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Background
Brief outline of any background to the Project / (business / political) context. Include brief outline of rationale, who commissioned by, drivers etc. Where does the project fit within wider picture?

	Context
	Stakeholder
	Internal Environment

	· International

· Political

· Legal/Regulatory

· Economic

· Technological

· Socio-cultural
	· Competitors

· Customers

· Suppliers

· Strategic Allies

· Regulators


	· Owners

· Employees

· Board of Directors

· Culture




Project Definition

Objectives

Depending on the context upon which your project is founded will depend on who sets your objectives.  This said, it is the responsibility of the Project Manager to ensure that the objectives are workable and “S.M.A.R.T.”.  If the PM has to set them or has had them handed down from senior management or programme management, the PM needs to review the projects objectives and redraft them if necessary to ensure that they are exact and achievable.  Don’t forget to re-communicate them – they are no good in the bottom of your drawer.

Evaluate the project objectives using the following considerations.
Specific - A specific objective has a much greater chance of being accomplished than a general objective. To set a specific objective you must answer the six "W" questions: 

· Who:
Who is involved? 
· What:
What do we want to accomplish? 
· Where:
Identify a location. 
· When:
Establish a time frame. 
· Which:
Identify requirements and constraints. 
· Why:
Specific reasons, purpose or benefits of accomplishing the objective. 

Measurable - Establish concrete criteria for measuring progress toward the attainment of each objective you set. To determine if your objective is measurable, ask questions such as......How much? How many? How will I know when it is accomplished? 
Agreed  - it is crucial that agreement is reached between all stakeholders on what the project’s goals should be.

Realistic - To be realistic, an objective must be something your project and your organisation are both willing and able to work.  To you have the right resources and funding?  Has your organisation taken ownership of the project?

Time-based - A objective should be grounded within a time frame. With no time frame tied to it there's no sense of urgency.

For example, a business unit’s goal maybe “Keep our department’s web page up to date.”  
A more effective goal would be, “To… solicit updates and new material from our department’s managers for the web page on the first Friday of every month in order to… publish this new material no later than the following Friday. 
Scope

Time, quality and cost are a function of scope. Therefore if you get scope wrong, the time, quality and costs will be wrong.
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Figure 1: The project scope relationship
In determining scope the project manager must develop common understanding as to what is included in, or excluded from, a project.  Only then, once your have defined the scope, you can calculate cost, quality and time. 

There are numerous ways to define. Ideally several ways should be used. Each looks at the situation from a different perspective and will elicit different information. We look at three main ways are: 

· Define Deliverables 
· What training is required?
· What documentation is required?

· Define Functionality and Information

· What business procedures are required?
· What operations procedures are required?

· What are the critical requirements?

· Will Systems Analysis be required, if so what’s needed?
· Define Technical Structure 
· Will an Acceptance Test Plan and testing be required?

Scope definition deals with "What" and Why" and is a function of Quality, Cost and Time.

· What is the main or overall goal

· what is the background

· what opportunity/problem is to be solved

· What is the "fit" with corporate strategic goals?

· What other related projects are in process?

· What changes will come about as a result of the project?

· What are the Go/No-go criteria for implementation?

· What are the specific objectives? efficiency? ROI?

· What are the measureable outcomes? or specific deliverables?

· What are the priorities?

· What is included? or not included? limits to your authority?

· What are the options?

· What are the assumptions?

· What are the Key Performance Indicators?

· Why is this a project in the first place? why is it needed?

· Why are the limits set as they are? who is setting them?

· Why are there politics involved? and who are the stakeholders?

· Why are some stakeholders against the project? who are they? how might they influence the outcome?

Outline project deliverables

At this early stage of the project, list the expected project deliverables and try to be as specific as possible.  Consider the following:
· The deliverables within the scope considered.

