliverables and resources.

Suite of Contracts & Insurances - terms and conditions appropriate to the chosen
procurement strategy.
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Validation:

By submittal to the Client of an end-of-stage design report, programme, phasing and
updated project plan with costs.

Completion Criteria:

Planning submission, and agreement to a proposal for the co-ordinated design and
production information stage.
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1.7.6

Objectives:

Gateway 04 — Detail design (insert link)

To co-ordinate the construction, engineering and systems design output to the standards
required by the Client

To achieve quality of function, arrangement, components and assembly

Inputs:

Stage Process Map

Index for H&S file and data standards

Contract form and generic annexes

Breakdown of intended packages

Approved design and cost management report

Agreed detailed design / production information programme

Planning Approval — generally the detail design stage will not commence until an

appropriate consent has been obtained.

DETAIL & CO-ORDINATED DESIGN

1. Initiate > ﬁ:g\?nal 10. Complee 15. Legal and 23. Consider
Detailed ] ) prequalifictions financial inputs changes
Design (invohving by priority (if required) required
— Client's FM)
17 | 767. ;Qt;cc;r(; ;)% ] 1 11. Preliminary
2. Stage Plan, "| dialogue with | prelims. (TC 16. Complete 21. Complete 22. Go to next
programme & ! Tender Tender
iorities | approvers& | annexes) and documents documents stage
P || stakeholders | | work scopes
.¢ i 7. Design i T
i%ﬂ?ﬂ?ﬂ? ! function ! 12. Drawings, 17. Design
P org Lired | | performance & - schedules and deliverables as
equ .| compliance || specifications programme
submittals | ) ‘
| withcontrals | |
¢ l l ? Note
! ! Depending on construction
4. Change | 8. Value } 13. Package 18. Cost Plan rocurement rout lected
n.t o ang | |engioneering & planning and and required procureme OL_I e selecte
control system | managing risk | | programming unit rates some overlap with the next
| | stage - procurement activities
| | t - is likely
| O-Conradtor |\ |y qpecialist 19. Subrittal
|| desan ¢ input Spec. - packag
1| elements ! e cost,
| | programme
| Design | and methods
| Workshop(s) 1
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Responsibility:

The visibility of activities and the composition of the team beyond Scheme Design largely
depend on the chosen procurement route. When an ‘early-contractor-involvement-route’
(such as a framework or design & build) is chosen, the client and his management team are
more closely involved in the detailed development. The responsibility matrix below assumes
early contractor involvement, if this is not the case the lead designer assumes these
responsibilities for the initial co-ordination and validation of the specialist design.

The Project Manager, on behalf of the client, monitors and controls this and subsequent
stages of project delivery. In order to effect control the Project Manager requires the team to
establish procedures implicit in their professional appointments and to present key
deliverables for review and approval as appropriate.

The Project Manager may either be an in house Major Project officer or an externally
appointed consultant who carries out these duties on behalf of the Directorate.

The Project Manager owns and leads certain processes during delivery in order to provide
strategic management to effectively control the project.

It is not appropriate to attempt to impose black and white rules of ownership of
responsibilities. Different clients, projects and procurement routes require a judgement on
the degree of delegation to the team. The level of service offer for project management
varies from project to project.

Even when duties are delegated, the degree of Client involvement must be clearly defined
and agreed so that the Directorate and Project Managers team effectiveness is not reduced.
The stage processes with gateway approvals facilitates controlled progress of the project.

Deliverables:

Fire compartments and life safety systems
HVAC layouts, plans and specifications
Structural layout and details

Electrical details including specialist systems
Data and IT layouts

Room data sheets

Mock-ups and control samples

Finishes schedule

List of long-lead equipment

Controls and BMS

Handover, commissioning and maintenance plan
Updated Health and Safety plan

Tender Documents

Tender Health & Safety Plan
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Contract package cost plan
Level 3 programmes

Validation:
Submittal of end-of-stage detail design report to and Directorate Client
Mock up review with the Client
Record of dialogue with the approving authorities

Completion:
(Phased or complete) sign off by the Client
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1.7.7 Gateway 05 — Procurement (insert link)

Objectives:
To deliver design, bid, planning, and logistics information required to procure the works

To conduct final cost checks and negotiation prior to finalising terms and conditions with
contractors and suppliers

Inputs:

Agreed production information and mobilisation programme
Agreed initial H&S plan
Defined deliverables and service requirements
Elemental Cost Plan
Agreed Roles and Responsibilities
Stage Process Map:
The general procurement flowchart below applies to Designer, Consultant, and Principal

Contractor selection. Refer also to linked checklists clarifying contractors’ duties for different
contract forms.(insert link)

1. Initiate 16. Agree
) 6. Bid out 11. Bid opening place Order
Procurement
(Exec?)
2. Complete | A . 7. HSE 12. Bl.d 17.Lodge 20. Mobilise
Prequals. information tabulation contracts
18. Submit
E 3. Design 8. Mid bid 13. Review design and
"'EJ verification interviews alternative bids construction
H:J proposals
>
S ! ! ! i
o4
C 4. Listof | A 9. Log and 14. Post bid 19. Update
. ; : ; cost plan and
agreed bidders answer queries interview(s)
programme
10. Issue 15. Bid placing
5. Agree bid list addenda report &
information meeting
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See also:-

Contractor Design & Build to Client Requirements (D&B)
Contractor Build to Client detailed design (Traditional Contracting)
Construction Management to Client detailed design (CM)

Responsibilities:

This chart looks simply at a typical process of procurement used by the Directorate. The
procedure enables a complete audit trail from initiation to bid placement. Although this majors
on the Client and the PM, in many instances the Designer will contribute to interviews, hence
C? in the responsibility matrix (insert link) where the appointment is related to the contractor.

The Project Manager may either be an in house Major Project officer or an externally
appointed consultant carrying out these duties on behalf of the Directorate

Deliverables
Bid placing reports per consultant and contractor
Cost plan update(s) based on current market cost
Evaluated technical alternatives
Mobilisation, enabling, design and / or construction works programmes

Validation
By Client review of bid placing report and recommendations
By review of planned costs against estimates
By review of programme and quality compliances

Completion
Sign off by Client
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1.7.8 Gateway 06 — Construction (insert link)

Objectives:

To create the right site environment to support safe and high levels of productivity that can be
both recorded and monitored to maintain benchmarks for future projects.

Inputs:

An agreed master plan for site management

Enabling works orders

Acceptance of contractors safety and method statements
Availability of logistics to and through the works

Factory acceptance tests

A witnessing authority

Stage Process Map:

" 6. Workshop 1L Nomlnate 16. Operational
1. Initiate . operations .
. nominees from readiness
Construction : team - FM, IT, L
Client . training
catering etc
25 bae o N |
2. Take 7. Project } 12. Recglve & !'| 17. Review of !
ossession of commenceme | co-ordinate ' | commissioning 22. Handover | |
P the site nt worksh | comment on : and handover notification |
orkshop ! transmittals ! !
,,,,, I T | |
| ! |
3. Transfer i } } . ! !
HSE plan to | 8. Deyelop ! 3 Smelt.taIS : 18. Witness 23. Handover | |
L | design ! | toapproving I - . |
Principal | e ! | - I |where specified deliverables |
| |verification plan| ' | Authorities I I
Contractor | ! ! ! |
I I
| I | I I
! | 1 } 21. Acceptance !
4.lmplement | 9. Develop ! ! 14. Co- | ' 19, Review | ! ! |
safety, security || HSE plan and | 1 | ordinated plan, | | . | 1 | 24. Handover | |
e - I I | | status of | I |
and access . | file to specified 1| methods and | | | | records |
) | I | | .. | | systems | | |
regime | i standards | | logistics | | | | |
o o o | | |
o o o | | |
I
| | 10.Develop | i | | 20. Defects |, I |
5. Induction of | | ! package | | 15 I;s;ll(age } | near to } | | 25. Handover | |
site resources | | '| programme | | Y || acceptable | ! || inspection |!
| ' | and methods |, | | Programming |, | level ! | !
o o o | | |
PROJECT TEAM WORKSHOPS AT
CRITICAL POINTS
e.g.at 25% of contingency spend
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Responsibilities:

The Project Manager may either be an in house Major Project officer or an externally
appointed consultant carrying out these duties on behalf of the Directorate

Notes: (These notes relate to construction, but the principles can be applied to any
project.)

The position and configuration of all site facilities should be planned to minimise
disruption to site productivity.

The site logistical plan should address the issues of material delivery, unloading,
movement and storage to optimise productivity levels.

All site personnel must be required to accept and abide by the site rules.

A good neighbour policy will be produced by the contractor and should address the
concerns of adjoining owners and occupiers.

The policy should be followed up with on-going consultation and communication with
the neighbours in order to ensure the minimum impact from the construction works
upon the surrounding area.

The ultimate goal will be to achieve zero defects upon project handover. Snagging will
operate at every stage of the construction process to establish quality benchmarks.
This will help following trades to achieve quality finishes on a quality checked
substrate. To ensure the correct specification of material and workmanship quality,
construction activities both on and off site will be preceded by a representative
benchmark sample. A protocol for approving these benchmarks should be established
involving the Client and the consultants.

Attention should also focus upon the quality of the handover documentation in a timely
manner, including the Health & Safety File, Operation & Maintenance manuals and the
record drawings.

Teamwork should be promoted at every opportunity to create the correct environment
for the participants to work as an integrated team.

Deliverables:

A building logbook to include: -
A completion certificate
Operating and maintenance data
As installed records
Maintenance agreements
Spares / service
Operational readiness training
Validation:
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Testing combined systems to ensure specified performance is achieved

Demonstrating to the witnessing authority and/or statutory authority as appropriate to
system(s) compliance

Completion

Practical completion sign off by the Client
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1.7.9 Gateway 07 — Operations (insert link)
Objectives:

An agreed programme for the clearance of outstanding defects (snags)

Managed completion of agreed post-handover contracted works

Ensure that the Client is ready to operate and maintain the building and its systems
Gather and feedback 'wish list' data

Inputs:
Finalised Health and safety file
Agreement to 'wish-list' format

Stage Process Map:

Yes

<
<

10. Go back to 2. Final 7. Director

- completion .
previous stage level liaison
process

3. Feedback
from design
team

4.Feedback
from

construction
team

8. Complete 9. Notes to
—» Feedback Major Projects
Report database

5.Feedback
from installers
& suppliers

6. Fedback
from Client &
PM
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Responsibilities

The Project Manager may either be an in house Major Project officer or an externally
appointed consultant carrying out these duties on behalf of the Directorate
Deliverables

Final Certificate

Operational handovers.

Validation
Evidence of performance of systems
Audit trail through all remedial works

Completion
Agreement of Final Certificate
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1.8 Controlling projects

1.8.1 Duties of the client
It is incumbent an ALL Clients to be aware and understand:
Council rules and regulations;
Council strategies and policies;
project initiation procedures;
decision making procedures and processes — especially Gateways;
reporting and monitoring requirements;
risk management.

It is very important that if the Client has any gaps in their knowledge, then filling those
knowledge gaps is of prime importance BEFORE undertaking serious consideration of a
project. The Project Management Handbook is designed to help in this respect or at
least point the Client in the right direction in seeking help.

During a ‘live’ project the Client should be proactive in ensuring that they are kept fully
informed of project progress. The Project Management Systems that this handbook
provides, properly used, will ensure that a Client is fully informed, but this should not
deter the Client from seeking more information from the project manager if so desired.

1.8.2 Stakeholders

Stakeholders are individuals or groups who have an interest in the project. As the
project progresses and the focus of work changes then the stakeholders may also
change. A common criticism of many projects is that stakeholders are not kept
informed of changes and developments. Lack of stakeholder engagement will have a
negative impact on the project.

Stakeholders are identified from many different areas affected by the project. The
following list provides some examples of possible stakeholders: users, customers,
employees, suppliers and subcontractors, trade unions, pressure groups, regulators,
project team, human resources, finance, legal, public relations, IT, other organisations.
Not all stakeholders will support the changes brought about by the project. This is a key
consideration for any change management activity. A key part of managing
stakeholders is to recognise their level of commitment to the project and to understand
their objections so that these can be addressed by the project.
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1.8.3 The Construction (Design & Management) (CDM) regulations
1994

These regulations apply to most construction related projects.
Always check on the Council’s Health & Safety intranet website

http://cis/healthsafety/c.5.htm

http://cis/healthsafety/f03.htm

http://cis/healthsafety/hiringcontractors.htm

http://cis/INR/rdonlyres/3091A9B3-1FF5-4279-8CD4-
2AEA97AEB1EC/5274/ContractorSafetyPolicyAssessmentForm.doc

http://cis/INR/rdonlyres/3091A9B3-1FF5-4279-8CD4-
2AEA97AEB1EC/5276/ContractorsampleHSQuestionnaire.doc

http://cis/INR/rdonlyres/3091A9B3-1FF5-4279-8CD4-
2AEA97AEBIL1EC/5277/ContractorScoringCriteriaforSampleHSQuestionnaire.doc

http://cis/INR/rdonlyres/3091A9B3-1FF5-4279-8CD4-
2AEA97AEB1EC/5267/CDMPreProjectchecklist.doc

http://cis/INR/rdonlyres/3091A9B3-1FF5-4279-8CD4-
2AEA97AEB1EC/5268/CDMProjectProgressSheet.doc

http://cis/INR/rdonlyres/3091A9B3-1FF5-4279-8CD4-
2AEA97AEB1EC/5269/CDMRiskAssessmentForm.doc

http://cis/INR/rdonlyres/3091A9B3-1FF5-4279-8CD4-
2AEA97AEBI1EC/5262/AssessmentofContractorHSCompetencel.doc

http://cis/INR/rdonlyres/3091A9B3-1FF5-4279-8CD4-
2AEA97AEB1EC/5263/AsbestoscontractorChecksheetl.doc

AND the HSE internet website for the latest information.

http://www.hse.gov.uk/new/index.htm

http://www.hse.gov.uk/index.htm

The extracts below are taken from the HSE construction information sheet related to the
duties of the client

Does CDM apply?

CDM applies to all demolition and structural dismantling work, except where it is
undertaken for a domestic client.
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CDM applies to most construction projects. There are a number of situations
where CDM does not apply. These include:

o0 some small-scale projects which are exempt from some aspects of CDM;

o0 construction work for domestic clients, (although there are always duties
on the designer, and the contractor should notify HSE where appropriate);

0 construction work carried out inside offices and shops, or similar premises,
that does not interrupt the normal activities in the premises and is not
separated from those activities;

o the maintenance or removal of insulation on pipes, boilers or other parts of
heating or water systems.

What are my duties as a client?

As a client, you have to:

Appoint a planning supervisor (either an individual or a company, eg a design
team). The appointment should be made in sufficient time to allow the planning
supervisor to develop a suitable pre-tender health and safety plan before
arrangements are made for construction work.

Ensure that the planning supervisor is provided with health and safety information
about the premises or site where construction work is to be carried out.

A planning supervisor has responsibility for co-ordinating the health and
safety aspects of design and for ensuring a pre-tender health and safety plan
is prepared. Your designer may be able to advise you on this appointment.

Appoint a principal contractor. Do this in sufficient time to allow the principal
contractor to develop a suitable construction-phase health and safety plan before
construction begins.

A principal contractor has responsibility for co-coordinating health and
safety aspects during the construction phase.

Be reasonably satisfied that all those you appoint are competent and adequately
resourced to carry out their health and safety responsibilities for the job in hand.

Ensure, so far as is reasonably practicable, that a suitable construction-phase
health and safety plan has been prepared by the principal contractor before
construction begins.

Take reasonable steps to ensure that the health and safety file you will be given at
the end of the project is kept available for inspection by those considering future
construction work.
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1.8.4 The Brief

The brief is usually the development of the project objectives such that it eventually
contains all the critical information that describes and defines the project. As such it
controls the shape, direction and purpose of the project. A good brief usually enhance
the likely success of a project, whilst a poor brief will most likely mean disaster!
Paragraph 1.1.5 more fully describes the role of the brief.

The project brief should probably consist of the following, which should be tailored to the
requirements and environment of each project:

Background
Project definition, explaining what the project needs to achieve.
It will contain:
Project objectives
project scope
Outline project deliverables and/or desired outcomes
Any exclusions
Constraints
. Interfaces
Outline business case
1. A description of how this project supports business
strategy/policies, plans or schedules
2. The reasons for selection of this solution
Customer’s (Client and/or End-users)
Acceptance criteria
Risk assessment

ok wNE

1.8.5 The PEP

The PEP (insert link) is the core document for the management of a project. It will
describe ALL the project controlling mechanisms — reporting, decision making and
monitoring processes and levels of authority within a project team.

The PEP will change as a project progresses though the gateways. It should be a
dynamic document regularly updated and referred to as a communication tool, as well
as a control reference.

1.8.6 Fiscal authority

It is important that fiscal authority (insert link) has been gained before any work is
carried out on any project. This especially includes the project initiation phase up to
Gateways 00 and 01. Fiscal authority will come from the Section 151 officer (insert link)
and the appropriate Member either as a single Member decision or as an Executive
decision. This authority will often be channelled through the appropriate Director and
through the Major Projects directorate as appropriate.
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If external money, including grant monies, is part of the funding for a project then it is
important to fully understand and made clear in writing any terms and conditions
associated with the funding. Clear authority must be given before any application for
external funding is made.

Always remember clear audit trails are essential elements of all financial transactions.
1.8.7 Managing issues

A project issue is anything that is currently happening that could have an effect on the
project. For example, an issue might be a problem or query raised by someone
connected with the project, or a request for something to be changed or carried out
differently. Issues are very often the results of risks that were considered earlier, but
have now occurred.

Keeping control of issues and ensuring they are quickly and appropriately dealt with is
an important part of managing any project. Like risks, issue should not be ignored.
Resolving issues involves:

capturing all issues in an Issues Log from which key issues can be reported on a
monthly basis (insert link)

assessing how best to resolve each issue, including whether it needs escalating
outside the project

checking whether the issue, and the total set of unresolved issues, is putting the
project in jeopardy

putting in place the necessary actions and follow-up to resolve the issues and
inform whoever raised it on the outcome.

