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Introduction 
This fact sheet deals with the set-up of the project, and everything you need to do ahead of the launch 
date to give yourself the best chance of success.  In fact sheet 2 we look at how we manage the project 
after go-live. 
 

 
 
 

Defining scope 
Scope is a whole lot more than defining what the deliverables of the project are; that is relatively simple 
exercise.  If you haven’t already done so, read the fact sheet on strategy of change as understanding 
the drivers is vital to defining a robust scope.  Also consider the sponsor and stakeholders involved, it 
is worth understanding a little more of their desires before you start to write the scope.  Together these 
give you vital background information regarding the success measures you will apply, in short you will 
have: 
 

 The motives 
 The links to the business drivers 
 Personal objectives, both written and unwritten 

 
In the consulting world this phase is called contracting 
and as you might expect it happens all upstream of 
writing a proposal; a proposal that contains the scope. 
 
Out-of-scope – nine times out of ten this is forgotten or 
ignored.  Beware, all projects suffer scope creep, every 
single one will, it is important at the definition stages to 
get some indication of those areas that are not to be 
addressed, as well as any out-of-bounds areas.   Keeping 
a healthy tension between scope, cost and quality will 
allow you as the project manager to deliver successful 
outcomes. 
 
An exercise that is worth undertaking early with stakeholder is an issues analysis, we spoke of this in 
the strategy fact sheet.  And we explained on the course how to undertake the activity. 
 
 
 

Successful 
Project 

Outcomes
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CostQuality
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Throw the DICE. 
 
After initial scoping and clarity of success measures it is worth undertaking a simple high-level review 
of likelihood of success.  There are a number of tools available, the one we suggest is DICE, designed 
by Boston consulting several years back.  It is simple and reasonably effective. 
 

 Duration 
 Integrity of performance 
 Commitment 
 Effort 

 
Duration - Do formal project reviews occur regularly? 
Integrity  - Is project manager capable?  How strong are team members skills and motivation?  Do they 
have sufficient time to allocate to the project? 
Top-Down Commitment – C1 -  Do senior management communicate reasons and importance for 
change?  Is the message convincing and consistent?  Has top management devoted enough time and 
energy to the project? 
Bottom-Up Commitment – C2 - Do users understand and agree with need for change?  Are users 
enthusiastic and motivated? 
Effort  - What % of effort is required to implement changes?  Is incremental effort on top of a heavy 
workload?  Have people strongly resisted extra workload? 
 

1 = Excellent    |    2 = Good    |    3 = Okay    |    4 = Poor 
 

After scoring each using the guide above…    Score = D + (2 X I)+(2XC1)+C2+E 
 

Below 14  =  Win zone 
14 – 17   =    Worry zone 
Over 17  =    Risky zone 
Over 19  =    Failure zone 

 
It provides a subjective assessment, but one that should trigger you to undertake further analysis and 
stakeholder engagement.  Don’t ‘shake hands’ on something you feel is going to fail, escalate upwards 
get ownership at the right level and get the buy in. 
 
 

Project Initiation Document (PID) 
If you are working in the public sector the use of the Prince2 project management method is essential 
and although not an advocate of the system, some of the tools are exceptionally valuable in managing 
projects.  The challenge for you as project managers is how much of the tools do you use, and which 
do you discard?  There is no easy answer to this, the level of complexity and your experience will 
determine that. 
 
One that I recommend you use, even if simplified for smaller projects, is the project initiation document 
(PID).  The PID forces you as the project leader to consider all angles and options, resources, risks, and 
other factors that are easily missed.  Factors that addressed early are easy problems, left to germinate 
they become significant issues. 
 
Leading particulars – this is the high-level details of the project and will often include: 
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 The project Title 
 The project Leader 
 The project Sponsor 
 Dates from and to 
 Sometimes issue status and reporting lines 

 
 
Summary – the purpose of the summary is to give an executive oversight.  Consider the CEO wants to 
know what the XYZ project is, how do you tell this person that information in less than 300 words, 
ideally three paragraphs – no more!  Winston Churchill once said, “Madam please excuse the length of 
this letter, for I didn’t have time to write a shorter one!”  
 
