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The eleven Key Elements presented in these Guidelines reflect the areas covered by A Guide to the 

Project Management Body of Knowledge (PMBOK Guide1), but they also include elements arising from 

ongoing collaboration with practising project managers within the Tasmanian State Service.  As such, 

they form the basis of the Tasmanian Government Project Management Framework (TGPMF) which is 

available at www.egovernment.tas.gov.au. 

Development history  

Version 1.0 of the Tasmanian Government Project Management Guidelines was published in September 
1996. 

In version 7.0, all sections were revised in the light of ongoing feedback and consultation with practising 
Project Managers, including: 

¶ The capturing of learnings from several major whole-of-government and cross-Agency projects 

¶ A major update to the content on outcome realisation planning, including inclusion of outcome 

realisation planning in the Project Initiation Phase 

¶ Editorial, layout, style and consistency review of the document. 

These enhancements reflect the continuing project management maturity within the Tasmanian 
Government. 

                                           
 

1 Project Management Institute, A Guide to the Project Management Body of Knowledge (PMBOK® Guide) Â Fourth Edition, 2008, 

www.pmi.org 

http://www.egovernment.tas.gov.au/
http://www.pmi.org/
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Section 1 

Project management  Â the basics 

This section includes:  

1. What is a project? 

2. What are the essential characteristics of a project? 

3. What is project management and why do we need it? 

4. The life of a project Â project phases 

5. Key Elements Â a brief explanation 

6. Key Elements in the project lifecycle 

7. Determining project size 

8. Project management documentation 
9. Tips from project managers 

Terms used in this section can be found in Appendix 1 Project Management Glossary 

1. What  is a project?  

A project is a group of interrelated activities that are planned and then executed in a certain 

sequence to create a unique product or service to defined quality criteria within a specific 
timeframe, in order to achieve planned and agreed outcomes.   

Jkhc^\ml Zk^ h_m^g \kbmb\Ze \hfihg^gml h_ Zg hk`ZgblZmbhgÄl [nlbg^ll lmkZm^`r* hk k^eZm^ ]bk^\mer mh 
policies and initiatives of the Government. 

Projects vary in size and complexity.  For example, they may: 

¶ involve changes to existing systems, policies, legislation and/or procedures; 

¶ entail organisational change; 

¶ involve a single person or many people; 

¶ involve a single unit of one agency/organisation or may cross agency/organisational 

boundaries; 

¶ require the engagement and management of external resources; 

¶ cost anywhere from $10,000 to more than a $1 million; and/or 

¶ require less than 100 hours, or take several years. 

2. What are the essential characteristics of a project?  

In the Tasmanian State Service, a significant project is usually characterised as having: 

¶ definable, measurable Project Outcomes that relate to the Tasmanian Government and 

agency corporate goals; 

¶ Project Outputs, required for the attainment of the Project Outcomes, produced by a 

Project Team(s); 

¶ a project governance structure; 

¶ risk management processes aligned with agency risk management practices; 

¶ well-defined Project Team(s); and 

¶ criteria to measure project performance including Project Output quality. 
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The structure of a project will vary depending on the benefits it is intended to provide.  It may 

even be necessary to restructure a project into a number of sub-projects or establish a program 
of projects to achieve these benefits. 

3. What is project management  and why do we need it ? 

Project management is a structured way of managing change.  It focuses on developing specifically 

defined Project Outputs that are to be delivered by a certain time, to a defined quality and with a 

given level of resources so that planned Project Outcomes are achieved.  Effective project 
management is essential for the success of a project. 

In applying any general project management methodology, it is important to consider the 
\hkihkZm^ Zg] [nlbg^ll \nemnk^ maZm _hkfl Z iZkmb\neZk ikhc^\mÄl ^gobkhgf^gm, 

Increased accountability requirements in the public sector have led to a greater focus on 

effectiveness and efficiency in how business is conducted.  In a rapidly changing environment with 

diverse issues and initiatives, effective project management can support the achievement of 

project and organisational goals and provide greater assurance to stakeholders that resources are 

managed effectively.  Gartner estimates that using a moderately rigorous project management 

methodology, as compared to a loose methodology, improves productivity by 20 to 30 per cent.
2
 

Applying a formalised project management framework, or methodology, to projects can assist in 

gaining formal agreement to the Project Objectives, clarifying the scope, identifying the resources 

required, ensuring accountability for results and performance, and fostering a focus on the final 
Project Outcomes to be achieved. 