1.8.8 Project Programme Board

The terms of reference of the Projects Programme Board (PPB) is to advise the
Executive in relation to the impact of the Capital Programme on the Corporate Body; to
act as Capital Control Group to monitor & control expenditure of the Capital Programme
and to monitor and direct major project activities, exposure to risk and resource impacts.
The PPB is an advising and guidance body.

The PPB report is a consolidated view of the all the current major projects. (The smaller
projects that are amalgamated into programmes will usually report the programme
status — under discussion as at July 2006.) The PPB reports on a monthly basis. The
Development and Major Projects Project Co-ordinator prepares the report based on the
most recent Director’s Review report. Projects that are being managed by Development
and Major Projects will report through the directorate’s project co-ordinator. Advice
should be sought from the Development and Major Projects Project Co-ordinator on the
detailed requirements, if your particular project is NOT being reported through the
Development and Major Projects directorate. (insert link to an example)
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1.8.9 Project Board

The terms of reference of the Project Board (PB) is to provide guidance to the Project
Sponsor on overall strategic direction and help to spread the strategic input and buy-in
to a larger portion of the organisation. It is an advising and guidance body.

The PB receives reports in a standard format on a monthly basis. The reportis
prepared by the Project Leader. (insert link)

1.8.10 Development and Major Projects Director

(find JD) The Development and Major Projects Director plays a key role in defining,
monitoring and controlling the implementation of projects throughout the Authority. The
role involves:

creating a centre of excellence in project management and maintaining that
position by ongoing research and development into project management methods
and systems.

ensuring that projects undertaken meet the aspirations, policies and strategies of
the Council

ensuring that projects are initiated, planned and implemented according to the
Project Management Handbook

ensuring governance, authorities, decision making and reporting procedures and
processes are properly carried out in the most efficient and effective manner thus
creating a culture of continuous improvement, responsibility and openness.

1.8.11 Taking corrective action

A project, no matter how well managed, will at some time(s) during its life not go
according to plan. It is the main purpose of this Handbook to give the user the
information and tools to ensure:

predictability of outcome;

real time status of project related to all of the main parameters of time, cost,
quality, function and conflict;

efficient and effective management of all those parameters mentioned above and
also including issue and risk management AND most importantly

a forecast of the type and magnitude of likely problems ahead in the short,
medium and long term.

This last point enables any corrective action to be taken well in advance of a problem
becoming uncontrollable. Early problem recognition together with effective corrective
action will usually ensure that problems remain controlled and do not disrupt the normal
project management routine, by allowing decision making to take place within the usual
processes. Depending on the nature and size of the problem the corrective action can
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become a subproject of the main project and it is important to treat the corrective action
in this manner.

Testing of options, scope of the actions and all the normal project parameters will need
to be considered. For small and/or simple problems resolution is usually obvious and
the PMS will generally ensure that these are dealt with and corrected within the project
manager’'s normal routine. But, for major problems corrective action needs to be
thoroughly planned and tested for effectiveness like any project plan and involvement of
ALL the project team, client and other interested parties will need to be considered.

1.8.12 Procurement

Choosing the correct procurement route is an essential element of good project
management. The process of choosing the procurement route will essentially look at
the project profile that relates to the interactions and apportionment of risk between the
parties whether these are cost, design, time, or quality. The chosen risk apportionment
and project delivery mechanism will usually decide the best method for procuring the
project team from the specialist consultants, architect and contractor (builder, supplier
etc).

1.8.12.1 Consultants

Currently the Council has a framework contract in place for construction-related
professional services and this should be used for these services. This is a NEC3
Professional Services Contract under the umbrella of the NEC3 Framework Contract.
Advice on its use should be obtained from Development and Major Projects team.

Procurement guidance for consultants outside of the framework:*

Stages Key steps

Strategy Decide works procurement strategy
Prepare project brief
Prepare consultant's brief

Decide terms of engagement including the choice of
single/multiple appointment and phased appointment

Pre-selection Prepare preliminary list
Decide criteria of selection

Invite to tender

Selection
Evaluate tender
Assess tender
Appointment Finalise terms of engagement

Finalise management, monitoring and review process

Table 2 - Consultants procurement guidance

Source and further information: Association of Consulting Engineers (1993) Balancing Quality and Price; CIRIA (1994) Value by
Competition; OGC (2002) Guide to the Appointment of Consultants and Contractors.
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Guidance for selection process:

Determine what duties are to be assumed by the consultants and prepare a
schedule of responsibilities. If applicable, consider what level of in-house
expertise is available.

Check to see if the client has any in-house procedures or standard conditions of
engagement for the appointment of consultants and what scope there is for
deviating from them.

Decide on the qualities most needed for the project, and the method of
appointment. Agree them with the client.

Establish criteria for evaluating consultants with weighting values

Assemble a list of candidates from references and recommendations. Check any
in-house approved and updated lists of consultants.

Prepare a short list by gathering information about possible candidates. Check
which firms or individuals are prepared in principle to submit a proposal.

Assess candidates against general criteria and invite proposals from a select
number (no more than six and no fewer than three per discipline). Invitation
documents should be prepared in accordance with the checklist given below.
Competitive fee bids, if required, should conform to relevant codes of practice.

Arrange for conditions of engagement to be drawn up. The conditions, the form of
which will vary with the work required and the type of client, should refer to a
schedule of responsibilities for the stages for which the consultant is appointed
and include a clause dictating compliance with the project handbook. The
conditions of engagement should be based as closely as possible on industry
standards (e.g. as set by RIBA, ACE, NEC and RICS). Consistency of style and
structure between conditions for different members of the team will improve each
member's understanding of their own and others' responsibilities. Each set should
include this aspect. Fee calculation and payment terms should be clearly defined
at the outset, together with the treatment of expenses, i.e. included or not in the
agreed fee.

Determine the criteria for assessing the consultants' proposals. Agree them with
the client.

Appraise the proposals and select the candidates most appropriate for the project.
Proposals should be analysed against the agreed criteria using weighting
analysis.

Arrange final interviews with selected candidates (minimum of two) for final
selection/negotiation as necessary.

Submit a report and recommendation to the client.
Client appoints selected consultant.

Unsuccessful candidates are notified that an appointment has been made.

Checklist:
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1. The consultant's brief must include:
project objectives
requirements of other participants
services to be provided
project schedule including the key dates
requirement of reports including key dates.
2. Invitation documents must include:
a schedule of responsibilities
the form of interview panel

draft conditions of engagement (an indication of the type to be used) .
design skills or expertise required

personnel who will work on the project, their roles, time-scales,
commitment and output
warranties required, for whose benefit and in what terms.
Invitations should ask candidates to include information on the level of current

professional indemnity insurance cover for the duration of the project. Details of policy,
date of expiry and extent of cover for subcontracted services must be provided.

Example of consultancy services at different project stages:

The following is a list of consultancy services typically provided at different stages of a
project. However, this neither is a comprehensive list nor outlines the preferred
sequence as that may vary from project to project.

Gateway 01 — Viability and Gateway 02 - Feasibility

Identification of client requirements and objectives including preparation of
the project brief.

Feasibility studies including evaluation of options, environmental impact

assessment, site assessment, planning guidance and commercial
assessment.

Gateway 03 — Scheme design through to Gateway 05 - Procurement
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Design development including preparation of outline design and scheme
design.

Development of cost estimates, tender preparation and evaluation and
preparing project schedule.

Preparation of construction specifications and schedules.
Gateway 06 — Construction/Implementation
Preparation and issuing working drawings and variations.
Project/construction management.
Inspection, monitoring and valuation of construction.
Certification of payment.
Advising on dispute resolution.
Confirmation of completion.
Assisting in project handover.
Gateway 07 - Operations
Ensuring defects correction.
Settlement of project including final accounts.
Confirmation of operation and maintenance procedures.

Post-project appraisal and feedback.

1.8.12.2 Characteristics of procurement options:

The significance of the features listed in Table 3 may be outlined as follows.

Having widely dispersed responsibilities for different activities may provide the
project manager with greater control, e.g. in the selection of preferred consultants.
It may, however, make it difficult to pinpoint responsibility.

It is acceptable practice to limit the numbers of tenders invited from contractors,
based on value and design development criteria. Where tendering involves
significant design development, the cost will discourage contractors, unless
invitations are restricted. Such restrictions may not produce the most competitive
price available, unless careful pre-tender assessments are made.

Although the establishment of a certain financial outcome at an early stage in the
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development schedule will minimise client risks, it could well be at a price. This is
because of the risks that the tenderers will have to assume. A balance has to be
achieved that depends on all the circumstances.

The client's requirements document associated with design and build procurement
is a definitive statement. It must be produced early and it becomes the basis for
all subsequent activities.  Other procurement options enable progressive
development of the client's brief, which may be helpful where there is uncertainty
or greater complexity.

Independent assistance with the development of a design brief, which is integral
to procurement options, may be advantageous where there is uncertainty or
greater complexity, similar to the item immediately above.

Mobilisation of construction using traditional procurement is relatively slow
because much of the design development must be completed before appointment
of the contractor, whereas all other methods enable progressive design and
construction.

Little flexibility to accommodate variations exists within the design and build
method. The other methods make reasonable provision for flexibility through the
issuing of variations or additional works contracts.

Standard documentation with which the industry is familiar allows agreements to
be entered readily. Although it enables incorporation of particular requirements
the drafting of unique documents often involves much negotiation and expense.

Where there are significant uncertainties or where limited finance is available, the
opportunity to develop and appraise proposals may be advantageous. There may
even be an opportunity to carry out construction on a progressive basis, step by
step.

All procurement methods should seek to provide facilities for client cost
monitoring, although the detail may vary.

Contractors' input to design could produce more cost-effective solutions provided
the contractors' interests are accommodated correctly. By using design and build,
the contractor clearly has a vested interest in providing such input.

The schedule for preparation of production information is often critical to, and
should be determined by, the construction schedule.

Procurement methods have different abilities to select preferred trade or works
contractors that actually execute the works; no influence in selection is possible
using design and build, and only limited influence is possible using the traditional
method.

Design and build procurement makes no provision for the monitoring of
construction quality - any monitoring required by the client must be independently
commissioned. In other forms of procurement members of the design team - or
the management contractor or the construction manager - may have monitoring
responsibilities. But in all cases, except the last, only limited control of quality is
available.
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Since construction works involve substantial financial transactions, there is
considerable financial benefit to the main contractor in achieving payments as
promptly as possible while delaying payments due as long as possible. This may
have a significant detrimental effect on the attitudes and performance of the
specialist subcontractors, and hence on the quality of their workmanship, thus
exacerbating the limited quality control characteristics of procurement methods.
Where payments to specialist contractors are under direct control of the
client/construction manager, this can be turned to advantage.

Management procurement methods provide for remuneration of the management
contractor or construction manager on the basis of a fee, not necessarily related
to performance. Equitable performance measurement is often difficult. In design
and build procurement there is a strong incentive for good management; in
traditional procurement there is also an incentive for the contractor.

Construction quality, speed and cost can all be improved through good teamwork.
Procurement methods which recognise the varying responsibilities of those
managing construction operations and which preclude exploitation of any party
are most likely to avoid confrontation.

Selection of procurement method:

From the foregoing it can be seen that the most important characteristics of each
method will best suit particular types of project. For example, design and build
procurement would be an obvious choice where a client has limited interest in
involvement with the design or construction process; and when there are clearly
defined, straightforward requirements, including a need for early determination of cost.

It is necessary to consider all the characteristics of the project and to compare them
with the characteristics of the various procurement methods available. The most
important characteristics should be identified initially, after which secondary and
peripheral issues should be considered, and the details determined for any necessary
adaptation of the basic procurement methods available. For example, although design
and build procurement may appear well suited to the project characteristics, it will
probably be appropriate for the client to appoint an architect or planning consultant to
progress the project through planning approval. The documentation produced would
then be incorporated in the client's requirements upon which design and build tenders
would be sought.

Care must be taken in adapting any particular procurement method to compensate for
perceived shortcomings, to avoid compromising the basic principles and essential
characteristics. Thus, for example, although the engagement of design assistance for
preparation of the client's requirements will inevitably dilute the single-point
responsibility attribute of design and build procurement, the effects of this dilution
should be mitigated by careful definition of responsibilities and terms of engagement.
Similar care must be exercised when procuring specialist components or services
incorporating design elements, within a traditional project procurement method.

Selection of a procurement method is thus an essential element in the development of
the policies to be adopted for implementation of all projects. In view of the fundamental
differences in philosophy between the four basic procurement methods, the
procurement method should be determined at the earliest possible stage so that timely
decisions can be made on the engagement of appropriate project resources. The
development process can be optimised only by giving consideration at the earliest

S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3ad.doc
25/10/2006
12:09 PM







69

stage to the issues upon which the appropriate procurement method should be
determined.
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Timing Importance of early Crucial 4 4 4| 4
completion Important 4 4 4] a
Low 4 X X X
Controllable | Probability of variations High 4 X 4 | 4
changes Low X 4 X | X
Technical Importance of advanced High 4 X 4 | 4
complexity technology Medium 2 2 2 4
Low X 4 X X
Price Importance of end-price High 4 4 4
certainty fixation Low X a X a
Competition |[Importance of competitive For all construction work 4 4 4 4
procurement Construction/management | 4 4 4
Not so important 4 4 X
Management | Capability of managing
multiple consultants and ]Ei:r?;lsmanage separate 4 X 4 4
contractors — as against
appointing a single firm .
responsible for the project ]Dggset\,g?;/tiiﬁgly one firm X 4 X X
Technical Importance of direct High 4 X 4 4
responsibility | professional responsibility
from the designers and cost Low X 4 X X
consultants
Risk attitude | Nature of risk strategy Retaining risks X X X a4
Sharing risks 4 X 4 X
Delegating risks X 4 X X

Table 3 - Identification of priorities-Source: Thinking about Building, NEDO/HMSO (1985).

Contract Standing Orders (CSO):

http://cis/Internal/TheKnowledge/auditriskmagt/intaudit/policy/cso.htm

It is essential that CSO are strictly followed. They have been designed to be flexible
enough to allow for most procurement scenarios. If you have any doubts whatsoever
on the Council’s procedures, then seek advice and guidance from the appropriate
Council officers (see link above). Itis always wise to seek professional advice relating
to the most appropriate procurement route and consequently the best form of contract
for any particular project.

EU procurement directives:

EU procurement directives are embodied within the Council’'s CSO and as such must be
strictly followed. Again, it is wise to seek the appropriate professional advice, especially
related to key contract values, types of supply, and aggregation. The link to the main
EU procurement portal is given below.
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http://simap.europa.eu/

There are some useful procurement guidelines published by the EU. The link is shown
below to the download page for these guidelines.

http://ec.europa.eu/internal _market/publicprocurement/quidelines _en.htm

Make sure that the procurement rules and regulations are fully understood and always
take professional advice on the procurement rules, BEFORE undertaking ANY
procurement actions.
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1.8.13 Programmes and progress

The project programme is the single most important document. A well thought out and
structured programme, the progress of which is monitored regularly against the agreed
baseline will show the health of a project in the most effective manner.

Ref docs\Programmes\0400MPD astrateqgic template.pp

(insert link to programming handbook and guide)

It is critical that the programme is marked-up, at least once a month, so that it
demonstrates progress on the project activities. It will show up whether activities are
ahead, behind or on time and by how much. The project manger will be able to plan
corrective action, when required and will form the basis of any decisions made by the
contract administrator on any contractual obligations related to extensions of time,
compensation events and the like.

1.8.14 Permissions and approvals
Project:

The project approval processes use Gateways (insert link) as the major means of
progressing a project. Gateway approvals, for projects within the governance of the
Development and Major Projects directorate (currently those greater than £500K), must
be taken by the Director of Development and Major Projects who will also decide upon
the formal decision process to be followed i.e. Director (Officer delegated), Single
Executive Member, Informal Executive, Executive or Full Council. (insert link to project
reporting process chart)

It is essential that the Gateway process is strictly followed (no matter the type of
project); it ensures that the permissions and approvals are granted in full knowledge of
all the relevant information, by those with the appropriate authority. For simple projects
the Gateway process can be less formal and be possibly at the lowest level of agreed
authority, but projects of any complexity and/or any degree of risk to the Council, will
have to be processed by the Director of Development and Major Projects. In any case,
the project initiation process will tease out the necessary processes, levels of authority
for permissions and approvals.

It is important to remember to include all the permissions and approvals processes
within the project programme, as these can make a considerable proportion of the total
programme both in terms of time and resource utilisation.

Statutory and regulatory:
Statutory — this means an Act of Parliament that describes the law
Regulatory — usually those instruments that enable an Act

Many projects will have statutory and regulatory processes to consider e.g. planning
permission, Environment Impact Assessments, Building Regulation Approval, Traffic
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Regulation Orders, Highways works licences, HSE matters, Wildlife Act, conservation/
sustainability regulations etc, etc.

It is important to research the requirements for any particular project and include the
processes within the project programme.

1.8.15 Communications

The communications/interfaces plan will be set out in the PEP (insert link) and it is
important to include how communications will be controlled between the members of the
project team, the client, Members, stakeholders, statutory bodies, Council Officers, the
public and other external interested parties.