· The opportunities that would be lost/missed if the project did not happen.
Exclusions

 What activities have been excluded from the project?
The scope of the project can be defined by what will not be implemented as much as by what will be included. This may be due to budgetary constraints, the overlapping with another project or be part of a future phase. This is a very important section as it will define and communicate which deliverables the reader might have expected to be part of the project but are considered outside the projects current scope.  
Constraints

This section can expressed the constraints in terms of project, operational, technical, business and external constraints.  However at a minimum the following should be addressed:

· Resources – What is the resource availability of skilled team members?
· Time - What is the latest project completion date?
· Quality – What is the basic minimum standard of delivery?
· Cost - What is the maximum cost of the project?
Interfaces

Projects do not exist within a vacuum.  What organisations, both internal and external, does the project interface with?  What are the job titles of the primary and secondary contacts?  Names of people should be avoided as people can change jobs during the course of the project.
Outline Business Case

This section is only an outline and designed to take the basic elements of the business case found in the Project Mandate and build on them so the Project Brief  contains sufficient information for the Board’s authorisation in DP1. The detailed business case will be fleshed out at a later stage in IP3 – Refining the Business Case and Risks as part of the Project Initiation Document.  The business case is a living document and will be revised for each End Stage Report as well as being updated on an adhoc basis as project issues impact it.
This outline business case should, at a minimum, the following:
· The reason(s) for undertaking the project - a description of how this project supports business strategy, plans or programmes 

· the reason for selection of this solution 

· The expected benefits (include who it will benefit and in what numbers).
· How long following completion of the project its benefits will still be felt.
· An estimation of likely cost and timeframe, with all relevant justification. 

Project Tolerances

No project ever goes to plan.  The project’s tolerances are an important component of the “management by exception” concept and provide the Project Board with the ability to set boundaries in which the Project Manager can operate and accept deviations without requiring attention from the next higher authority.
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Figure 2: The tolerance delegations and deviation reporting

There are two standard elements of tolerance, (1) Time and; (2) Cost.  However there are many other ways of expressing tolerances:
· Risk Tolerances – sometimes referred to as the risk appetite
· Scope Tolerances - 
· Benefit Tolerances

Customer's Quality Expectations

This is a critical part of the document.  Spend time working with the project’s customers to gain an in-depth understanding of their quality expectations.  Sometimes the PM will find him/herself in the position of working with a customer who doesn’t know, or may have wild ideas about, their quality expectations.  In this situation, the PM is responsible for working with the customer and stakeholders to define a suitable set of quality expectations – your customer will thank you for the time spent in working with them. 
Acceptance Criteria

Defining the acceptance criteria is another very important aspect which follows on from defining the Customer’s quality expectations.  Input from the senior user is also key.
Some example considerations of acceptance criteria are:
· Target dates

· Major functions

· Appearance / Ease of use
· Personnel level required to use / operate the product

· Performance levels

· Capacity

· Accuracy

· Availability

· Reliability (mean/max time to repair, mean time between failures)

· Development costs

· Running Costs

· Security

· Timings
All the criteria need to be measurable and realistic.  Use the S.M.A.R.T. method to assist you in defining, in detail, the acceptance criteria.

Known Risks
In prioritising risks, remember that many of them overlap.  For example any risk to reputation may have an impact on competition, strategic, legal or financial risk.  Environmental risk will almost certainly impact reputation risk.  In prioritising a key risk, many other lower level risks may also be impacted.
	Strategic Risk
	Risk Category
	Risks

	Hazard Risk
	Property
	

	
	Casualty
	

	
	Political
	

	
	Environmental
	

	
	Regulatory
	

	Financial
	Currency
	

	
	Interest Rate
	

	
	Commodity Prices
	

	
	Credit
	

	
	Fraud
	

	Operating Risk
	Inventory
	

	
	Supply Chain
	

	
	Capacity
	

	
	Information Systems
	

	Organisational Risk
	Governance Gaps
	

	
	Wrong Org Structure
	

	
	Talent / Morale
	

	
	M & A Integration
	

	Strategic Risk
	Industry Economics Collapse
	

	
	Technology Shift
	

	
	Brand Erosion
	

	
	One-of-a-kind competitor
	

	
	Customer priority shift
	

	
	New project failure
	

	
	Market stagnation
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