 
Project scope statement – in this section you must summarise the scope, outputs and success measures 
of the project.  This is often done best through bullet points, and where the strategy development is 
important to gaining valid scope statements.  Don’t forget the out-of-scope elements too. 
 
It is normal in this section that financial figures would be included together with a return on investment 
period – often termed a pay-back period.  Although projects are not normally classed as business 
investments, following the principles established in ROCE is a good framework. 
 
Return on capital employed (ROCE) is a financial ratio that measures a company's profitability and the 
efficiency with which its capital is used. In other words, the ratio measures how well a company is 
generating profits from its capital.   
 
 
Project background – this can be a fairly lengthy section and needs to give the reader the detail of the 
background to the project.  The rationale, the purpose and how this is going to add value to the business 
or process.   
 
 
Resources anticipated – working group.  In this section give a reasonably detailed indication of the 
resource requirements.  It is worth highlighting if that resource is ‘allocated’ or still in ‘normal business’; 
as if in the latter, then releasing them might be a challenge, and should be included as a risk.  The table 
below helps reinforce the key stages or milestones of the project. 
 

Item More specifically CR resourcing 
estimate 

External 
resource 
required 

Mobilisation 
This will require meetings with Head of Planning and 
Production for one day. A visit to Heaton and the 
Productionisation team for one day. 

4 days 

(Heads of) 
6 days 

Project management and 
communications 

Steering group attendance.  Building communications plans 
to keep all ‘informed’ people included.  Possibly roadshows 
towards the end of the build phase. 

6 days 

(Heads of) 
2 days 

Planning process build 
We would expect that xxx company would at least have to 
meet the same resourcing as EngPro, possibly more 
depending upon tasks.   

100 days 60 days 
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Ideally this would be current planning team members and 
might require 2 people working on this together at times.  
The more internal resource that can be spared, the deeper 
the capability transfer. 

(working 
group) 

Process review This is a review period, roadshows and engagement 
workshops so many people for an hour briefing. 1 day 4 days 

The phase one go-live Xxx company planning team full time for the phased go-live 
duration, estimated three months. 

90 days 

(working 
group – 

BAU) 

4 days 

Executive reporting 
This is mainly an EngPro resource need although there will 
be various meeting needs throughout the project and go 
live period. 

5 days 10 days 

 
 
Resources anticipated – business-wide.  As the project goes live across the business there is likely to be 
additional resourcing demands such as staff training and familiarisation etc.  In this section you are 
giving the business notice of this; ideally you will have already spoken to the Head of Production and 
discussed the training need and how best to plan this through.   
 
This often results in a healthy tension as production would like to phase training over many months to 
minimise the impact, yet there is a need for you to have teams with high competence at ,launch to 
optimise your chances of successful embedment. 
 
 
Assumptions, dependencies and constraints – as the title suggests, this section considers these items.  
Assumptions are things such as assuming that staff are released for training in a timely manner.  
Dependencies will also be shown on your plan, but will highlight that we can’t progress on ‘x’ until ‘y’ is 
completed. 
 
 
Governance – the purpose of this section is to write down the governance structure. When the various 
meetings will meet, the terms of reference and the escalation process for decisions etc. 
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The governance of the project will be highly dependent upon the size and importance of the project.  
The bigger and more important, the bigger the governance will be.  A key challenge in very large 
projects is keeping stakeholders aligned, see our fact sheet on stakeholders.  In a governance cycle 
there are three elements, shown above: 
 

 Executive sponsorship – who is owning this on the board, how is the MD hearing about this, 
how does it tie into the company directives? 

 Stakeholder engagement 
 An expert delivery team, that is built to fit the purpose 

 
Also in the governance section of the PID highlight how the teams will communicate with each other, 
the frequency of meetings etc.  Indicate who is the chair of the meetings and how escalation will take 
place.  One key thing is to ensure you have a checklist of attendees, a register if you like.  This enables 
you to keep an overview of stakeholder interest level. 
 