Communications with stakeholders will be of importance. Planning and monitoring and
is included as part of the normal project management processes and is reviewed within
the monthly Director’s Review. (insert link)

Communication of project information will be formally through the various reports: (insert
link to project reporting flow chart)

Director’'s Review (a monthly PM report),

Project Board (PB);

Projects Programme Board (PPB);

Overview & Scrutiny;

Executive;

Council.
Decision making is communicated via the means of:

Officers’ decision register

Single Member decision

Informal Executive

Executive

Council
AND remember it is the mark of a good project manager that is able to communicate
easily, often face to face with ALL the project team, the client and other interested
parties. Good communications will always ensure that it is much more likely that a
project will succeed by meeting its objectives and that any problems, conflicts or

changes will be solved or carried out smoothly with as little disruption as possible to the
project programme.
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1.8.16 Project files

The PMS is set up in a structured manner on a shared drive that allows consistent
reporting of project data and information across ALL projects, thereby also allowing
consistent interpretation by the reviewers of the report data and information. This also
allows consolidation of the data to be carried out in straightforward manner across ALL
projects, which again allows a consistent interpretation of the data and information.
(insert link to folder structure) The project files must always be kept on a shared drive
that allows access to members of the project team and the Development and Major
Projects Directorate.

The folder structure should be clear and logical so that their contents are self evident.
The naming of files should also be consistent and the dating convention for file names
must follow yy/mm/dd, so that a logical sorting is achieved automatically.

1.8.17 Cost planning and cost controls
Cost planning:

A development budget study is undertaken to determine the total costs and returns
expected from the project. A cost plan is prepared to include all construction costs, and
all other items of project cost including professional fees and contingency. All costs
included in the cost plan will also be included in the development budget in addition to
the developer's returns and other extraneous items such as project insurance, surveys
and his or her agent's or other specialist advisers' fees.

The objective of the cost plan is to allocate the budget to the main elements of the
project to provide a basis for cost control. The terms budget and cost plan are often
regarded as synonymous. However, the difference is that the budget is the limit of
expenditure defined for the project, whereas the cost plan is the definition of what the
money will be spent on and when. The cost plan should, therefore, include the best
possible estimate of the cash flow for the project and should also set targets for the
future running costs of the facility. The cost plan should cover all stages of the project
and will be the essential reference against which the project costs are managed.

The method used to determine the budget will vary at different stages of the project,
although the degree of certainty should increase as more project elements become
better defined. The budget should be based on the client's business case and should
change only if the business case changes. The aim of cost control is to produce the
best possible building within the budget.

The cost plan provides the basis for a cash flow plan, based upon the master schedule,
allocating expenditure and income to each period of the client's financial year. The
expenditures should be given at a stated base-date level and at out-turn levels based on
a stated forecast of inflation. A cash flow histogram and cumulative expenditure graph
are shown in Figure 13.

Operational cost targets should be established for the various categories of running
costs associated with the facility. This should accompany the capital cost plan and be
included in the brief to consultants. Revenue, grants and VAT issues must also be taken
into consideration.

When the cost plan is in place it serves as the reference point for the monitoring and
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control of costs throughout a project. The list which follows should be used as an aid in

setting up detailed cost control procedures for all stages of a project.

Cost control:

The objective of cost control is to manage the delivery of the project within the approved

budget. Regular cost reporting will facilitate, at all times, the best possible estimate of:
established project cost to date
anticipated final cost of the project

future cash flow.

In addition cost reporting may include assessments of:

ongoing risks to costs
costs in the use of the completed facility

potential savings.

Monitoring of expenditure to any particular date does not exert any control over future
expenditure and, therefore, the final cost of the project. Effective cost control is
effectively achieved when the whole of the project team has the correct attitude to cost
control, i.e. one which will enable fulfillment of the client's objectives.

Effective cost control will require the following actions to be taken:

Establishing that all decisions taken during design and construction are based on a
forecast of the cost implications of the alternatives being considered, and that no
decisions are taken whose cost implications would cause the total budget to be
exceeded.

Encouraging the project team to design within the cost plan, at all stages, and adopt
the variation/change and design development control procedures for the project. Itis
generally acknowledged that 80% of cost is determined by design and 20% by
construction. It is important that the project team is aware that no member of the
team has the authority to increase costs on its section or element of the work.
Increased costs on one item must always be balanced by savings on another.

Regularly updating and reissuing the cost plan and variation orders causing any
alterations to the brief.

Adjusting the cash flow plan resulting from alterations in the target cost, the master
schedule or the forecast of inflation.

Developing the cost plan in liaison with the project team as design and construction
progress. At all times it should comprise the best possible estimate of the final cost
of the project and of the future cash flow. Adherence to design freezes will aid cost
control. (Development also means adding detail as more information about the work

S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3ad.doc

12:09 PM

25/10/2006







77

is assembled, replacing cost forecasts with more accurate ones or actual costs
whenever better information can be obtained.)

As part of risk management, reviewing contingency and risk allowances at intervals
and reporting the assessments are essential. Development of the cost plan should
not involve increasing the total cost.

Checking that the agreed change management process is strictly followed at all
stages of the project is very important. The procedure should only be carried out
retrospectively and then only during the construction phase of the project, when it
can be shown that otherwise significant delay, cost or danger would have been
incurred by awaiting responses.

Arranging that the contractor is given the correct information at the correct time in
order to minimise claims. Any anticipated or expected claims should be reported to
the client and included in the regular cost reports.

Contingency money based on a thorough evaluation of the risks is available to pay
for events which are unforeseen and unforeseeable. It should not be used to cover
changes in the specification or in the client's requirements or for variations resulting
from errors or omissions. Should the consultants consider that there is no alternative
but to exceed the budget, a written request to the client must be submitted and
correct authorisation received. This must include the following:

0 details of variations leading to the request

o0 confirmation that the variations are essential

o confirmation that compensating savings are not possible without having an
unacceptable effect on the quality or function of the completed project

Submitting regular, up-to-date and accurate cost reports to keep the client well
informed of the current budgetary and cost situation.

Establishing that all parties are clear about the meaning of each entry in the  cost
report. No data should be incorrectly entered into the budget report or any incorrect
deductions made from it.

Ensuring that the project costs are always reported back against the original
approved budget. Any subsequent variations to the budget must be clearly indicated
in the cost reports.

Plotting actual expenditure against predicted to give an indication of the project's
progress (see Figure 13 - Examples of cost control graphs).
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Figure 13 - Examples of cost control graphs

1.8.18 Desigh management

This is often an area that is given too little attention. The ability to be able to plan,
monitor and control the design process will:

enable the timely production of quality design information;
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which in turn, greatly improves the chances of the construction /implementation
phase being completed to time, quality and budget and

reduces the chances of conflict (management and contractual).

The processes and activities described in the Gateway documents ‘Gateway 03 -
Scheme design’ and ‘Gateway 04 - Detail design’ should be followed and adapted
where necessary to suit the particular project (insert links to simple version — earlier in
this Handbook and the separate full versions).

The important factors that a project manager needs to include in a design management
plan are to:

define the roles and responsibilities of the design team together with a programme
advise the client on consultant requirements and appointments

ensure inclusion of all in the design input (especially the client)

ensure the design meets the project objectives

define the deliverables from each member of the design team

give clear targets for the deliverables together with the responsibility for their
delivery

ensure there is a clear co-ordination and communication (both design and
programme information) between the various design responsibilities

ensure information is available and released at the required times
clear design change management procedures are in place

ensure that design and cost reconciliation procedures are in place and these are
included within the design programme and that this is integrated into any value
management and value engineering procedures.

design output formats are defined (e.g. drawing sizes/formats for construction
projects; report content and layout for policy change and service delivery projects)

1.8.19 Value management and value engineering

Value management (VM) and value engineering (VE) are techniques concerned with
achieving 'value for money'.

It is a systematic team-based approach to securing maximum value for money where:
Value = Function/Cost

Thus value can be increased by improved function or reduced cost. The technique
involves identification of high cost elements, determination of their function and critical
examination of whether the function is needed and/or being achieved at lowest cost. In
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terms of projects, VE has the greatest influence and impact at the strategy/design
stage. It requires reliable and appropriate cost data and uses brainstorming workshops
by a group of experts under the direction of a facilitator.

VM is similar to VE but in terms of projects is focused on overall objectives and is most
appropriate at the option identification and selection stage where the scope for
maximising value is greatest.

Brainstorming forums involving those who would naturally contribute to the project
and/or those with a significant interest in the outcome are a fundamental component of
both VE and VM. Participants should be free to put up ideas and as far as possible idea
generation and analysis should be kept separate. It is the role of the chairman to
ensure that this is the case and hence good facilitation skills and a measure of
independence are essential characteristics of the role.

The process:
Value techniques are founded on three principal themes:

Achievement of tasks through involvement and teamwork, based on the premise
that a team will almost always perform better than an individual.

Using subjective judgement, which mayor may not incorporate risk assessment.
Value is a function of cost and utility in its broadest sense.
Key decisions in the application of value techniques are:
0 When should the technique be utilised?
0 Who should be involved?
0 Who should perform the role of the facilitator?

A balance must be struck between early application before an adequate understanding
of the problem and constraints has been achieved and late application when
conclusions have been drawn and opinions hardened. Although feasibility (when
identifying suitable options) and pre-construction (before design freeze) would in most
cases be suitable, each project should be examined on its merits.

The facilitator's role is to gain commitment and motivate participants, drawout all views
and ensure a fair hearing, select champions to take forward idea generated and keep to
the agenda. To achieve these goals the facilitator must be independent, possess well-
developed interpersonal and communication skills and be able to empathise with all
participants. Although he/she must understand the nature of the project this need not
be at a detailed level. Large, complex or otherwise difficult projects may warrant
employment of an external specialist facilitator. The facilitator's role is crucial to the
success of the exercise and care needs to be taken over selection.

The purpose and the agenda for the value forum should be determined by the project
team. A value statement should also be produced giving a definition of value in relation
to the particular project. For example, value may not be related solely to cost but may
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also encompass risk, environmental impact, occupational utility, etc. Although the
significance of these factors will be project specific, the project team must ensure that
this statement reflects corporate policy. The statement is not intended to be a
constraint but is used as a benchmark throughout the forum to maintain focus.

Two to three days are usually required for each value forum. The project manager must
ensure that all supporting information is available to the forum in summarised form and
that expert advice is readily available. The project manager must therefore ensure that
personnel with a detailed knowledge of the project participate in the forum.

Link to risk assessment:

Value techniques may be used in conjunction with risk assessment where there is a
variety of means of managing risk and choices have to be made. The process is
particularly valuable in identifying the optimum mitigation approach where risk
management options impinge on a variety of project objectives.

In this case risk management objectives are determined, in open forum, alongside
overall project objectives. Risk management options are then ranked against the full
range of objectives to determine the best option overall.

Potential pitfalls:
Cost (monetary and time) of value meetings can be high.

At the feasibility/option identification stage aspects of the technique can conflict
with the principles of the economic appraisal which seeks to identify an optimum
solution by reference to an absolute measure of benefit as opposed to the
subjective criteria used in value techniques, e.g. a standard of protection could not
be specified as a value objective.

If benefits or costs could be assigned to all criteria, there would be no role for VM
analysis at the feasibility stage although the facilitative and team-building aspects of the
technique would still be useful.

Where economic appraisal overrides VM, team-building benefits will be
undermined.

Client participation in the value process could prove to be detrimental in the event
of dispute with a consultant/contractor. However, client participation is an integral
part of the process, particularly at the feasibility stage, and must therefore be
performed by experienced and knowledgeable staff aware of the contractual
pitfalls.

Value techniques should be applied where there is a reasonable prospect of cost saving
or substantial risk reduction or where consensus is necessary and difficult to achieve.
Examples may include high value or complex projects impinging on a variety of interests
and projects where environmental and/or intangible benefits are significant but difficult
to quantify. Value techniques may be used whenever there is a need to define
objectives and find solutions.
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An example of utilisation of VM at key stages in a construction project framework is

shown in Figure 14 below.

Stage of study
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Figure 14 - Utilisation of value management
1.8.20 Risk management

Risk management is a critical part of project management from inception/initiation,
through developing the brief, design, construction, commissioning and
handover/operation stages.

Each project team is responsible for reviewing their project risk register at least monthly,
at which interval it is reported both fully and in summary format to the appropriate
Director (the D&MP director for projects over £500K), as part of the Director's Review
monthly project management report. The Risk Register must have a major review at
guarterly intervals, involving the project team, the director and stakeholders both
internal and external to the Council.

The D&MP directorate has also found it useful to summarise the top ten project risks
and monitor the movement in these risks over several months. Some risks will increase
or decrease over time, whilst others will drop out entirely and new risks added. Risk is
seen as being very dynamic which must be mirrored in their active management.

Project risks are actively reported up the management/decision making chain to the
Project Boards, PPB, Directors’ Group, Major Projects Overview and Scrutiny Panel,
and The Executive/Executive Member. The effect project risks have on both the project
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itself and the corporate body are always considered of prime importance. The Director
Major Projects can record 'significant’ Major Projects’ risks in the Corporate Risk

Register in liaison with the Council's Risk Manager. CI'S Ri sk & QOpportunity
website
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Figure 16 - Project risk management
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Project risk assessment

Risk is inherent in almost all construction projects. Depending on the nature and
potential consequences of the uncertainties, measures are taken to tackle them in
various ways.

Risk management is a systematic approach to identifying, analysing, and controlling
areas or events with a potential for causing unwanted change. It is through risk

management that risks to the schedule and/or project are assessed and systematically
managed to reduce risk to an acceptable level.

A process of risk assessment and management has to be implemented at an early
enough stage to impact on decision making during the development of the project.

Small workshops should put together a list of events which could occur, that threaten
Lheg assumptions of the project. A typical list requiring different workshop forums might

revenue

planning consent

schedule or time

design

procurement and construction

maintenance and operation.
Assessments should be made on:

probability of occurrence (%)

impact on cost-time-function (£ - weeks - other)

mitigation measures

person responsible for managing risk

delete point where risk will have passed (date)

date for action by - transference - insurance - mitigation (date).
The mitigation measures need evaluating in terms of value for money. Transference
should be to the party most capable of controlling it since they will commercially price it

lowest. Lateral thinking might reduce or in rare cases eliminate risk. The risk register
should be regularly reviewed and be part of all onward decision-making processes.
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Risk register

The formal record for risk identification, assessment and control actions is the risk
register.

The risk register may be divided into three parts as follows:

Generic risks - risks that are inherent irrespective of the type or nature of the
project.

Specific risks - risks that are related to the particular project, which could be
identified through a risk workshop involving the project team.

Residual risks - this is a list of risks identified above that cannot be excluded or
avoided and contingency has to be provided for their mitigation.

The financial effect of such residual risks must be evaluated to determine an
appropriate contingency allowance. A time contingency should also be considered.

Often risks are external, arising from events one cannot influence. This particularly
applies to markets and revenue projections. Some might even be 'show stoppers'.
Value for money studies might throw up options of hedging or taking out special
insurance. Obviously the risks of high probability and high impact are the ones on
which to concentrate.

1.8.21 Quality management

It is the project manager's role to set up and implement an appropriate process to
manage project quality. From the quality policy defined in the project brief, the
development of a quality strategy should lead to a quality plan setting out the
parameters for the designers and for the appointment of contractors. Quality control
then becomes the responsibility of the contractor, subcontractors and suppliers
operating within the agreed quality plan. The plan itself should establish the type and
extent of independent quality auditing (particularly for off-site production of
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components) and the timing of inspections and procedures for 'signing off' completed
work.

It is the responsibility of the design team and other relevant consultants to specify the
goods, materials and services to be incorporated in the project, using the relevant
British Standards, codes of practice and Agrément Board criteria or other appropriate
standards.

The achievement of these standards rests with the appointed main contractor. When
interviewing contractors at pre-tender stage, the project manager will seek confirmation

that each company has a positive policy towards the control of quality, a policy which
will be reflected in all of its operations.

1.8.22 Health and safety

Health and safety performs an important part of any project plan and an understanding
of the major issues involved from design through construction/implementation to
operations and maintenance should an objective of all the project team including the
client and consultants.

The statutory and regulatory requirements are complex and apply to all kinds of
activities project and non-project alike and are not industry specific. Advice should be
sought at an early stage from the corporate health & safety service.

(insert link to main page)

Always check on the HSE website for the latest information.
(insert link to main page)

Health and safety in construction

http://www.hse.gov.uk/construction/index.htm

http://www.hse.gov.uk/new/index.htm

The fundamental Act governing health and safety in construction is the Health and
Safety at Work Act 1974. This Act has some 62 separate Regulations and it is not
possible to deal with such a large subject area here, however, the principal regulations
of this act, which affect design and construction, are:

Construction (Design and Management) Regulations 1994 [known as CDM
Regulations]

Construction (Health, Safety and Welfare) Regulations 1996

NB: Fundamental change to the health and safety legislation is due to come into
effect during 2006/07; further information must be obtained from the corporate
health and safety advisors and the HSE website.
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1.9 Financial Management

1.9.1 Principles
An observation from Charles Dickens’ ‘David Copperfield':

Mr. Macawber was verbose, utterly incompetent to make a living and yet utterly self-
confident. He was frequently put in debtors prison, but was always hopeful that
"something would turn up” to feed his large family and his ego. Mrs. Macawber was the
sensible and steady one in the home, completely in love and loyal to her husband and
family, saying frequently to all who would listen that "she never would leave Mr
Macawber" and decrying the failure of the civil and business establishment to see the
superiority of Mr. Macawber's abilities. The Macawbers somehow, usually, narrowly
escaped starvation.

Never hope, but be as certain as you can about the amount required, the sources and
the rate of expenditure of your budget. An outline of the basic principles of financial
management is given below:

Research your budget thoroughly
Is it enough to meets the project’s objectives?
Determine and confirm the sources of funds

Determine the cost basis on which the budget is going to be made i.e. simple
construction/implementation cost or life cycle cost.

Review any conditions attached to the funding (e.g. spending deadlines, match
funding and the like)

What authorities are required to accept any external funding and confirm the
internal Council funding.