There are many reasons why projects fail, and all organisations have examples of projects that can 

be considered failures.  Recent international research appears to reiterate the lessons gathered in 

the last twenty years.  The most commonly cited reasons for project failure, in no particular 
order, are:  

¶ phhk hk gh k^eZmbhglabi mh ma^ hk`ZgblZmbhgÄl lmkZm^`b\ ikbhkbmb^l; 

¶ lack of feasibility including poor estimation of duration and cost; 

¶ poorly articulated Project Objective(s) and Project Outcomes with unachievable and/or 

unverifiable targets; 

¶ inadequate governance; 

¶ poor management of change; 

¶ poor stakeholder engagement and insufficient expectation management; 

¶ poor management processes and inadequately trained and/or inexperienced project 

managers; 

¶ inadequate risk management; and/or 

¶ no independent project management quality assurance. 

All of these causes could be addressed by the application of project management tools and 

techniques.  See Section 2, Element 10, 10.5 Â Learning from project failure for a more detailed 
explanation of the reasons for project failure.   

                                           
 

2 Roberts, JP & Furlonger, J (2000) Successful IS Project Management. Gartner [ID No. TU-09-2012]: p2  



Section 1 

Project management Â the basics  
 

Tasmanian Government Project Management Guidelines V7.0 Page 11 

4. The life of a project  Â project phases  

A high-level project management approach that fits most projects at a macro level is outlined in 

Figure 1.  It should be emphasised that this model represents an over-simplification of most 

projects, but it is included to make sense of what, in reality, can be a complex and non-linear 
process. 

 

Figure 1 Â High -level conceptual view of the generic life of a project  

INITIATE  phase 

Project initiatives may originate directly from government policy or from an à ^g\rÄl \hkihkZm^ 

and business unit planning processes that in turn are driven by government policy.  Other new 

initiatives may be identified outside these processes due to changes in government policy or 
other external factors, or simply a good idea. 

The INITIATE phase is essential to capture the early understandings of the project rationale, the 

business driver(s), an initial statement of the Project Objective(s), the high-level or notional 

Project Outputs required and the potential Business Owner(s).  The non-technical or business 

reason for undertaking the work of the project must be clearly articulated, understood and 

accepted by senior management.   

Projects are usually justified in terms of corporate objectives and should be closely aligned to 

them.  This alignment is explored through initial scoping and start-up planning documents such as 
the Feasibility Study Report, the Project Proposal or the Project Business Case., which should: 

¶ explore the underlying business drivers;  

¶ describe the relationship h_ ma^ ikhihl^] ikhc^\m mh ma^ hk`ZgblZmbhgÄl lmkZm^`b\ Z`^g]Z;  

¶ define the relative priority assigned to the project;  

¶ analyse the capability and capacity of the organisation to absorb change; and  

¶ b]^gmb_r Ÿ\kbmb\Ze ln\\^ll _Z\mhklÄ k^eZm^] mh mbf^* [n]`et and/or quality criteria.   
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In the case of large and/or complex projects and programs of projects, considerable time needs 

to be spent in the INITIATE phase, usually to develop a Project Business Case in order to seek 

management approval for the proposed project to proceed.  For large and/or complex projects, 

this phase can sometimes be a separate project in its own right, particularly in the area of major 

business changes involving new or enhanced IT systems.  In this situation, a Project Brief or Project 

Business Plan should be developed and endorsed by the Project Sponsor and/or Project Steering 

Committee, particularly as a great deal of resources and time can be committed at this early 

stage.  Clear and agreed understanding of why the project is being undertaken should be 
established in this phase. 

The INITIATE phase is often revisited and reviewed following the approval of the Project Business 

Case to test the initial assumptions about the proposed project scope and to facilitate and inform 
more detailed planning activities, including business process mapping. 

SET-UP phase 

Once a project is approved and funded, an initial SET-UP period is required that involves the 

appointment of the Project Manager and Project Team, planning and documenting activities 

(including developing the initial Project Business Plan) and organising the resources required to 

produce the Project Outputs.  This SET-UP phase is important when planning any project, 
although the duration of this phase may be considerable for larger, more complex projects.   