 
Communication plan I if an engineer is going to overlook one thing in a project, in my experience it is 
this.  However, as change is all about people with 95% of the barriers and enablers being people related 
– communicating with them, letting them feel a valuable part of the change is vital – critical to success.  
Writing a new process is easy, getting people to live and breath it throughout the organisation, such 
that it adds real value is the challenge – this is where communications is vital. 
 
If you have an internal marketing/communications resource it is worth gathering their experience and 
help; they might not be able to support your change project, but their ideas will be better than yours 
(probably).  There are many vehicles to use here are thoughts on some: 
 

 Road shows – hosting a roadshow to demonstrate the new system approach etc. 
 Focus groups – gathering future users together and getting their ideas 

Active Executive sponsorship 
and steering group 

Proactive Stakeholder 
engagement 

Fit for purpose ‘expert’ 
project team 
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 Super-users – specifically useful when the change is an IT or process change 
 Training courses 
 Company magazines 
 Company Intranet 
 Briefing sheets 
 MD forums 
 Engineering forums 
 Team sessions 
 Celebrating victories, both big and small – especially early wins 

 
And don’t forget some of the more far-sited ideas, such as competitions, advert styled literature, 
branded items etc.  The key is to gain staff engagement in the change. 
 
The message to communicate is important and needs thinking through, and this is truly where your 
internal communications experts will help you build and phrase things correctly to have the maximum 
impact.  Some considerations would be: 
 

 Know what your audience want, understand their fears, and show how these are not founded 
and moreover how they can benefit from the change. 

 Understand what you want to communicate to the groups 
 Make great titles to your presentations and roadshows etc.  Don’t just say a roadshow about 

the new fleet, “Exciting opportunities with the new fleet” or “New Fleet, Our Future.” 
 Tell a story, don’t just give the facts make it interesting to read, fun, exciting.  Tell the story 
 Be honest and down to earth, don’t flower up things; be straight talking and honest. 
 Make it all about ‘us’ and ‘our’ and ‘together’ and ‘we’ 
 Get a call to action in there – okay this is sales speak, but if you are creating excitement and 

the super-user (for example) are emerging, generate a call to action to get them secured.  “Last 
few days”  “Super-user training and selection closes soon, hurry”  etc.  You are selling the 
change to this group, don’t be embarrassed about using sales techniques in some fashion. 

 Keep communications concise, use three words only if you can’t use two! 
 Always, always, always have your prose proof read.  Use people who are good at doing this, we 

are engineers and notoriously hopeless at writing copy. 
 
 
Initial project plan Alright, we are now in territory you are happy with…or are we. Often the first 
question I am asked in project management is “What software do you recommend?” This is the wrong 
place to start, and to be honest it doesn’t matter what software you use, what matters is being able to 
display progress in a simplified manner.  Typically you need to service two things with a plan: 
 

 A plan that enables you, as the project manager, to track progress and make interventions.  
This will be linked with dependencies that we identified, together with key milestones and 
communication and management plan.  This is likely to be a big document in some software 
like MS Project or Merlin  (if you are a MAC user).  So, you need to consider the second need…. 
 

 Communications with stakeholders, executives and the wider business.  This group need a very 
simple and clean plan that can be interpreted in 15 seconds; it fits on a side of A4.  Using the 
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Gantt function in MS Word is reasonably useful, but whatever you use before you ‘go live’ with 
it, test it on friendly audience.  They should be able to understand it with only limited 
knowledge of the project. 

 
 
Initial risks, issues and mitigation  
 

 Risk Consequence 
Prob-
ability 

Impact Mitigation 
Risk 

owner 
Action by 

1 Operational 
constraints 

The rolling stock control 
and the DFM are not 
aligned and so the vital 
initial input to the system 
becomes skewed 

H H 

Ensure they are 
included, have their 
manager Matt on the 
working group, and 
possible even steering 
group 

Fred 
Bloggs 03/09/2018 

2 Disruption 
to BAU 

The building of the new 
process disrupts BAU L M 

Given this is going to be 
BAU, it is worth 
investment and as such 
becomes BAU – monitor 
at steering group only 

Fred 
Bloggs n/a 

3        
4        

 
 