Ensure that any financial risks are identified, explored and entered into the risk
register (insert link)

ALWAYS agree the budget with the client and finalise it with the client sign-off
(insert link)

ALWAYS make it clear to the client the cost/time implications of ANY change

Always allocate your funds to the activities (or group of activities) and cost centres
within the project programme. This will produce the project cost plan and cash
flow profile. (insert link)

Always monitor the project expenditure against the agreed cash flow; this will,
together with the timeline, give an accurate picture of the status of the project
together with an accurate as possible forecast of the project outturn. Remember,
PREDICTABILITY is a prime tenet of good project management!
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Change MUST be carried out AND agreed at the appropriate level through the
PMS change order system. (insert link)

1.9.2 Financial regulations
These relate to the Council’s financial regulations and are corporately enforced. The
S151 officer plays an important role in ensuring financial probity and the project team
must be aware of his/her role.
The S151 officer is involved in many of the monitoring and decision-making bodies,
particularly in the larger more complex projects, which inevitably will have higher
financial risk profiles than smaller simpler projects. (insert links and flow/org charts)
1.9.3 Budget and cost plan reports
The budget and cost plan reports are included within the PMS (insert link) and form part
of the project manager’s routine management duties. The cost plan can be built up
using the PMS financial forms. The forms are designed so that the financial information
is automatically summarised to form part of the monthly project managers report (The
Director's Review), from which, information from each project can be readily
consolidated to form an overall view of the status of all the projects
1.9.4 Delegated Authorities
Delegated authorities normally relate to decisions concerning :

Financial matters

Technical matters

Resource/personnel matters
The Project Execution Plan (PEP) should fully describe and detail the levels of authority,

to what and to whom they apply. (insert link) These must fully comply with the Council’s
corporate governance rules and regulations. (insert link)

1.10Change management

1.10.1 Principles

Change in a construction project is any incident, event, decision or anything else that
affects:

The scope, objectives, requirements or brief of the project.
The value (including project cost and whole-life cost) of the project.
The time milestones (including design, construction, occupation).

Risk allocation and mitigation.
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Working of the project team (internally or externally).

Any project process at any project phase.

1.10.2 Control

Changes during the design development process:

The procedure outlined is used to control the development of the project design from
the design brief to preparation of tender documents. It will include:

addressing issues in the design brief

variations from the design brief, including design team variations and client
variations

developing details consistent with the design brief
approving key design development stages, namely scheme design approval and
detailed design approval.
The procedure is based on a design development control sheet in conjunction with the
change order form (insert link to H - design and dev prog and change order form) The

approved design will comprise the design brief, the full set of approved change order
forms with tracker and summary and completed design development control sheet.

The procedure comprises the following stages:

The appropriate member of the design team addresses each design issue in the
development of the brief, co-ordinated by the design team leader.

Proposals developed are discussed with the appropriate members of the project's
core group through submission of detailed reports/meetings co-ordinated by the
project manager. Reports should not repeat the design brief, but expand it,
address an issue and prepare a change.

The design team leader co-ordinates preparation of a design development control
sheet, giving:

o design brief section and page references

0 a statement of the issue

o] a statement of the options

o0 the cost plan item, reference and current cost

o the effect of the recommendation on the cost plan and the schedule
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0 a statement as to whether the recommendation requires transfer of
client contingency (i.e. a client variation to the brief) and if so the
amount to be transferred.

The design team report section of the control sheet is signed by:
o the design team member responsible for recommendations
o0 the quantity surveyor (for cost effect)

o the design team leader (for co-ordination).

The design team leader sends the design development control sheet to the project
manager who obtains the client's approval signature and returns it to the design
team leader.

The quantity surveyor incorporates the effect of the approved recommendation
into the cost plan.

The project manager incorporates the effect of the approved recommendation into
the master schedule.

Changes to construction/implementation process:

The change order form together with the change order tracker and contingency burn-
rate monitor ensures that control of changes to the project is transparent, auditable and
properly signed-off. It provides the monitoring and reporting tools that ensures that the
implication of any changes are fully understood and ensures that management and
administrative actions are concomitant with those changes.

The burn-rate monitor,

Contlngency burn-rate Whlch ConSIStS Of a

2,000 . graph indicating the
1800 e e current contingency
1600 —— Forecast actual spend / bum-l’ate (CBR) agaInSt
' / the  baseline CBR,
Hee ~ allows sign-off to be
1200 a— made at the appropriate
S 000 72 level depending on the
S _/'7 R'=0946 relationship between the
/ two measured factors.

- 7
200 / i .
_«f./' Figure 17 - Contingency

Burn-rate graph

Jan- Feb- Mar- Apr- May- Jun- Jul- Aug- Sep- Oct- Nov- Dec- Jan- Feb- Mar- Apr- May- Jun-
06 06 06 06 06 06 06 06 06 06 06 06 07 07 07 07 07 07

S:\Major Projects\Major Projects Shared Documents\PM Handbook\Master3ad.doc
25/10/2006
12:09 PM







91

1.11Project reporting

1.11.1 Introduction

Reports are one of the important tools in communicating project information. There are
two major types of project report:

Project management — technical — time, cost, quality, function and conflict
0 e.g. Director's Review uses the PMS reports,
0] PPB
o] Gateway
Project governance - guidance and decision making
0 e.g. PB and Directors’ Group — guidance and advice,

0 Executive Member, Executive and Council - decisions [at Gateways for
example]).

The third type of reporting process that a project will need to be aware is the Overview
and Scrutiny (O&S) Report. The O&S panels have wide investigative powers (insert
link) and have an overarching role to play in project monitoring.
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1.11.3 Project Reports and Reporting cycles
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1.11.4 Project Documentation
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1.11.5 Project Manager’s Report (Director’'s Review)

This is the key project report and is the main output from the PMS (insert link)
suite of tools and documents. The PMS is designed to make the reporting process
as simple as possible, without the project manager needing to carry out a
laborious special process once a month.

The forms that make up the PMS should be used on a daily basis for carrying out
the normal project management activities. If this is carried out properly, then
project reporting is little more than a simple matter of ‘pressing the print button’.
The PMS allows the project manager to devote his/her time to managing rather
than report production.

The PMS is made up of the following main documents (mainly spreadsheets):

0 REVS - PM Monthly Report Document Checklist.xlt
A - Key Event Schedule - Monthly Status Report.xlt
B - Monthly Cost Report.xlt

C1 - Risk Registerl new.x|t

C2 - Impact Schedule ver4.xlt

D - Consultant & Contractor Appts Tracking Schedule.xIt
E - Project Directory.xlt

F - Milestone Schedulel.x|t

G - Marked-up Programme.xlt

H - Development & Design Programme.xIt

J - Regulatory Schedule.xlt

K - Schedule of Project Boards & Authority.xlt

L - Notices and Claims Schedule.xlt

M - Close out.xIt

N - Key Issues Schedule.xlt

Q - Project cash flow (actual vs predicted).xIt

R - Template Change Orders + RegisterO7aV.xlt

S - CDM - Client responsibilities checklist.x|t

S - Health and Safety Summary Report.dot

T - Review of Forthcoming Dates & Reports.x|t

U - Lessons learnt.xlt

V - Stakeholder Interest

W — Project Resources Schedule
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1.11.6 Projects Programme Board

The terms of reference of the Projects Programme Board i(PPB) s to advise the
Executive in relation to the impact of the Capital Programme on the Corporate
Body; to act as Capital Control Group to monitor & control expenditure of the
Capital Programme and to monitor and direct major project activities, exposure to
risk and resource impacts. The PPB is a decision, advising and guidance body.

The PPB report is a consolidated view of the all the current major projects. (The
smaller projects that are amalgamated into programmes will usually report the
programme status — under discussion as at May 2006.) The PPB reports on a
monthly basis. The Development and Major Projects Project Co-ordinator
prepares the report based on the most recent Director's Review report. Projects
that are being managed by Development and Major Projects will report through the
directorate’s project co-ordinator. Advice should be sought from the Development
and Major Projects Project Co-ordinator on the detailed requirements, if your
particular project is NOT being reported through the Development and Major
Projects directorate. (insert link to an example?)

1.11.7 Project Board Report

The terms of reference of the Project Board (PB) is to provide guidance to the
Project Sponsor on overall strategic direction and help to spread the strategic input
and buy-in to a larger portion of the organisation. Itis an advising and guidance
body.

The PB receives reports in a standard format on a monthly basis. The reportis
prepared by the Project Leader/Manager. (insert link)

1.11.8 Gateway reports

The format of these reports is in the process of being determined, but a
straightforward format is envisaged which can be utilised for all types of projects —
simple, complex, small and large. The information required at each of the
Gateways is defined within the Gateway documents. (insert link) The report will
become the corporate standard and will include a summary, recommendations,
rationale etc supported with detailed background papers as appendices. These
appendices could be made up of PMS documents, consultant reports, project
officers’ assessments as appropriate, and must be relevant and support the
recommendations proposed. The Director of D&MP will review the report and
recommend approval to proceed to the next stage for all projects greater than
£500K in value. The Gateway report must enable the Decision Maker(s) to make
informed, clear decisions based on the facts laid before them.

1.11.9 Directors’ Group

These reports can be verbal and/or written. The written reports should follow the
normal template (insert link) unless otherwise indicated. Except for the project
initiation process and the project feedback review report, the format is generally
more relaxed, BUT reports must be concise, clear and have enough supporting
facts without going into a mass of detail. The sponsoring Director will often
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present the report and so it is usually advantageous to either provide a briefing
document or a give a verbal briefing session as requested.

1.11.10 Overview & Scrutiny

There are seven O&S panels that deal with various aspects of the Council’s
responsibilities. The Major Projects and External Bodies panel is the important
one as far as most major projects are concerned. It is an information and
exception receiving body. The O&S panels have two key roles:

3. to develop new ideas about how services can be provided and performance
improved.

4. to examine critically the decision making of the ‘executive’ and where
necessary call decision makers to account. Panels have the power to require
senior officers and Executive Councillors to appear before them to explain
their actions.

The reports follow a set format (insert link) , but in addition the Project Officers are
likely to be verbally scrutinised and should, therefore, be well prepared.

1.11.11 External reports (consultants)

The content and format of any reports from external consultants should be laid
down in the consultants brief and if necessary incorporated into the contract terms
and conditions. Any changes should be agreed by both parties and any
implications of these changes clearly defined.

1.11.12 Client requests

Client requests should be dealt with in a timely manner and depending on the type
of request be dealt with as a standalone matter, requiring a considered and
appropriate response e.g. a request for information or managed through the
project’s change order process e.g. a request to make a change to a project
parameter. Client’s change requests during a project usually have time, cost,
and/or quality implication(s) and must be logged through the PMS change order

process. This process allows the full implications of any request to be analysed so
that decisions can be made in an informed manner.

1.12Project completion

1.12.1 Close-out
Planning of handover procedures
Occupation procedures
Final accounts

Snagging/outstanding items
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Practical completion certificates
Guarantees and Collateral Warranties
Health & Safety files/manual

User and maintenance training manuals
1.12.2 Handover

Initial commissioning complete (In the case of many projects this will take place a
considerable period (12 months) after the wuser/occupier has taken
over/occupied/using the ‘project outcome’.

Log book complete— e.g. as built drawings and specifications; systems
instructions and manuals; procedures and controls; health & safety matters.

Training - user and maintenance carried out
1.12.3 Debrief

Outcomes — on-time; on-budget; the project (e.g. new building, new road, IT
system, management re-organisation etc) has the project met the objectives (see
‘The Brief’) of the Client. Comparisons with Project Objectives.

The final project evaluation report should include:
0 an evaluation of the lessons learned log
o a financial/cost evaluation
o aKPlreport
0 user/client feedback

o the project manager’s report that will include an evaluation summary of all
project matters, including those mentioned above. (insert link to project
documentation flow chart — Fig. 19)
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Part 2 - Techniques, methods and processes
(The Toolbox)

2.1 Project management techniques

Project management techniques include a wide variety depending on the required
outcome, but the major tools and techniques include generic requirements, such
as:

Good communications — verbal, electronic and written
Clear reporting and decision making mechanisms
Planning and analytical tools

Collaborative mechanisms.

Project management software can be designed to enable the above to be readily
achieved to various levels of sophistication depending on the complexity of the
project concerned. A very simple project that consists of mainly scheduling and
the project does not require an analysis of the associated resources, may only
require a simple time line based plan but most projects will require a proper linked
activity/logic-based programme. (insert link). The programme and planning
guidance handbook gives a full description of how to plan and use project
management software. A short explanation/guide of the terms used in project
management planning and programming are given here.

It is very important at the planning and programming stage get help and/or training
in understanding how a project is built up to model the reality of undertaking a
project with all its requirements of control, monitoring, reporting, decision making,
communicating, consulting and forecasting/predicting.

2.1.1 Project management software

As with all software the types and extent of features and capabilities vary with
different packages. The preferred software used by Major Projects is Asta
PowerProject and a standard template is available to users. Microplanner
Xpert or Manager can also be used for more complex projects where
planning and working in a network format is required. Some of the basic
features usually found in project management software are:

o Front-end modelling, for planning and estimating the size, risk and overall
architecture of the project.

o Time reporting capability, for analysing trends against base values and
current plans.

o Work request system, for tracking and completing requested tasks within
an acceptable time.
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o Project accounting, for linking time reporting to specific projects to be
charged for work, and for linking the project changes to the organisation's
accounting system.

o Resource levelling, for efficiently reviewing work request records and
comparing those data with other factors that change resource availabilities
constantly.

o Integration, for co-ordinating the functions of various aspects of software,
which is important because of the complex mix of projects and other
activities occurring.

Utilities of project management software:

Project management software can be used for planning, scheduling,

monitoring and controlling all aspects of the project. The concept of project

management involves dividing the overall project into individual activities or
work units. For each activity, the following information is then recorded:

o requirements for successful completion of the activity (project
constraints)

0 the earliest time the activity could begin (earliest start)
0 the earliest time it could end (earliest finish)

o any 'slack time', or time that the activity could be delayed without
delaying the entire project (float).

Information of this type is then used as a basis for managing the entire
project.

Applications of project management software:
Some of the uses of project management software include:

o Determining resource requirements and assigning resource to
tasks.

0 Locating potential problems (e.g. conflicts) in the work schedule
and recommending solutions.

0 Maintaining accounting records of the project.

o Preparing management reports concerning the project.

Project management software can be used effectively for planning before the
actual project begins. During the implementation of the project, the software
is useful for displaying progress reports or for indicating changes that need to
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be made. Most projects include some unexpected occurrences
(variations/changes), and one the of the biggest advantages of project
management software is the ease of making changes to the data to
determine what effect any changes would have on the overall results or time
schedule. The process of correctly deciding on an appropriate option is
perhaps much better informed as several options can be tested and a good
picture of the overall results of each choice can be obtained to facilitate
decision making.

2.1.2 Tasks/activities
Tasks® are the basic components of a Precedence project model which

signifies that something is going to happen. It is represented as a box which
is connected to other tasks by links.

TASK A TASK B TASK D

TASK C

Figure 21 - Precedence model network

Activities are the basic components of an Arrow project model which signifies
that something is going to happen. It is represented as a line where action
commences at the left and ends at the right.

@ TASK A TASK B @ TASK D @

TASK C

Figure 22 - Arrow model network

The best way to collect all the tasks in a project is to involve all the team and
brainstorm a list of the tasks that make up the project.

® Some project management authorities will define activities as sub-sets of tasks i.e. a number of activities
will make up a task. For the sake of simplicity in this Handbook tasks and activities can be considered
interchangeable, but if a particular project (usually a complex one) requires a differentiation between the
two, than this should be clearly stated in the PEP and the programme organised to to demonstrate this
difference.
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The tasks® can then be put into some sort of logical structure, like a Work
Breakdown Structure (WBS). Also consider how detailed each task and
breakdown should be; have a look at other projects to see how these have
been structured and planned and there is a Major Projects template (insert
link) to help to manage this part of the project planning and programming
process. This template should be used wherever possible.

2.1.3 Work breakdown structure

The purpose of a work breakdown structure is to serve as a hierarchical
framework for a project management control system. The Major Projects
template does not show a WBS as this is very much a project by project
decision, but its use can help in reporting and controlling large complex
projects.

THE PROJECT

X TASKS Y TASKS

Task A Task B Task C Task D

Figure 23 - Work breakdown structure
2.1.4 Logic, links and durations

Once there is a list of tasks for the project consider their links to other tasks
and the sequence in which they are carried out, in other words ‘the logic'.
The logic should model the real world in how the project is to be carried out.
The logic can be shown in several ways:

o Network diagrams
0 Gantt charts
The logic shown in Figure 21, Figure 22 and Figure 24 is: -

“Tasks B and C cannot start until Task A has been completed. Task D
cannot start until both Tasks B and C have been completed.”

The links indicate the logic and dependency between tasks in the
Precedence model network or in a linked Gantt chart (see 2.1.5 below),
whilst the dependency in the Arrow model is linked by unique nodes at the
beginning and ends of activities. The Major Projects programme template
uses the Gantt chart format on which the tasks must be planned and linked
as appropriate to show the logic of the project programme. There is also

® Ibid.
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network-based software available for more complex projects where the
project is planned using either the Precedence or Arrow methods directly.

Durations must also be considered and added for each task. Base the
durations on experience, records of previous projects and the project team’s
judgements. If specialist tasks are being carried out then consider getting
specialist advice.

2.1.5 Gantt charts, Networks and the Critical Path

Gantt charts, also known as bar charts, in which the project tasks are drawn
as bars against a timescale will probably be the primary method of planning,
programming, controlling, monitoring and reporting a project. It is
ESSENTIAL that the tasks (bars) are linked in a logical manner, indicating
the sequence in which the tasks are carried out.

Gantt Chart
1 1 7 | 1]

‘ ‘ JAN ‘ FEB ‘ MAR APR ‘ MAY ‘

e R

‘ TASK A ‘ L]

|
|
|
|
N I e
|
|
|
|

| TASRE | | | |
1 °r I 7T 1
‘ TASKC ‘ ‘ ‘ ‘
Y A e

‘ TASK D ‘ ‘ ‘

Figure 24 - Gantt chart

Examples of networks are shown in 2.1.2 above where again the logical
sequence of tasks to be carried are clearly shown.