MANAGE  phase 

Viewed as the most productive (and hectic) period, the MANAGE phase involves the production 

of the Project Outputs.  This phase includes the ongoing management of the stakeholders, risks, 

quality, resources, issues and work of the project.  The main management documents in this 

phase are the Project Business Plan and the Project Execution Plan.  At the same time, the Business 

Owner(s) is preparing to make the organisational changes necessary for the business unit(s) to 

effectively utilise and manage the Project Outputs; this is documented in the Outcome Realisation 

Plan (for larger and/or more complex projects). 

FINALISE  phase 

Closing a project involves the handover of the Project Outputs to the Business Owner(s) for 

utilisation by the project customers, in order to realise the Project Outcomes.  The strategies to 

support the change management process, and appropriate methods for measuring and reporting 

the progress toward achieving these benefits, are documented in the Outcome Realisation Plan.  

;_m^k ma^ ikhc^\mÄl ln\\^ll aZl [^^g ^oZenZm^]* ma^ Project Steering Committee formally closes 
the project and celebrations can commence. 

This phase involves moving from the project activities to the ongoing Ÿg^pÄ business 
(transactional) activities. 

 

5. Key Elements Â a brief explanation  

There are eleven Key Elements that the Project Manager needs to consider, no matter what the 

size or complexity of the project.  These are illustrated in Figure 2.  The extent to which each of 

these elements is managed and documented depends on the size and complexity of the project. 
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The eleven Key Elements are: 

1. Planning and scoping 

2. Governance 

3. Outcome Realisation (including organisation change management) 

4. Stakeholder engagement 

5. Risk management 

6. Issues management 

7. Resource management 

8. Quality management 

9. Status reporting 

10. Project review and evaluation 
11. Project closure 

Element 1:  Planning and scoping  

No matter how small a project, a clear definition and statement of its areas of impact and 

boundaries of the project should be established.  The scope of the project includes the Project 

Outcomes, customers, Project Outputs, work and resources (both human and financial).  For 

large and/or complex projects the scope should be detailed fully in the Project Business Plan.  For 

smaller projects, a brief Project Business Plan with a brief description of each of these elements 
and a timeframe for implementation may be all that is required. 

Refer to Section 2, Element 1 Â Planning and scoping for more information about this. 

Element 2:  Governance  

It is important to establish a management structure for the project that identifies the specific 

players, their roles, responsibilities, accountabilities and the interaction between them for the life 

of the project.  Ultimate responsibility and accountability for the project must be clearly defined 

and accepted at an appropriate level within the organisation.  For small projects, it may be only 

the Project Manager and a senior or line manager.  For larger and/or more complex projects it 
will be necessary to establish a more formalised governance structure.   

More information is provided in Section 2, Element 2 Â Governance. 

Element 3:  Outcome Realisation  (including organisational change management) 

Cg ma^ \hgm^qm h_ Z ikhc^\m* ieZggbg` _hk ma^ Z\ab^o^f^gm hk Ÿk^ZeblZmbhgÄ h_ ma^ Project Outcomes 

relates to planning for organisational change.  Organisational change management is about 

managing the re-alignment of an organisation to meet the changing demands of its business 

environment.  This includes improving service delivery and capitalising on business opportunities 
underpinned by business process improvement and technologies.   

Any project planning activities must consider the amount of organisational change required to 

deliver the Project Outputs and realise the Project Outcomes.  Once a project delivers its 

outputs to the Business Owner(s), these outputs must be utilised by the project customers (eg a 

business unit) to enable the Project Outcomes to be realised.  This stage of the project is 
therefore referred to as Outcome Realisation. 

For small projects, it may not be documented formally except in any implementation plans 

developed for the project.  For large and/or more complex projects, planning for this change is 
closely linked with Element 4 Â Stakeholder engagement.  
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More information is provided in Section 2, Element 3 Â Outcome Realisation 

(including organisational change management). 

Element 4:  Stakeholder engagement   

Stakeholder engagement involves identifying people or organisations that have an interest in the 

project processes, outputs or outcomes.  Planning for how their involvement will be managed on 

an ongoing basis may be done very quickly for a small project, whereas a large and/or more 

complex project will require a formal stakeholder analysis and a Stakeholder Engagement Plan Â 

either as part of the Project Business Plan or maintained separately Â which will require ongoing 
monitoring and progress reviews.  Stakeholder engagement includes communication planning.   

More information is provided in Section 2, Element 4 Â Stakeholder engagement. 

Element 5:  Risk management  

Risk management describes the processes to identify, analyse and respond to project risk.  It 

covers risk identification, risk analysis, risk evaluation and risk treatment.  The processes are 

iterative throughout the life of the project and should be built into the project management 
planning and activities. 