When the durations of the tasks are added, the Critical Path (CP) can then
be determined. The CP consists of a series of tasks any of which, if delayed,
will cause the project or a deadline to be delayed. This is the longest path
through a network diagram and indicates the shortest time in which a project
can be completed’. It can be seen, therefore, that knowing the CP is very
important so that the tasks that make up this route are given the priority
necessary. Be aware, the CP may vary well change throughout the lifetime
of a project, so keeping the programme up to date is of critical importance to
ensure that the project stays on track and reflects the true status of the
project programme.

" The critical path is shown in red in the network and Gantt chart figures Figure 21, Figure 22 and Figure 24
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2.1.6 Milestones

These are events that are of varying significance within a project. Some will
be of a relatively minor nature and act as reminders to the project manager.
Others will be critical for the project related to onward progress; these are
known as key milestones.

Reports at project gateways will be key milestones, because the project
cannot progress without agreement from the decision making/monitoring
body. Other examples of key milestones could be related funding
agreements, buying or selling land/property, submitting/gaining planning
permissions, and statutory/regulatory process deadlines. The list can be
extensive, but they form an important part of a project plan.

The milestones must be linked in to the tasks within a project programme, so
that any changes to the programme are reflected in the dependent
milestones.  Milestone reports are a very effective way of quickly
communicating the status of a project at any particular moment when
compared with the base lined programme.®

2.1.7 Resources, cost planning and cost control

A resource is anything which is required for the completion of a task —
people, money, machines, storage space and so on. The allocation of
resources to a project is an important part of project management at the
earliest possible stage. Money is probably the first resource to be
considered. How much is available and how is going to be spent — on what,
over what period? This will give a budget cost profile or cash flow.

The consideration of the major ‘people’ resources will need to be addressed
at an early stage also, such as consultants and other advisors. ‘Material’
resources —construction/implementation - tend to considered at a later stage,
when the project brief has been more fully defined, but not always.

Both Asta Power Project and Microplanner project management software are
able to manage resources of all types to give a sophisticated system of
resource allocation, planning and management. For complex projects it
could be worthwhile to plan and manage resources in this manner so that a
project is able to discriminate between time critical and resource critical tasks
and gives the project manger options in the way the project can be best kept
on track. Issues of resource levelling, overload, deadline criticality and
resource criticality are probably best left until a real need is identified for a
particular project. But it is hoped that as project management expertise is
built up within the Council, then these terms and techniques will become
better understood and used in many more projects.

® The project programme (plan), when finally agreed by ALL (especially the Client), is fixed as to time,
tasks and resources. Progress is then compared with this original base lined programme or any other
convenient baseline e.g. last month, 3 months ago.
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Cost planning:

At an early stage an overall project budget study should be undertaken to
determine the total costs of a project. A cost plan is prepared to include all
construction costs, and all other items of project cost including professional
fees and contingency. All costs included in the cost plan will also be included
in the project budget in addition to any grants receivable and other
extraneous items such as project insurance, surveys and any other specialist
advisers' fees.

The objective of the cost plan is to allocate the budget to the main elements
of the project to provide a basis for cost control. The terms budget and cost
plan are often regarded as synonymous. However, the difference is that the
budget is the limit of expenditure defined for the project, whereas the cost
plan is the definition of what the money will be spent on and when. The cost
plan should, therefore, include the best possible estimate of the cash flow for
the project and should also set targets for the future running costs of the
facility. The cost plan should cover all stages of the project and will be the
essential reference against which the project costs are managed.

The method used to determine the budget will vary at different stages of the
project, although the degree of certainty should increase as more project
elements become better defined. The budget should be based on the client's
business case and should change only if the business case changes. The
aim of cost control is to produce the best possible outcome/product within the
budget, whether it is a building, new service, major event, office move or new

policy.

The cost plan provides the basis for a cash flow plan, based upon the master
schedule, allocating expenditure and income to each period of the client's
financial year. When required, the expenditures should be given at a stated
base-date level and at out-turn levels based on a stated forecast of inflation.
A cash flow histogram and cumulative expenditure graph are shown in Figure
25.

Operational cost targets should be established for the various categories of
running costs associated with the facility or service as appropriate. This
should accompany the capital cost plan and be included in the brief to
consultants. Revenue, grants and VAT issues must also be taken into
consideration.

When the cost plan is in place it serves as the reference point for the
monitoring and control of costs throughout a project. The list which follows
should be used as an aid in setting up detailed cost control procedures for all
stages of a project.

Cost control:
The objective of cost control is to manage the delivery of the project within

the approved budget. Regular cost reporting will facilitate, at all times, the
best possible estimate of:

established project cost to date
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anticipated final cost of the project
future cash flow.
In addition cost reporting may include assessments of:
ongoing risks to costs
costs in the use of the completed facility

potential savings.

Monitoring of expenditure to any particular date does not exert any control
over future expenditure and, therefore, the final cost of the project. Effective
cost control is achieved when the whole of the project team has the correct
attitude to cost control, i.e. one which will enable fulfilment of the client's
objectives.

Effective cost control will require the following actions to be taken:

Establishing that all decisions taken during design and construction are
based on a forecast of the cost implications of the alternatives being
considered, and that no decisions are taken whose cost implications would
cause the total budget to be exceeded.

Encouraging the project team to design within the cost plan, at all stages,
and adopt the variation/change and design development control
procedures for the project. It is generally acknowledged that 80% of cost
is determined by design and 20% by construction. It is important that the
project team is aware that no member of the team has the authority to
increase costs on its section or element of the work. Increased costs on
one item must always be balanced by savings on another.

Regularly updating and reissuing the cost plan and change requests
(variation orders) causing any alterations to the brief.

Adjusting the cash flow plan resulting from alterations in the target cost,
the master schedule or the forecast of inflation.

Developing the cost plan in liaison with the project team as design and
construction progress. At all times it should comprise the best possible
estimate of the final cost of the project and of the future cash flow.
Adherence to design freezes will aid cost control. (Development also
means adding detail as more information about the work is assembled,
replacing cost forecasts with more accurate ones or actual costs whenever
better information can be obtained.)

As part of risk management, reviewing contingency and risk allowances at
intervals and reporting the assessments are essential. Development of the
cost plan should not involve increasing the total cost.
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Checking that the agreed change management process is strictly followed
at all stages of the project is very important. The procedure should only be
carried out retrospectively (then only during the construction phase of the
project), when it can be shown that otherwise significant delay, cost or
danger would have been incurred by awaiting responses.

Arranging that the contractor is given the correct information at the correct
time in order to minimise claims. Any anticipated or expected claims
should be reported to the client and included in the regular cost reports.

Contingency money based on a thorough evaluation of the risks is
available to pay for events which are unforeseen and unforeseeable. It
should not be used to cover changes in the specification or in the client's
requirements or for variations resulting from errors or omissions. Should
the consultants consider that there is no alternative but to exceed the
budget, a written request to the client must be submitted and correct
authorisation received. (insert link)

This must include the following:

0 details of variations leading to the request

o0 confirmation that the variations are essential

o0 confirmation that compensating savings are not possible without
having an unacceptable effect on the quality or function of the
completed project

Submitting regular, up-to-date and accurate cost reports to keep the client
well informed of the current budgetary and cost situation. (insert link)

Establishing that all parties are clear about the meaning of each entry in
the cost report. No data should be incorrectly entered into the budget
report or any incorrect deductions made from it. (insert link)

Ensuring that the project costs are always reported back against the
original approved budget. Any subsequent variations to the budget must
be clearly indicated in the cost reports. (insert link)

Plotting actual expenditure against predicted to give an indication of the
project's progress (see Figure 25). (insert link)
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Figure 25 — Examples of: (a) construction expenditure graph; (b) cash flow
histogram

2.1.8 Risk management

Risk management is a critical part of project management from
inception/initiation, through developing the brief, design, construction,
commissioning and handover/operation stages.
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Each project team is responsible for reviewing their project risk register at
least monthly, at which interval it is reported both fully and in summary format
to the appropriate Director (the D&MP director for projects over £500K), as
part of the Director's Review monthly project management report. The Risk
Register must have a major review at quarterly intervals, involving the project
team, the director and stakeholders both internal and external to the Council.

The D&MP directorate has also found it useful to summarise the top ten
project risks and monitor the movement in these risks over several months.
Some risks will increase or decrease over time, whilst others will drop out
entirely and new risks added. Risk is seen as being very dynamic which
must be mirrored in their active management.

Project risks are actively reported up the management/ decision making
chain to the Project Boards, PPB, Directors’ Group, Major Projects Overview
and Scrutiny Panel, and The Executive/Executive Member. The effect
project risks have on both the project itself and the corporate body are
always considered of prime importance.

2.1.9 Project Issues

A project issue is anything that is currently happening that could have an
effect on the project. For example, an issue might be a problem or query
raised by someone connected with the project, or a request for something to
be changed or carried out differently. Issues are very often the results of
risks that were considered earlier, but have now occurred.

Keeping control of issues and ensuring they are quickly and appropriately
dealt with is an important part of managing any project. Like risks, issue
should not be ignored. Resolving issues involves:

0 capturing all issues in an Issues Log from which key issues can be
reported on a monthly basis (insert link)

0 assessing how best to resolve each issue, including whether it needs
escalating outside the project

o checking whether the issue, and the total set of unresolved issues, is
putting the project in jeopardy

0 putting in place the necessary actions and follow-up to resolve the
issues and inform whoever raised it on the outcome.

2.1.10 Monitoring/tracking schedules

These schedules form an integral part of managing any project. They will
cover all aspects of a project, including programme, events, risk, cost, cash
flow, quality, statutory/regulatory matters, governance, change, procurement
and administration/contacts matters. The PMS (insert link) includes
documents to help the project manager capture, monitor, track and report on
these things.
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There maybe projects that have particular requirements and new
tracking/monitoring schedules may need to be introduced. The PEP should
help identify any requirements peculiar to the project, but the principle
remains that, “If it can move - monitor it; if it moves - track it.”

One of the most important tracking schedules is the Change Request
Register (insert link). As the title suggests ANY changes to the original
agreed project plan that has a cost implication whether a saving, an increase
or a virement (transfer), MUST be justified and agreed through a change
request system. The PMS supplies a template for both the change request
form and the associated tracking register (insert links).

The principle of this system consists of a form that requires information
relating to reasons, impacts and cost of the change, together with an
indication of the source of funds and the authority level (agreed within the
PEP) for signing off. The data from each form, with its status (pending,
approved or rejected) is added to the project’s change request register. The
status and values of all the change requests for a project can be monitored
and reported from this change request register. Together with the project’s
financial cost system (insert link), a close degree of control can be kept on
the project’s financial health especially in forecasting likely outcomes.

2.1.11 Document control

Document control normally covers two main issues, probably best
demonstrated by asking the following questions:

o How do you know the drawing you are using is the correct one to
use; is it the latest version?

0 Who should view this document?
One issue relates to the quality of the document, the other to communication.
Quality:
A document should include the following:

0 aclear title (and an explanatory sub-title if necessary)

o0 date(s), including its context e.g. issued date, reporting date, printed
date etc.

0 project reference number/code plus any other reference indicators
that are deemed useful

o author(s)/owner(s)

0 originator's organisation name e.g. Bath & North East Somerset
Council or Acme Engineers Ltd

o filing details e.g. filename and file path
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A document could also include these additional items depending on the type
of document:

0 originator’s designation e.g. Project manger, Project director etc
o0 document purpose
0 sign-off/quality control cover sheet

o0 version and/or status details e.g. revision numbers on drawings,
draft/final version numbers on reports, confidentiality etc.

Communication:

The purpose of the document will often define who must see it and whether
any actions need to be taken by the viewer(s). The PEP should be clear on
its communication plan and this can be articulated within the ‘Document map’
and ‘Structure and Organisation’ elements.

Some elements of communication will be laid down by the project
governance and decision making processes where adherence is strictly
required. These processes must be woven in to the overall communication
plan so that all involved are informed and where appropriate decisions are
made quickly on good quality information that has all the relevant up-to-date
facts.

The project manager must not forget the Client/user or the smallest
stakeholder.

2.1.12 Information management

This is related to ‘Document control’ and forms part of the communication
plan within the PEP. In addition reporting lines and deadlines must be fully
understood and included within the PEP. Hence, it is important that the
project manager knows and controls how information flows within a project to
ensure that reports are completed on time with the right information, design
information flows to the right people at the right time, contract information is
dealt with in accordance with the contract etc, etc. See also 1.1.2, 1.2.4 and
1.8.2.

The PMS help the project manger to manage the complex flows of project
information (insert link).

2.1.13 Processes
0 Regulatory and/or Statutory processes
0 Council Standing Orders (insert link)
o Project initiation

0 The project execution plan. Ref docs\PEP docs\PEP template.dot
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0 Authorities and ‘Gateways’. Ref docs\Gateway docs

0 Reporting. Ref docs\PMS\Dir Rev templates.zip

o Project management System (PMS)

o Procurement of construction related professional services through
the NEC3 Framework contract

2.2 Standard project management forms

The project management system (PMS) consists of a set of templates that cover
all the major aspects of project management. They have been used and tested
within the Development and Major Projects Directorate for some time and have
proved their worth in being able bring:

common data collection and collation that

enables consistent reporting that includes

good historical facts but more importantly

establishes clear trends that

enable clear and accurate forecasts of probable outcomes that in turn
enables clear and accurate decisions to be made.

All the templates are live documents that will be improved and changed as
experience and expertise in their use is built up within the Council. Different types
of projects may have different requirements, which may require some changes to
the templates.

BUT

Any changes to the templates MUST be carried out ONLY by the Development
and Major Projects (D&MP) project management team. Do NOT alter any
formulae within ANY of the spreadsheets. If an error is found or a particular
change is required, then inform the D&MP project management team who will help
with your enquiry.

AND

Do NOT copy templates for a new project from a previous project; ALWAYS
download fresh ones from the website. These will have any of the latest changes
incorporated within them.

Those project management forms listed and described below with (DR) at the end
of their title, indicate those forms that make up the monthly project management
report known as the ‘Director’'s Review'.
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The PMS is made up of the following main documents (mainly spreadsheets):

0 REVS - PM Monthly Report Document Checklist.xlt
A - Key Event Schedule - Monthly Status Report.xlt
B - Monthly Cost Report.xlt

C1 - Risk Registerl new.xl|t

C2 - Impact Schedule ver4.xlt

D - Consultant & Contractor Appts Tracking Schedule.xIt
E - Project Directory.xlt

F - Milestone Schedulel.x|t

G - Marked-up Programme.xlt

H - Development & Design Programme.xI|t

J - Regulatory Schedule.xlt

K - Schedule of Project Boards & Authority.xlt

L - Notices and Claims Schedule.xlt

M - Close out.xIt

N - Key Issues Schedule.xlt

Q - Project cash flow (actual vs predicted).xIt

R - Template Change Orders + RegisterO7aV.xlt

S - CDM - Client responsibilities checklist.x|t

S - Health and Safety Summary Report.dot

T - Review of Forthcoming Dates & Reports.x|t

U - Lessons learnt.xlt

V - Stakeholder Interest

W — Project Resources Schedule

2.2.1 Project Initiation Form
Purpose:

To establish the outline purpose, objectives, cost and business/financial case
of a potential project to enable the Council to prioritise its capital spending
into a properly resourced and managed capital programme.

Enable in a consistent and encompassing way the collection and collation of
project data so that prioritisation of projects are undertaken in an informed
manner so that they best meet the Council’s strategic objectives.

To reduce the risk to the Council both financially and in fitness for purpose.
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How to use:

The form is a spreadsheet template. A copy is automatically made on
opening the template and should be saved into a new project folder. The
form is designed to be completed electronically. The amount of information
that is required will vary from project to project depending on the size and
complexity of the proposed project. Advice should be sought from the
Development and Major Projects team if you have any queries on the type
and amount of information required.

The form should be used as the basis for collection, collation of information
and underpin critical discussions, brain storming and workshops within your
own Service Area

There are sections within the form for small series of projects that can be
amalgamated into a block programme e.g. footway improvement works or
pedestrian crossing implementation programme.

2.2.2 Project Start up sheet
Purpose:

To ensure that the Client fully understands the projects scope and objectives
and has committed sufficient funds for the project to meet these objectives
and be completed.

How to use:

A simple Word template that is completed by the project manager and Client
and signed off by the Client.

2.2.3 Key Event Schedule - Monthly Status Report (“Radar
chart”) (DR)

Purpose:

To provide an ‘at a glance’ summary of the major elements of the project —
time, cost, key risks and key issues measured against the original project
plan.

How to use:

The other parts of the PMS system provides the information for this sheet.
Do NOT attempt to automatically link to the data in other sheets of the PMS.
It is very important that as the project manager you gain a good ‘feel’ for
where the project is in relation to the project plan and inputting the data
manually will help you review and check the data in a more meaningful way.
Updating the sheet on a weekly basis will also help to get that ‘feel’ and do
NOT leave updating it to the last minute before the Director's Review, it will
show!
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Some of the headings on the sheet can be changed to suit the particular
project, but please check with the Development and Major Projects co-
ordinator before making any other types of changes, major or minor.

2.2.4 Monthly Cost Report (DR)
Purpose:

To provide a system of cost monitoring and forecasting to enable the project
manager to report on budget, contingency and cost issues.

How to use:

The summary and background sheets are designed to be used for the most
complex to the simplest projects. The summary sheets are referenced back
to the individual background sheets which, in turn, can be referenced back to
more complex schedules if so desired e.g. schedules of ERI's and/or
schedules of anticipated further costs.

It is important that the change order register matches the changes in the cost
report whether they are virements and/or contingency expenditures.

It is important to have some instruction in its use if there is the slightest doubt
on how to use the system. Most importantly do NOT change ANY formulae.
The sheets should be used as and when ANY cost changes occur whether
actual or anticipated. The anticipated further costs sections are particularly
important for the project manager to consider and to complete as necessary.

2.2.5 Project cash flow (actual vs predicted) (DR)
Purpose:

To monitor the budgeted cost cash flow against the actual cost cash flow and
estimate the forecast cash flow.

How to use:

The cost plan must be cash flowed across the lifetime of the project. This
cost plan together with the programme must be fixed (baselined) by
agreement with the client. The actual costs can then be entered and
monitored against the baseline budget (cost plan) and a forecast cash flow
estimated by evaluating the cost of the work still to be carried out.

2.2.6 Risk Register (DR)
Purpose:

To record, monitor and track the project risk, with the attendant mitigation
measures. The risk register is the key project document in communicating
and demonstrating both the status and scope of project risk and the
associated mitigation measures.
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How to use:

Risk assessments must be carried out regularly during the lifetime of a
project; i.e. monthly by the internal project team and quarterly by the project
team and stakeholders (internal and external). The risk assessments must
explore, identify and evaluate project risks. The identified risks that may
have an impact directly or indirectly on either the project or the corporate
body i.e. the Council, can then be managed (by mitigation) and its
effectiveness monitored.

A full risk register and a summary risk register are available for use. The
summary risk register summarises the top ten project risks and the
movement in these risks can be monitored over several months. Some risks
will increase or decrease over time, whilst others will drop out entirely and
new risks added. Risk is seen as being very dynamic which must be
mirrored in their active management

2.2.7 Key Issues Schedule (DR)
Purpose:

To identify, evaluate and manage issues that may have an impact/effect on a
project. Usually issues will have emerged from earlier identified risks that
have now occurred.

How to use:

Identify and record each key issue together with its effect/impact, description
of the action(s) required and who is responsible and by when the action(s)
need to be carried out. This document must be review and updated regularly
at least as regularly as the risk register.

2.2.8 Milestone Schedule (DR)
Purpose:

To identify those key dates within the project programme that has a major
influence on the progress of the project and monitor their progress against
the base position.

How to use:

The form is straightforward in its use and the detail required will depend on
the complexity and scale of the project involved. It is usual that the
milestones are integrated within the project programme so that any changes
to the activities in the programme are reflected by the key milestones. This
makes updating the schedule very much simpler and ensures that an
accurate picture of the project’s progress is maintained. It is very important
that the base, forecast and actual dates are completed.
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2.2.9 Marked-up Programme (DR)
Purpose:

To demonstrate the logical sequence of activities that make up the agreed
baseline project plan with a critical path(s).

The primary purpose is to indicate actual progress against the baseline
project plan so that it shows activities that are on schedule, ahead of
schedule and behind schedule.

It also can be used to demonstrate the effect of any changes made to the
project plan.

How to use:

The Programming Procedure Manual & Guidance Notes should be fully
understood to enable the project plan to be fully reflect the activities,
processes and scope of a project. It is essential that progress is monitored
by marking-up individual activity progress against the agreed project
baseline. This should be carried out at least monthly for reporting purposes
and more frequently if events dictate e.g. major change to programme.

2.2.10 Development & Design Programme (DR)

Purpose:

To control and monitor the project development and design processes.
How to use:

This will usually be part of the overall project programme, but as this part of a
project tends to be the most difficult to control, special attention needs to be
paid to monitoring this part of a project. Indeed, some projects may only
consist of development and design.

Fully understood outputs with clear target dates and briefs must be produced,
so that all the team understands

2.2.11 Consultant & Contractor Appointments Tracking
Schedule (DR)

Purpose:

To track the number and status of consultant and/or contractor appointments.
It ensures that the project manager has an overall view of the project’s
appointments so enabling greater control over the procurement/appointment
processes that may be required on a project. This tracker should be used in
conjunction with the Council’'s contract standing orders and EU procurement
regulations

How to use:
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This a simple form to fill out by entering the dates under the appropriate
headings. It is important to keep the two forms (one for consultants, the
other for contractors) up-to-date.

2.2.12 Regulatory Schedule (DR)
Purpose:

To monitor and record the statutory/regulatory requirements and processes
of a project. This could includes permissions/licences from the Planning
Authority, Environment Agency, Highway Authority, British Waterways, the
Avon Act, English Heritage, English Nature, the Utility Companies and the
like.

How to use:

The relevant processes should be included within the project programme.
This schedule provides more detail and enables the project team to readily
identify and track progress on these critical activities, the processes of which
are often outside direct control of the project manager.

2.2.13 Project Directory (DR)

Purpose:

To provide a central source of contact information.
How to use:

Fill in the relevant data and expand the sheet as required.

2.2.14 Schedule of Project Boards & Authority (DR)
Purpose:

To monitor and track the decision making processes within a project to
ensure due consideration/planning has been given to gaining the required
authority for those decisions at the appropriate level(s).

How to use:

When planning a project (creating the programme), carefully consider the
likely authorities required and the decision processes that these may entail.
List them in this form and include them in the project programme. Keep this
form up-to-date (as well as the programme) as changes will certainly occur to
the original programme.

2.2.15 Notices and Claims Schedule (DR)

Purpose:
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To monitor and track contract notices and claims, especially those related to
a construction/implementation contract. It helps provide an audit trail in the
case of any dispute. The project manger is responsible for ensuring that the
contract administrator completes these forms.

This form should help ensure that the notice and claims procedures and
processes are carried in accordance with the contract(s).

How to use:

This is a straightforward form - complete the entries as necessary; review
regularly and keep it up-to-date.

2.2.16 Change Requests

Purpose:

To monitor, report and authorise all changes made to a project plan
How to use:

Change requests are made, monitored and reported through a suite of Excel
spreadsheets linked together by the design of a simple application. This
application and the forms, database, summaries and graphs form one of the
most important documents in the PMS and its use is absolute for all projects
small to large, simple to complex. A short one-to-one training session will
normally be required for first-time users. The D&MP directorate will arrange
this.

Sequence of actions to create a new Change Order:

. Create new sheet

. Enter data into sheet

. Copy data to register

. Enter financial + status data into 'Dataform' sheet
. Rename 'Current’ sheet to the CO Ref. number

. Save

o 01 WN B

Figure 26 - Information box from the Microsoft Excel ® application

The elements that make up the change request process, data storage,
summary report and contingency burn rate monitor and forecast are listed
below:

2.2.16.i Change Form Template (Change Order)
Purpose:

To provide full information related to any change to the agreed project plan —
financial, technical, quality, process or activity, so that a fully informed
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decision as to the appropriateness and implications of the proposed change
can be made.

How to use:

A copy is made from the template (this is named ‘Current’ by default) into
which all the relevant information is entered. A list of any supporting
documentation is also made. The data from this form is transferred to the
‘Dataform’. The ‘Current’ form sheet name tab is renamed to the unique
change order (CO) reference number (generated at the top of the form). This
form, any supporting documentation, the ‘Summary’ and the ’ Contingency
burn rate monitor’ must be put together to form a pack so that the change
can then be authorised by the appropriate person(s). For major projects
under D&MP control, this will be the Commercial Manager and the Assistant
Director of Project Management or the Director of Development and Major
Projects — (see 2.2.16.iv below for further details).

2.2.16.ii Change Request Register — Dataform (DR)
Purpose:

To collect, collate and monitor the data from all the individual Change Orders
(CO) for the project.

How to use:

This form is a spreadsheet database and the financial data (if any) and the
status of the CO will need to be entered under the appropriate headings.
Any updates to the status of the CO, dates and the like are made in this
database. Reports can be made from this database by use of the filter
buttons on the column headings.

2.2.16.iii Summary (DR)
Purpose:

Summarises the current financial position of the project with respect to the
client and construction/implementation contingencies and the project budget
(excluding the contingency sums) against the change in sums should the CO
be authorised.

How to use:

This form is automatically updated from the database. A copy of this form
must accompany each CO request. The forecast position must match that
on the summary sheet of the cost report (insert link).

2.2.16.iv Contingency Burn Rate (CBR) Monitor and Forecast (DR)

Purpose:
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To monitor the actual and forecast burn rates of the project contingency
against the baseline contingency burn rate. This will give early warning of
the cumulative effects of the COs on the project contingency. This form, by
its nature, only deals with financial COs.

How to use:

The baseline contingency burn rate is calculated at the start of the project by
dividing the total contingency sum by the total duration of the project (i.e. the
duration of the project over which the contingency sum is meant to cover).
The actual CO values (pending and approved) are entered as they occur and
a copy of the chart produced by each additional value must accompany each
CO before it can be authorised. The authorised approval signatories will
depend whether the forecast trend of the CBR is greater than (i.e. above) the
baseline CBR or less than (i.e. below) the baseline CBR.

1) Project team workshops to be carried out at critical points of the
project contingency spend; the first of which MUST occur at 25% of
contingency spend.

2) Review the contingency if the trend rate of contingency spend
("burn") goes above the baseline burn rate.

3) Change Orders that increase or keep the trend contingency burn rate
(CBR) above the baseline trend CBR, MUST be signed-off by the
responsible Director.

4) Change Orders that do NOT increase the CBR above the baseline
CBR can be signed-off by the Assistant Director - Project Management
AND the Commercial Manager

Figure 27 - CBR monitor instructions

2.2.17 CDM - Client responsibilities checklist (DR)
Purpose:

To help ensure compliance with the clients’ responsibilities.
How to use:

Check off the responsibilities as they are completed. Always check with the
corporate website and the HSE website for any changes and for guidance on
interpretation of the current regulations. (insert link)

2.2.18 Health and Safety Summary Report (DR)

Purpose:
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To monitor, collate and report all the health and safety matters related to a
project in a consistent manner. The use of industry standard statistical data
enables performance comparisons to be made, which helps in managing
safety performance.

How to use:

A template is provided in which the health and safety summary should be
reported. A

2.2.19 Close-out Tracking Schedule (DR)
Purpose:

To control and track the final critical stages of a project to help ensure a
smooth transition from construction/implementation, through commissioning
to handover.

How to use:

A series of critical activities related to handover, commissioning etc are listed
together with their responsibilities, durations and key date(s). The progress
of these activities is recorded to enable a clear detailed picture of project
status to be determined. This will enable management actions to be more
readily directed and focused on those areas that require attention.

It is important to ensure that the activity list is comprehensive and complete,
covering ALL critical activities.

2.2.20 ‘Lessons Learned’ Log (DR)
Purpose:

To provide a means of recording the best and worst events that have
affected the management of a project as they happen, this will then allow an
analysis to be made of the successes and failures of the project.

This will form part of the Gateway 07 — Operations process by being part of
the Final Project Evaluation Report.

How to use:

The spreadsheet is tabbed with the Gateway numbers. Data is entered in the
appropriate gateway sheet, using the items under the headings as aide-
memoirs for categorising your lessons learnt. Issues should be added as
and when they occur together with the ‘lesson(s) learnt’. This is an important
LIVE document and should be used as part of the normal day-to-day project
management processes.

2.2.21 Stakeholder Interest (DR)

Purpose:
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To provide a means of recording relevant stakeholder interest groups, their
status, current issues, management strategy, action and programme.

How to use:

Some guidance stakeholder categories are given; others can be added as
required. The stakeholder list must be reviewed regularly together with the
any issues and actions.

2.2.22 Project Resources Schedule (DR)
Purpose:

To record a project personnel requirements, current commitments and
monitor staff turnover and recruitment. It should aid the project manger in
ensuring the project team resources fully match the requirements of the
project and to identify personnel issues.

How to use:

Start to complete at the project planning stage (viability and/or feasibility) and
keep up-to-date as the project proceeds. Analyse reasons for high staff
turnover and ensure adequate training regimes are in place.
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2.3 Useful References

Pocket Guide to Project Management PM Pocket Guide.doc

Project Management Handbook for Local Authorities — Version: 3; Programme,
Project and Change Management; e-Capacity building programme, Office of the
Deputy prime Minister and the London Borough of Lambeth

Code of Practice for Project Management for Construction and Development — Third
Edition; CIOB; Blackwell Publishing

The RIBA Plan of Work Stages; RIBA Ref docs\RIBA\The RIBA Plan of Work
Stages 1999.doc

Programming Procedure Manual & Guidance Notes — Bath and North East
Somerset Council; July 2006

Insert Health & Safety links

Insert procurement links
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Joint Local Transport Plan 2006

Bath Transportation Package Major Scheme Business Case

Appendix 3A
Risk Assessment

Table A3.2: Summary of Bath Package Risk Matrix

Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT QUANTITATIVE EXPOSURE MANAGEMENT and REVIEW
ID Aspect | OWNER Best Mitigation / Treatment Issues lo
P Max Case Most Worst 9 / Ref 9
Prob Cost Time Benefits Risk Prob Likely Case
Score fm fm
fm
1 There is a risk that
Bath Western Riverside
(BWR) development Seek RDA/EP support for
P s DA M N N H 15 0.25 0 0 0 | gap funding. Council
does not proceed .
. . may need to underwrite.
sufficiently quickly to
secure contributions
2 There is a risk that
delays t
. elays to . If GBBN not approved
implementation of RTPI . )
X in Great MO/ might have to include
System in breater s L M N M 3 0.10 0.15 0.3 0.75 | essential elements of
Bristol Bus Network NST X
. ) GBBN in Bath Package at
(GBBN) will fail to
. later date.
deliver the RTPI core
system.
3 There is a risk that
Planning Consent will .
) Commence planning
not be achieved for L
S DA L M H H 5 0.25 0.1 0.3 1.0 application and EIA work
each element, or not .
. as early as possible.
achieved on
programme.
4 There is a risk ‘tha-t‘ Scheme will be
government priorities .
K implemented on a
will change after ) ]
piecemeal basis over
programme entry and many years, and full
the scheme does not 5 DA L N H H 5 0.10 0 0 0 y years,
. benefits will not be
get funding or has to . .
o realised. Bus Rapid
be significantly . .
- Transit unlikely to be
modified to be .
implemented.
acceptable.
5 There is a risk that .
objections at Public Commence planning and
) ) D DA M M H N 15 0.30 0.1 0.3 1.0 CPO processes as early
Inquiry (Pl) cause .
as possible.
delay.

13
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Scheme Description Bath Transportation Package Major Scheme Business Case
Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT UANTITATIVE EXPOSURE MANAGEMENT and REVIEW
ID Aspect | OWNER Best Mitigation / Treatment Issues lo
P Max Case Most Worst 9 / Ref 9
Prob Cost Time Benefits Risk Prob Likely Case
Score £fm fm
fm
6 There is a risk that the Commence planning and
PI forces changes to D DA L H H M 3 0.10 0.1 0.5 2.0 CPO processes as early
the Scheme. as possible.

7 There is a risk that

Statutory Authorities Ensure TROs are well
will not implement justified and published

) ) D DA L L M M 3 0.10 0 0 0.1 )
required Traffic early to allow time for
Regulation Orders resolution of objections.

(TROs) for Scheme.

8 There is a risk that
disposal of hazardous

substances regulations MO/ i
D NST/ L M N N 3 0.20 0.1 0.5 1.0 Will have to comply.
are strengthened or AL
new requirements are
imposed.

9 There is a risk that in
spite of Scheme Extensive
|mplementat|.0n,. 0 MO/ L N N M 3 0.10 0 0 0 marketilng/p-ubllaty
travellers maintain CDW campaign prior to and
their current reliance after launch of BRT.
on car travel.

10 There is a risk that Full project structure
there is no effective identified. To be
overall project D DA L M M N 3 0.10 0.1 0.2 0.5 implemented as early as
structure for the possible.
procurement stage.

11 There is a risk that the Buy-in to system from
IT System (ITS) is everybody. Ensure data
ineffective, or that is in correct format.
delivery of fuI.I A MO / RIM M M H M Is 0.30 o1 0.3 0.5 f’-\llow enough time for
performance in ITS implementation and
capability is delayed. testing off-line. Assign

risk of scheme being
inadequate to supplier.
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Bath Transportation Package Major Scheme Business Case

Appendix 3A
Risk Assessment

Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT QUANTITATIVE EXPOSURE MANAGEMENT and REVIEW

ID Aspect | OWNER Max :::: Most Worst Mitigation / Treatment ::esfues log

Prob Cost Time Benefits Risk Prob Likely Case
Score fm fm
£fm

12 There |s- a risk that City Detailed modelling and
Centre improvement MO/ i
solutions increase A cbw L M N M 3 0.10 0.1 0.3 1.0 |mpa.ct assessment

R required
congestion.

13 There is a risk that a
Contractor and/ or Extensive pre-
suppller WI|-| cease C DA L M H N 5 0.10 0.1 0.2 0.5 qualification of -
trading during contractors/suppliers
construction of required.

Scheme works.

14 There is a risk that the The supplier / support
contract for ITS long contract needs to be
Ferm suPport will be MO / RIM written ‘carefully with
ineffective. C L N N H 5 0.10 0.25 0.5 1.0 target times for

response. Include
penalties for non delivery
in contract.

15 There is a risk that Shelters and RTPI will be
vandalism of Real Time designed to minimise
Passenger Information MO/ vandalism (based on
(RTPI) and bus shelters C NST L L N M 3 0.20 0.05 0.1 0.2 experience elsewhere).
will lead to loss of Minor vandalism will be
operator support. covered under standard

maintenance.

16 There is a risk that the BRT will be run under a
bus operator will Statutory Quality
manage routes to Partnership, other
maximise profit rather services under voluntary
than maximise partnership - this will

. C MO L N N L 1 0.05 0 0 0 )
benefits of the provide scope to re-
scheme. negotiate with operator.
Existing routes are
already optimised for
profit.

15
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Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT UANTITATIVE EXPOSURE MANAGEMENT and REVIEW

ID Aspect | OWNER Best Mitigation / Treatment Issues lo

P Max Case Most Worst 9 / Ref 9
Prob Cost Time Benefits Risk Prob Likely Case
Score £fm fm
fm
17 There is a risk that the
) Thorough scheme
Bath Package is not
development processes
adequately prepared ) ] .
. F DA L M H L 5 0.10 0.1 0.2 0.5 are required. Review will
and approval is )
be carried out by JLTP
delayed or not
k team and consultants.
achieved.