Small projects may only need a brief scan and ongoing monitoring.  Large and/or more complex 

projects should have a formalised system to analyse, manage and report, including a Project Risk 

Register. 

More information is provided in Section 2, Element 5 Â Risk management. 

Element 6:  Issues management  

Issues management involves monitoring, reviewing and addressing issues or concerns as they arise 

through the life of a project.  If issues are not addressed they may become risks to the project.  

Small projects may only need a brief scan and ongoing monitoring.  For large and/or more 

complex projects, it is advisable to maintain a Project Issues Register that should be regularly 
reported to the Project Steering Committee. 

More information is provided in Section 2, Element 6 Â Issues management. 

Element 7:  Resource management  

Planning to manage the people, finances, and physical and information resources required to 

perform the project activities is vital, no matter what the project size or complexity.  

Documenting this may not be necessary for small projects, but for large and/or more complex 

projects detailed documentation will enable better management of the resources, as well as 

transparency for the key stakeholders.  Formalised monitoring and reporting on progress against 

budget is an important element in reporting to the Project Steering Committee in large and/or 
more complex projects. 

More information is provided in Section 2, Element 7 Â Resource management. 
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Element 8:  Quality management  

The purpose of quality management within projects is to ensure that the project management 

processes are conducted in a quality manner (quality assurance) and that outputs are delivered 

fit-for-purpose according to agreed quality criteria (quality control).  If a project is not managed to 

incorporate quality management, it is probable that Project Outputs may not be fit-for-purpose 

and, subsequently, planned Project Outcomes will not be realised or will be realised to a much 
lesser extent. 

Quality management in a project reduces the risk of project failure.  It includes a process for 

managing changes, problems, issues and incidents that emerge during the management of the 

project and the production of the outputs.  These quality management procedures need to be 

planned for by the Project Manager just as thoroughly as the actual work of the project.  These 

procedures may not be formalised for small projects, but should be scanned for during the life of 

the project.  For large and/or more complex projects, a Quality Management Plan can be included 
in the Project Business Plan or as a stand-alone document.   

More information is provided in Section 2, Element 8 Â Quality management. 

Element 9:  Status reporting  

Formalised regular reporting on the status of the project Â project performance, milestones, 

budget, issues and risks Â is a major requirement for large and/or complex projects.  Reporting is 

usually to the Project Sponsor and/or Project Steering Committee which includes the Business 

Owner(s) or their representatives.  The frequency of this reporting varies.  With very small 

projects it may be a fortnightly meeting with the senior manager who has taken the role of 

Project Sponsor about any issues that could affect progress.  For large and/or more complex 

projects, status reporting is an integral part of the quality management of the project and provides 

a m̂ \aZgblf mh k^`neZker oZeb]Zm^ ma^ ikhc^\mÄl ebgdl mh Z\ab^o^f^gm h_ ma^ hk`ZgblZmbhgZe lmkZm^`b\ 
agenda. 

More information is provided in Section 2, Element 9 Â Status reporting 

Element 10:  Project r eview and evaluation   

No matter what the size or complexity of the project, it is necessary to measure project success 

against well-defined criteria.  Reviewing progress against established criteria will help to determine 

whether the project is under control, the level of adherence to documented plans, 

methodologies and standards, and achievement of outcomes.  For small projects, review might 

consist of ongoing monitoring through discussions with the line manager and affected staff, with 

an evaluation debriefing at the end.  For large and/or more complex projects, formalised reviews 

are highly recommended during the project, at the end of major phases and at key decision 

points, with a post-completion evaluation regarded as essential to capture the learnings for future 

projects. 

More information is provided in Section 2, Element 10 Â Project review and evaluation. 
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Element 11:  Project c losure  

Planning for the closure of a project is important.  Essentially, successful project finalisation 

involves formal acceptance of Project Outputs by the Business Owner(s), an internal review of 

Project Outputs and achievement of agreed Project Outcomes against the Project Business Plan, 

disbanding the Project Team Zg] Ÿmrbg` ni ehhl^ ^g]lÄ.  In a large and/or complex project, an 

external post-completion evaluation/audit often occurs before formal closure by the Project 

Steering Committee.  The extent to which procedures for closure are formalised depends on the 
nature and size of the project. 

More information is provided in Section 2, Element 11 Â Project closure. 