18 There is a risk that Heritage considerations
Heritage criteria have been considered on
adversely affects the scheme. In city
Scheme by increasing centre, a "Bath factor"

ts significantly. NT has b lied to all
costs significantly. . / L H N N 5 0.20 0.1 1.0 5.0 as- een applied to allow
MO for increased costs.
Expensive materials will
be funded from
additional resources if
available.

19 There is a risk that
forecast Local
Authority (LA) . .

Operational costs falling
revenue/budgets are A DA L N N L 1 0.10 0 0 0
) . on LA are low.
constrained in future
years.

20 There is a risk that new Urgent need to
buses will not be demonstrate the
provided for the key business case to the
routes. Coli operator and then work

olin

t d it t

D Brader M N N M 9 0.25 0 0 0 owares Come men

(CB) ITP through a quality

partnership. Investment
is dependent upon
market growth for the
operator.
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Appendix 3A
Risk Assessment

Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT UANTITATIVE EXPOSURE MANAGEMENT and REVIEW
ID Aspect | OWNER Best Mitigation / Treatment Issues lo
P Max Case Most Worst 9 / Ref 9
Prob Cost Time Benefits Risk Prob Likely Case
Score fm fm
fm
21 There is a risk that
GBBN/A367 demand
for bus shelters means Orders to be
that there is D DA L L H L 5 0.10 0.05 0.1 0.2 programmed well ahead
insufficient for the of delivery time.
Scheme from current
suppliers.
22 There is a risk that
Integrated Ticketing Sub regional commitment
will not be required and umbrella
implemented within partnership with
the expected time- D CB L N N L 1 0.30 0 0 0 operators will facilitate
scale. this. B&NES need active
involvement to ensure
this occurs.
23 There is a risk that
land price inflation Purchase land as early as
exceeds the budget D NT L H N N 5 0.25 0.1 1.0 2.0 _ v
L possible.
limit assumed for the
Scheme.
24 There is a risk that X
i Project structure to be
Local Authority staff . . )
. . implemented which will
restructuring will D DA L L H N 5 0.10 0.05 0.1 0.2 .
. control project resources
impact on the Scheme o
and responsibilities.
development process.
25 There is a risk that i i
o Allow adequate time in
significantly adverse )
. . construction programme
weather conditions will D DA L L L N 1 0.20 0.05 0.1 0.15
. to accommodate such
affect construction of
events.
Scheme elements.
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Scheme Description Bath Transportation Package Major Scheme Business Case
Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT UANTITATIVE EXPOSURE MANAGEMENT and REVIEW
ID Aspect | OWNER Best Mitigation / Treatment Issues lo
P Max Case Most Worst 9 / Ref 9
Prob Cost Time Benefits Risk Prob Likely Case
Score £fm fm
fm

26 There is a risk that un-
related City-wide
construction/

Construction programme
to be developed in liaison

. . D DA L M M N 3 0.25 0.1 0.3 0.5 with Traffic Manager and
maintenance projects
. . Development Control
interfere with scheme

Lo team.
objectives.

27 There is a risk that
emerging
environmental/ MO/ EIA development to be
ecological issues D AL H M M N 15 0.75 0.1 0.4 1.0 progressed as early as
become evident at possible.
sites chosen for the
Scheme.

28 There is a risk that a Thorough environmental
new/protected species MO surveys to be undertaken
new/p P D / L M H N 5 0.20 0.1 0.2 0.3 Y )
is present at one or AL for EIA, and updated in
more chosen sites. advance of construction.

29 There is a risk that Thorough site
severe adverse ground investigation required,
conditions become and allow time in

et D NT M M M N 9 0.50 0.1 0.5 1.0 wme !
evident at chosen construction programme
sites, which were not to accommodate such
previously identified. events.

30 There is a risk that the
assumed cost of
moving utilities has
been under-estimated.
31 There is a risk that the
South-West regional
construction industry
is over-stretched and D DA L H M N 5 0.10 0.5 2.0 4.0
cannot provide
acceptable contractors
to do the work.

Site investigation (trial
F NT M M N N 9 0.50 0.1 0.5 1.0 holes) required at
detailed design stage.

Appoint contractors early
to allow Early Contractor
Involvement and gain
their commitment.
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Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT QUANTITATIVE EXPOSURE MANAGEMENT and REVIEW
ID Aspect | OWNER Max :::: Most Worst Mitigation / Treatment ::esfues log
Prob Cost Time Benefits Risk Prob Likely Case
Score fm fm
fm
32 There is a risk that Careful planning and
scheme construction publicity of construction
activity impacts D DA H M M N 15 0.80 0.1 0.2 0.3 activities and programme
adversely on City to be undertaken prior to
centre users. the works.
33 There is a risk that the
scheme will be
unsuccessful in Further complementary
realising A MO/ AL L N N L 1 0.10 0 0 0 measures may need to be
environmental promoted in the future.
improvements in
London Road AQMA.
34 There is a risk that Bus
Lane and Junction
Improvements do not MO/ Further complementary
contribute effectively A cow L N N L 1 0.10 0 0 0 measures may need to be
to the Scheme, by promoted in the future.
failing to reduce
journey times.
35 There is a risk that Project delivery team to
incorrect information ensure RTPI system is
at bus stops deters thoroughly planned and
usage. tested. Authority to
A MO M L N N 3 0.15 0 0 0 liaise with operator to
ensure necessary skills
and resources are in
place for ongoing
operation.

19
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Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT UANTITATIVE EXPOSURE MANAGEMENT and REVIEW

ID Aspect | OWNER Max Best Most Worst Mitigation / Treatment Issues log

Prob Cost Time Benefits Risk Prob Case Likely Case Ref
Score £fm fm
fm

36 There is a risk that the Present sites are run
public perceive P&R successfully.
facilities as Extended/new sites will
unsatisfactory and do A MO L N N L | 0.10 0 0 0 be ‘run in the s:‘ame way.
not use them. Adjustments will be

considered if
performance below
expected level.

37 There is a risk that the Pursue a voluntary
chosen Operator will partnership with operator
fail to meet statutory but if this fails to secure
quality performance A CB L N N M 3 0.50 0 0 0 operator commitment in
requirements. terms of service level a

quality contract must be
pursued.

38 There is a risk that the Full time site supervision
Contractor deviates of all contracts will be
from design D DA L M L N 3 0.20 0.1 0.2 0.3 provided. Contractors
legislation/design errors will be put right at
standards. their own cost.

39 There is a risk that Consultation with
working Environmental Health at
hours/construction D DA L M M N 3 0.20 0.1 0.2 0.3 design stage to ensure
noise will be restricted. realistic constraints are

specified in contracts.

40 There is a risk that Compliance with CDM
there will be an Regs and full time site
accident on-site/HSE D DA L L L N 1 0.05 0.1 0.2 0.3 supervision will ensure
investigation/Prohibiti that site procedures are
on Notice (PN). as safe as possible.

41 There is a risk that Critical path analysis will
insufficient time has ensure programmes are
been allowed for D DA L L H N 5 0.20 0.05 0.1 0.2 realistic, and have
project planning. generous time

allocations.
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Risk | Single Risk Description Risk RISK QUALITATIVE ASSESSMENT UANTITATIVE EXPOSURE MANAGEMENT and REVIEW

ID Aspect | OWNER Best Mitigation / Treatment Issues lo

P Max Case Most Worst 9 / Ref 9
Prob Cost Time Benefits Risk Prob Likely Case
Score fm fm
fm
42 There is a risk that X
Property to review terms
covenants on land .
and conditions of use
assembled for the D DA L M M L 3 0.05 0.00 0.01 0.01
related to each land
scheme adversely
. P element
affect its utilisation.

43 There is a risk that Conduct purchase
relocation of Bath RFC negotiations effectively
traini d will t i t at

raining gr-oun wi o - L M L N 3 0.50 0 1.0 1.32 0 gain e-lgreemen al

not be achieved. appropriate cost.
Plan/implement
alternative site early.

44 There is a risk that Thorough site
Lambridge ground investigation is required.
conditions are more Allow time in

D DA L H L L 5 0.40 0 1.05 1.4 )
adverse than currently construction programme
assumed. to accommodate such
events.

45 There is a risk that Early investigation to
archaeology at Mill determine presence and
Lane requires project D DA M L L N 3 0.50 00 0.02 0.026 | extent of any remains.
delays to conduct an
excavation.
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4ps Gateway Review 0
Strategic Assessment

gateway rovieh
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a full service O ate ™ provi








Introduction

Gateway Reviews assist the delivery of new acquisition programmes and procurement projects in local
government and their use is recommended in the Efficiency Review and the National Procurement Strategy.
4ps is a full service OGC Gateway™ provider and the 4ps Gateway Process examines programmes and
projects at critical stages in their lifecycle to provide assurance that they can progress successfully to
the next stage. It is designed to be applied widely to programmes and projects, including those that
procure services, property/construction, IT-enabled business change and procurements utilising
framework contracts.

Using this workbook
This workbook supports 4ps Gateway Review 0: Strategic Assessment; it is intended to support 4ps Gateway
Reviews of programmes. It sets the programme-only review in the wider policy or corporate context.

The workbook provides review teams with key questions to ask and suggested evidence to support those
questions. Because each programme is unique and because the focus of the review will change over the
programme’s life, the workbook should be used as a guide to the range of appropriate
questions and evidence. In particular, it is important to note that much of the suggested evidence will not
be available at the early stages of the programme. Questions may need to be adapted to
circumstances; they are not a predetermined checklist of mandatory items.

Strategic Assessment
4ps Gateway Review 0 is applied at the start-up of a programme and repeated at critical points:
o At scheduled milestones such as the completion of a set of projects in the programme portfolio
o When there is a significant change to the desired outcome
o When the way outcomes are delivered must change or when it becomes apparent that the
programme will not provide the necessary outcomes and needs to be reshaped
o When the programme’s sponsors have concerns about the programme’s effectiveness
o To learn lessons to transfer to other programmes when a substantial amount of successful delivery
has taken place

The programme start-up process draws together the justification for the programme based on the policy
or organisational objectives that are to be secured, an analysis of the stakeholders whose co-operation is
needed to achieve the objectives and an initial assessment of the programme’s likely costs and potential
for success. The first 4ps Gateway Review 0 comes after the broad strategy for change has been set but
before a public commitment is made and before a development proposal is put before a programme
board, executive authority or similar group for authority to proceed. It focuses on the justification
for the programme.

It provides assurance to the programme board that the scope and purpose of the programme has been
adequately researched, that there is a shared understanding of what is to be achieved by the main
players, that it fits within the department’s overall policy or management strategy and priorities; and that
there is a realistic possibility of securing the resources needed for delivery. The review will, in addition,
examine how the work-strands will be organised (in sub-programmes, projects, etc) to deliver the overall
programme objectives, and that the programme management structure, monitoring and resourcing
is appropriate. In short, the first 4ps Gateway Review 0 aims to test whether stakeholders’ expectations
of the programme are realistic, by reference to costs, outcomes, resource needs, timetable
and general achievability.

Subsequent 4ps Gateway 0 Reviews revisit the same questions to confirm that the main stakeholders have
a common understanding of desired outcomes and that the programme is likely to achieve them.
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Different types of change may be delivered by the programme:

o Making and delivering new facilities — typically, led by specification of the outputs required; clear
view of what is required and scope well defined

o Changing the way the organisation works — led by a vision of the outcomes and benefits; typically
some uncertainty about the change, but clear levers that can be used to achieve the vision

o Policy change focused on changes and improvements in society, driven by desired outcome but
likely to be very ambiguous and complex to define in terms of what it will involve. The scope may need
to be revisited as uncertainty is resolved

o If a project is very large and/or complex, it is broken down into a series of related projects and
managed as a programme.

4ps Gateway Review 0: Overview

The wider context of programme delivery

Programmes are delivered in the wider context of carrying forward Members’ policy objectives and
improving authority performance, as shown in the figure overleaf. For convenience, the relationships are
shown in simplified form; in reality they are likely to be much more complex.

Once a way forward for delivery is identified, major policies and authority change programmes are often
implemented as a programme. At the time policies — or change programmes — are announced, the means
by which some aspects of them need to be implemented is clear, while other aspects need
considerable policy development. Programme structures provide a means of managing progress
at different rates while ensuring coherence and keeping the focus on the overall outcomes.
The programme’s potential to succeed is checked as it is being established using an 4ps Gateway Review 0.
The review can be repeated whenever an appropriate milestone is reached or whenever the programme’s
usefulness or viability comes into doubt.

The programme will contain a number of linked sub-programmes, projects and other pieces of work.
These are delivered in a co-ordinated sequence that will achieve the programme outcomes with the
optimum balance of cost, benefit and risk. The programme’s projects are reviewed at key decision points
from start-up through to the point where they have contributed the benefits set out in the business case.
Feedback from this final review informs the ongoing programme reviews.

The programme will be managed as part of a corporate portfolio of authority programmes, which may be
competing for resources and may have changing priorities. In local government the authority’s
portfolio is kept under review by Members and the authority’s management board who resolve any major
priority or resource issues.

Programme or project?

Programmes are about managing change, with a strategic vision and a routemap of how to get there;
they are able to deal with the uncertainty about achieving the vision. A programme approach should be
flexible and capable of accommodating changing circumstances such as opportunities or risks materialising.
It co-ordinates delivery of the range of work — including projects — needed to achieve outcomes throughout
the life of the programme. Projects have definite start and finish dates, a clearly defined output and a
well defined development path; benefits are achieved after the project has finished.

Tailoring the review

The same set of questions is used for every 4ps Gateway Review 0, but their focus is adjusted depending
on the nature of the programme and the stage in its lifecycle. For example, the governance arrangements
and stakeholder involvement may be the most difficult aspect of a cross-cutting programme; in contrast, the
smooth management of transition to new ways of working may require the most attention where there is
complex change. At the start of the programme the strategic priorities should be clear and the main focus
will be on realism about what can be achieved. At subsequent stages managing the impact of change, risks
and resources will become more important, and there may be the additional complexity of changing policy
priorities. At programme closure, evaluating outcomes, the final review of the achievement of outcomes and
identifying the lessons learned for future programmes will be the main features of the review.
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Guidance to Local Authorities seeking DfT funding for

transport Major Schemes

5 Approval Process
5.1 Proposed new approval system

5.1.1 We are reviewing the formal approval stages which will apply to major scheme
decisions and clarifying the status of each. We are considering what supporting information is
required at each stage, under what conditions the approvals are given and what each approval
signifies.

5.1.2 The biggest proposed change to the current system is that Full Approval will now not
be given until procurement has taken place and prices and risk allocation are known. The
current system, in which the costs of a scheme could still increase (in some cases almost
double) once funding approval has already been granted is unsatisfactory and compromises
the Department's and authorities' ability to achieve value for money and to exercise
responsible management of public funds.

5.1.3 However we recognise that this change would add to the financial outlay required by
authorities before there is a commitment to funding. We are therefore proposing a new
intermediate approval stage at the point at which Full Approval would previously have taken
place. This would be known as Conditional Approval and will effectively be a commitment to
funding, subject to the cost estimates and risks remaining unchanged and the scheme being
ready to commence within a certain period. See section 5.3.12 for more detail.

5.1.4 We intend to change the name of Provisional Approval to Programme Entry, though
the definition remains essentially the same; that the Department would expect to fund a
scheme subject to certain conditions (see 5.2.8).

5.1.5 We intend to decouple the submission of major scheme bids from the submission of
Annual Progress Reports. In future years we will accept scheme bids at any time of year and
would encourage authorities to submit bids as soon as they are ready for DfT's consideration.
The intention will still be to make approval decisions on new bids in batches, although this will
not necessarily remain linked to the APR or settlement timetable. The process for future years
will be clarified in the final guidance, in the light of the Government's consideration of the
responses to the consultation on regional priority setting. Under the proposals for involving
regions in the decision-making process, we would expect in future years, to take account of
advice from regions on the relative priority of the scheme alongside other transport proposals.

5.1.6 In order to be considered for approval in the Local Transport settlement in
November/December Major Scheme bids must be received by the end of July 2005. Bids can
however be submitted at any time, prior to the end of July, independently of the APR. Earlier
submission will give the Department more time to consider the bid before decisions are taken.
We will not be asking regional bodies to identify priorities for the 2005 settlement.

5.1.7 In the 2004 settlement, a number of schemes were 'remitted to the regions' for advice
on their priority. Local authorities would need a strong case for the Department to consider any
of these schemes before the arrangements for consulting the regions are in place.

5.1.8 Before Programme Entry is granted we will require a full Major Scheme Business Case
as described in Chapter 2. In addition to the scheme appraisal, more information on the
project management and delivery arrangements for the scheme will be required. Both delivery
and appraisal information will need to be updated and refreshed as necessary prior to each
approval stage







5.1.9 The level of information required at each stage, and the degree of scrutiny the
Department applies, will be proportionate to the overall cost and risk of the scheme.

5.1.10 Bids for schemes with a gross cost of over £40m must include a completed Project
Assessment Spreadsheet (PAS) (see 4.3.4) and evidence that a Gateway Review has been
carried out, if the risk score indicates that one is required. The Department reserves the right
to challenge the entries made in the PAS if it feels the level of risk may have been scored too
low, and to require a Gateway Review to be carried out if appropriate. Additionally the
Department may ask for a PAS (and a Gateway Review if necessary) in respect of bids below
£40m if there is reason to believe that the scheme carries an unusually high level of risk.

5.1.11 For schemes where the Gateway Process is mandatory (see 4.3.5) the Gateway
Review required before each approval stage is as follows:-

Gateway Review stage Approval stage

Stage 1: Business Justification | Programme Entry

Stage 2: Procurement Strategy | Conditional approval

Stage 3: Investment Decision | Full Approval

Stage 4: Readiness for Service |Before final scheme payment

5.2 Programme Entry

When can an authority apply for Programme Entry?

5.2.1 An authority can submit a scheme for Programme Entry at any time once a Major
Scheme Business Case has been prepared (see chapter 2) and a Gateway Review carried
out, if appropriate (see section 4.3).

5.2.2 We would, in most circumstances, expect major scheme bids submitted in the second
LTP period to have been referenced in the LTP (see 1.2.3). We would not expect authorities
to submit a fully worked up scheme bid without having first had some preliminary discussion
with DfT/Government Office on the feasibility of the proposal, including the submission of draft
bids for discussion prior to formal submission.

5.2.3 In the past some authorities have submitted major scheme bids knowing that the
proposal is not fully developed, in order to get their 'foot in the door'. Submitting speculative
bids of this kind does not gain any advantage over other schemes in development, and does
not mean they attract any more attention from the Department. Scheme bids which do not
include all the required information as set out in the guidance may be rejected. We will
discontinue the previous designations of Work In Progress and Super Work In Progress.
These are not particularly helpful, and do not confer any special status over schemes that may
be in a similar stage of development, but for which bids have not yet been submitted.

What information does an Authority have to submit at this stage?

5.2.4 In order to obtain Programme Entry an authority will need to submit a Major Scheme
Business Case to the Department which covers all the aspects described in Chapter 2. In
particular, it will include:

e Avalue for money appraisal in line with the latest WebTAG guidance and structured as per
para 3.2.1.

e project management information covering project milestones, risks, stakeholder
management, governance arrangements. There is no prescribed format for this information
but the Project Initiation Document (as defined in PRINCE2) or equivalent would meet
these requirements.







When will Programme Entry be granted?

5.2.5 Approval will be granted once the Department is reasonably satisfied that the scheme
meets all the following criteria:

e value for money

e affordable within the available budget, with a likely start within the next three years. (In
future years under the proposals for Regional Funding Allocations, this is likely to mean
that the scheme is identified as a high priority within the regional funding allocation)

e deliverable by the authority to time and budget

5.2.6 The Department expects to make an annual announcement on which schemes it is
accepting into the programme. For 2005 this will be as part of the Local Transport settlement,
in November or December. To be considered for Programme Entry bids must be received
before the end of July . In some cases, however, where there are appraisal or other issues still
to be resolved at the time of the settlement, a decision will be made as soon as possible
afterwards. In the case of some higher value schemes the Department may take decisions
outside the usual annual cycle.

5.2.7 For schemes subject to Gateway Review (see section 4.3), Programme Entry will only
be granted once a Gateway 1 Review has been completed. Confirmation that a review has
taken place must be provided by means of a statement from the authority's Section 151
Officer, who must also confirm that the necessary remedial action has been taken in respect
of any 'Red' recommendations.

What does Programme Entry signify?

5.2.8 Programme Entry means that the Department would expect to fund the scheme subject
to:-

e affordability (including by contributors other than DfT)

e any necessary statutory powers being obtained

e there being no significant changes to costs, scheme design or expected benefits
e any other conditions specific to the scheme

5.2.9 Programme Entry will, like Provisional Approval, confer no guarantee of funding, or its
timing, but it is designed to give authorities the confidence to proceed with the development of
the scheme and in particular to apply for the necessary statutory powers.

5.2.10 A scheme will not remain in the Programme indefinitely. At the time of Programme
Entry the Department will agree with the promoting authority on a case by case basis the steps
that need to be taken for the next stage of approval, and what conditions may apply. A
deadline will be agreed for the submission of the scheme for the next approval stage. A
scheme will exit the Programme should this deadline not be met or after a maximum of four
years, except in exceptional cases.

5.2.11 The Department reserves the right to remove a scheme from the Programme before a
scheme is submitted for Conditional or Full Approval in the event of an increase in estimated
costs which the Department is unwilling to fund, for which there is no realistic prospect of
alternative funding, and which cannot be resolved by adjusting the scope of the scheme; or
where the scope or design of the scheme, or the scheme benefits, change substantially.

5.2.12 Authorities are free to resubmit schemes which have lapsed from or been removed
from or the Programme, and these will be treated as new bids. However the Department will
need to be assured that the problems or delays which led to the scheme's exit from the
programme have been addressed and resolved.







5.3 Conditional Approval

5.3.1 This is an intermediate stage which would normally occur following the granting of
statutory powers but before a procurement exercise has taken place - i.e. the point at which
Full Approval would often be sought at present.

5.3.2 For some schemes this interim stage may not be required, if its natural point would be
very close to Provisional or Full approval. Examples may include schemes which require few
or no statutory powers. For schemes requiring powers but no procurement, or where
authorities are prepared to initiate the procurement process at their own risk while powers are
still being sought, a scheme may proceed directly from Programme Entry to Full Approval. An
example may be where there is Early Contractor Involvement. As at present there may even
be some schemes that proceed straight to Full Approval if neither powers nor procurement are
required.

When can an authority apply for Conditional Approval?

5.3.3 An application can be made when any necessary statutory powers have been obtained,
and when the scheme appraisal and project information have been updated as necessary to
reflect the latest position.

What does an Authority have to submit at this stage?

5.3.4 In order to obtain Conditional Approval authorities will need to provide an update on the
five aspects of their original Major Scheme Business Case.

5.3.5 This includes a revised appraisal. The extent of the revisions required will depend on
the time elapsed since Programme Entry, and the extent to which the scheme's design or cost
estimates have changed. The requirement for an updated appraisal will apply only to the
preferred option except in cases where there has been a significant cost increase. The
detailed requirements for updated appraisal information can be found in Annex B.

5.3.6 As part of the delivery aspect, an updated risk register and project plan with milestones
should be provided.

5.3.7 The Department will at this stage require details of the commercial aspects and the
procurement strategy, and may request specific related documents (e.g. draft specifications,
OJEU notices, draft contract documents, tender evaluation criteria).

5.3.8 For some schemes, usually the largest ones, the Department will require details of the
authority's plans for monitoring and evaluation of the scheme.

When will Conditional Approval be granted?
5.3.9 Conditional Approval will be given when the Department is satisfied that

e the necessary powers have been obtained
e the scheme can be afforded on current cost estimates

e the updated scheme appraisal remains sound, in line with the requirements set out in
Annex B

e the promoter has conducted adequate supplier assessment and market intelligence and
has a robust procurement strategy in place

e the scheme remains deliverable by the authority to time and budget

e the arrangements for evaluation and monitoring are satisfactory (in cases where this is a
requirement at this stage)







5.3.10 Conditional Approval may be granted at any time in the year and is not linked to annual
cycles.

5.3.11 For schemes subject to Gateway Review (see section 4.3), Conditional Approval will
only be given upon confirmation by the authority's Section 151 officer that a Gateway 2 Review
has been completed and the necessary remedial action has been taken in respect of any 'Red'
recommendations.

What does Conditional Approval signify?
5.3.12 Conditional Approval is a firm undertaking by the Department that Full Approval will be
granted subject to a small and limited number of conditions, typically that:-

e the costs of the scheme (or the required DfT contribution) do not increase following the
tender process

e the allocation and scale of financial risks does not change

e the tender prices and other scheme costs are firm and fixed for the life of the project or are
as secured as is reasonably possible

e the scheme will be submitted for Full Approval within a certain period agreed between the
Department and the authority.

5.3.13 In applying conditions to particular schemes the Department will consider and take into
account on a case by case basis the most appropriate balance of financial risks between the
parties involved.

5.3.14 If the conditions are not met the Department will reserve the right to revoke Conditional
Approval. Depending on the particular circumstances the scheme may either revert to
Programme Entry status or be removed from the Programme altogether.

5.4 Full Approval

5.4.1 In a change from current practice we are proposing that Full Approval is only given once
firm prices are available, normally when procurement has been completed.

When can an authority apply for Full Approval?
5.4.2 An authority may apply for Full Approval once:-

e the necessary statutory powers have been obtained and,

e tenders have been received with firm prices. Normally this will mean a preferred bidder has
been selected, and any post tender negotiations completed

e the scheme appraisal has been updated to reflect the latest information on expected costs
and benefits.

What does an Authority have to submit at this stage?

5.4.3 In order to obtain Full Approval authorities will need to provide a further update on the
five aspects of their original bid.

5.4.4 This includes a revised scheme appraisal. The extent of the revisions required will
depend on the time elapsed since Conditional Approval and the extent to which the schemes'
design or cost estimates have changed. If there have been no such changes and Conditional
Approval was relatively recent, then the additional information required at this stage will be
minimal. The detailed requirements for updated appraisal information can be found in Annex
B.







5.4.5 On the commercial aspects, authorities should provide full details of the selected
bidder's offer together with any conditions that apply. This should be the firm and final offer if
post tender negotiations have taken place. In certain cases the Department may additionally
request a copy of the selected supplier's bid document, details of other bids received, or the
authority's tender evaluation documentation.

5.4.6 As part of the delivery aspect, an updated risk register and project plan with milestones
should be provided.

5.4.7 The Department will require details of the evaluation and monitoring proposed by the
authority at this stage if not before.

When will Full Approval be given?
5.4.8 Full Approval will be given when the Department is satisfied

e that the costs of the scheme are reasonably secured and that the authority has taken
adequate steps to protect itself from the risk of increased costs

e that the balance of risks and liabilities is satisfactory, is clearly understood and offers
adequate protection for the public sector against potential increases in costs

e that adequate contract management arrangements are in place to ensure delivery to
timetable and budget, including the necessary resource for contract management within
the authority.

5.4.9 The Department will make every effort to complete its consideration of bids for full
approval before the expiry of tender prices. However the Department will not be responsible
for any delays due to the promoting authority's failure to provide the necessary assurances set
out at 5.4.8 above.

5.4.10 Full Approval may be granted at any time in the year and is not linked to annual Local
Transport settlements.

5.4.11 For schemes subject to Gateway Review (see section 4.3), Full Approval will only be
given upon confirmation by the authority's Section 151 officer that a Gateway 3 Review has
been completed and that the necessary remedial action has been taken in respect of any
'Red’ recommendations.

What does Full Approval signify?

5.4.12 Full Approval is the Departments confirmation that funds are available and that work
can commence.

5.4.13 The availability of funds is conditional upon the scheme proceeding without undue
delay. If there is more than two years delay to the delivery of a Fully Approved scheme the
Department reserves the right to revoke Full Approval.

5.4.14 If following Full Approval it becomes clear that the scheme cannot be completed within
the available funding the authority must notify the Department and stop incurring any further
liabilities immediately.

5.5 The Department's role in the approval process

5.5.1 This guidance is aimed at helping local authorities promote schemes that are
appropriate for DfT funding. It is the responsibility of the scheme promoter to ensure that
sufficient resources and expertise are available to produce the appraisal and other information
required, and to ensure that the bid documentation is complete.







5.5.2 Government offices and the Department will be happy to discuss the development of
schemes, especially at the early stages, to help guide authorities towards schemes that have
the best chance of acceptance.

5.5.3 In addition, the Department aims to provide up-to-date and clear guidance on the
requirements and criteria for selection of schemes. The guidance is updated frequently, as
new and better evidence come to light, so authorities should check WebTAG to ensure they
are applying the most recent advice. During the development of a bid, the Department aims to
provide advice on any proposals for non-standard approaches to producing the required
evidence and appraisal. The Department will also advise on areas where the guidance may be
open to interpretation.

5.5.4 Once a scheme bid has been formally submitted to the Department, Ministers require
advice on the robustness of the bid and the value for money judgement. Priority is given to
bids that are complete in terms of the appraisal and other information required. Officials will
seek to clarify any outstanding issues with promoters in advance of deadlines for ministerial
decision-making. Nevertheless bids with significant omissions may be rejected.

5.5.5 At each approval stage, the Department will review the documents supplied and may
ask for clarification or supporting information as required. For higher value projects (e.g. £25-
30m and above) the Department may employ consultants to examine a particular aspect of
the business case such as traffic modelling, costs and risk, or financing. The Department or its
consultants may also visit the authority to interview key project staff. In most cases this visit
would normally be confined to a single day and would be conducted by one or two people.

5.5.6 The level of scrutiny the Department applies at the Conditional and Full Approval stages
will generally be reduced if only a relatively short time has elapsed since previous approval
stages.
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Introduction


			Introduction to Risk


			Risk is very simply ‘the chance of exposure to the adverse consequences of future events’. There is no mystery about risk management, however there is a lot of jargon. It is really about decision-making with a full appreciation of exposure to risks. Such a process will assist is providing efficient, effective and economic services.


			There may be external circumstances or events that must not occur for services / projects to be provided / completed successfully. If you believe such an event is likely to happen, then it would be a risk. Identifying something as a risk increases its visibility, and allows a proactive risk management plan to be put into place.


			If an event has a 100% chance of occurring, then it is not a risk, it will happen and is just a fact or a constraint to Service provision / Project.


			Risk Management is a practice with processes, methods, and tools for managing risks. It provides a disciplined environment for proactive decision making to:


			 identify and assess continuously what could go wrong (risks).


			 determine the significance of risks to indicate the importance / need to take action.


			 implement strategies to deal with those risks.


			A successful risk management practice is one in which risks are continuously identified and analysed for relative importance. Risks are mitigated, tracked, and controlled to effectively use resources. Problems are prevented before they occur and personnel consciously focus on what could affect Service / Project objectives.








Notes


			RISK REGISTER NOTES


			Risk Description: Business / Service risk is ‘the threat that an event or action will have a detrimental impact on the achievement of objectives’. To take mitigating action the risk must be clearly defined. Be as specific as possible about the actual risk and its implication. Think about what the cause is rather than just recording the outcome/ implication. For example, a risk could be a person walks over the edge of a cliff. The implication could be death or injury. Don’t just state risk of death or injury. Describing risks in clear terms will enable better risk management - descriptions should be brief, but SMART.


			BACK


			BEFORE ACTION


			Probability (1): This column is used to record the probability of the risk occurring, before any mitigating action has been taken. The Code Letters used have a value linked to them which can be multiplied to the Impact value to calculate a risk rating score.


			Impact (1): This records the effect on the service in respect of it fulfilling its stated objectives if the defined risk was realised.  Risks may have a very low probability, but a high impact, or vice-versa. The Code Letters used have a value linked to them which can be multiplied to the Probability value to calculate a risk rating score.


			Rating (1): This score is calculated by multiplying probability value and impact value assigned to the risk described. This information will help managers in prioritising the next stage of work, which is risk limitation (see below)


			Risk Rating Description (1): This describes the significance of the risk, which provides an indicator as to how the risk should be managed, i.e. tolerated, terminated, transferred or treated.


			BACK


			RISK LIMITATION


			Action.  Strategies to manage risk include prevention, reduction, transference and acceptance (this could include an option to self insure). In the Action Taken column describe the Risk Management strategy for the risk described. This will need to be clearly expressed - remember that the action needs to be specific, measurable, achievable, realistic and timed (SMART).


			Action Status: At what stage are you in implementing action? It is important that risk register entries are updated frequently to ensure they record the current 'state of play'. Management can then easily monitor action taken to date. This is especially important when monitoring action taken to manage intolerable (high) and undesirable (medium) risks.


			Action Owner: Insert the name of the person who is responsible for ensuring that the actions are undertaken. It is recommended that responsibility is assigned to individuals and that they fully understand that they are 'responsible' and could be held to account for action taken to date.


			BACK


			REVISED RISK


			Probability (2): This column is used to record the probability of the risk occurring, following any documented action  being taken. The Code Letters used have a value linked to them which can be multiplied to the Impact value to calculate a revised risk rating score.


			Rating (2): This score is calculated by multiplying probability value and impact value assigned to the risk described. This information will help managers to gauge whether the action taken has reduced the effect the risk may have on the service if it occurs.


			Risk Rating Description (2):This describes the significance of the risk, which provides an indicator as to how the risk should be managed, i.e.  tolerated, terminated, transferred or treated.


			BACK


			Financial Exposure: When the Risk Rating Description (2) records an 'Intolerable' or 'Undesirable' status then it is a requirement that the Officer responsible for the risk register calculates the perceived  financial impact if the event described occurred. It is recommended that the Officer responsible documents the costings to enable the basis of the financial exposure figure to be scrutinised.


			Risk No.: This should take the following format. Eight digit code. The first five digits relate to the Service Cost Centre, the three remaining numeric digits are simply allocated on a sequential basis.
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Risk Scoring


			Risk Scoring


			Probability


			Code Letter			Description			Value			Guide  Re. Likelihood of event happening.			Scenario description


			HL			Highly Likely			16			Over 95%			Very frequent occurrence, almost certain.


			L			Likely			14			50 - 95%			More than evens chance.


			FL			Fairly Likely			10			21 - 49%			Quite often occurs


			U			Unlikely			5			2 - 20%			Small likelihood but could well happen


			VU			Very Unlikely			2			0.5 - 2%			Not expected to happen


			EU			Extremely Unlikely			1			Up to 0.5%			Just possible but very surprising


			Impact


			Code Letter			Description			Value			Scenario description


			D			Disastrous			1000			Service will not achieve stated objective(s)


			S			Severe			750			Serious threat that objective(s) of service will not be achieved.


			L			Large			449			May  result in level of service being reduced to a level where objectives may not be achieved.


			M			Moderate			199			Small effect on service provision


			N			Negligible			1			Trivial effect on service provision


			Rating Description


			Rating			Description			Action Required


			Over 7501			Intolerable			Essential that controls must be put in place & control compliance monitored regularly by Senior Management. Consider full / part transfer of risk.


			2250 - 7500			Undesirable			Controls must be put in place & control compliance monitored regularly by nominated Officer. Consider transfer of risk.


			401 - 2250			Manageable			Controls should be put in place. Management must consider the cost of implementing controls against the benefit in the reduction of risk exposure.


			Up to 400			Negligible			Management can choose not to implement controls as the risk exposure is minimal and the introduction of controls may not be cost effective.
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Bath Package Programme Board Meeting Temple Quay Bristol 2.00pm 13th December 06.








Agenda.





Minutes of last meeting.








DfT Letter and response.








Gateway review.








Delivery Plan








Risk Register








Lesson/Linkages from GBBN.








AOB/DONM