6. Key Elements in the project life  

Figure 2 shows the Key Elements throughout the life of the project. 

 

Figure 2 Â Key Elements in the project life  

Table 1 broadly summarises where each of the Key Elements relate to the project life. 
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Key Element INITIATE SET 

UP 

MANAGE FINALISE 

1. Planning and scoping V V V  

2. Governance V V V V 

3. Outcome Realisation V V V V 

4. Stakeholder engagement V V V V 

5. Risk management V V V V 

6. Issues management   V V 

7. Resource management  V V V 

8. Quality management   V V 

9. Status reporting   V V 

10. Project review and evaluation   V V 

11. Project closure    V 

Table 1 Â How Key Elements relate to the project  life  

Many of these Key Elements exist in an embryonic state in the INITIATE phase, and are further 

developed if the project progresses through the other phases.  One of the most common 

reasons for project failure is that insufficient consideration is given to the Key Elements in project 
definition and monitoring. 

7. Determin ing project size  

One of the major problems facing any project is the extent to which the Key Elements of the 

project management methodology should be addressed, and the level of detail in any of those 

elements.  It is not appropriate for all projects to do all project management activities to the same 
level of detail and with the same level of discipline. 

The Project Sponsor or Project Officer preparing the Project Proposal and/or the Project Business 

Case should make an initial determination of the project size.  Once a project has been approved, 

funded and a Project Manager appointed, the size of the project should be formally determined 

and confirmed.  This should be one of the first tasks for the Project Manager, as the size of the 

project will determine the level of detail and discipline of project management activity to be 
applied. 

For a small project, the Project Sponsor should approve the level of application of the project 

management methodology.  For a medium or large/complex project, the proposed project sizing 

and level of application of the project management methodology should be approved by the 
Project Steering Committee. 

The result of the process should be clearly defined and accepted agreement as to how the 

project will be managed, including the level of detail and discipline that will be employed, 
recorded. 
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8. Project management documentation  

Project management documentation refers to the suite of documents that can be used to assist in 

managing a project.  These documents provide a record of decisions and a means of 

documenting assumptions and agreement (including responsibilities and accountabilities) on which 
these decisions are based.   

Project management documentation is usually generated by the Project Manager and Project 

Team, and approved by the Project Sponsor and/or Project Steering Committee.  Developing the 

required documents should not be seen as superfluous to the project, as they can assist the 

Project Team to focus on the tasks required to achieve the Project Outcomes.  It is important to 

remember that it is the project processes that are the focus Â documentation is not an end in 
itself. 

Project management document templates are available to cover the eleven Key Elements of 

project management outlined in these Guidelines.  In smaller projects it is not necessary to 

produce multiple documents as the various elements can be effectively covered in the Project 

Business Plan. 

Project management document templates are available from www.egovernement.tas.gov.au. 

Levels of documentation  

The documents referred to in these Guidelines can be classified into three types: 

¶ corporate level documents that the Project Sponsor and/or Project Steering Committee 

own and are responsible for.  These are the high-level documents that are used to scope 

the project and the approach to managing risk, quality, stakeholder engagement, resources 

and outcome realisation.  These documents can also include those that seek initial 

endorsement of, or funding for, the project; 

¶ business level documents that the manager(s) of the business unit(s) (the Business 

Owner(s)) are responsible for and that support the organisation to transition to the post-

project environment.  These documents enable the testing, training and use of the Project 

Outputs in order to achieve agreed Target Outcomes and longer term business benefits; 

¶ project level documents that the Project Manager and Project Team are responsible for.  

These includes the documents used to produce the Project Outputs, manage the risks and 
maintain stakeholder engagement. 

Although small projects ]hgÄm g^^] ma^ full set of project documentation defined in these 

Guidelines, they do require a certain level of documentation to reflect what has been agreed.  

The Project Manager should consider which documents are required, based on decisions 

regarding the project size and complexity, and look at using scaled-down or combined 

documents for small projects.  The quantity of text can be minimised using dot points instead of 
paragraphs without loss of essential information. 

Description  of documents   

A number of document templates are available to assist in managing each phase of a project.  

These templates, all of which are scalable, are available at www.egovernment.tas.gov.au.  If specific 

sections of the templates are considered irrelevant, some brief text should be included to explain 
their exclusion as any omissions will reduce the effectiveness of the document as a whole. 

 

http://www.egovernment.tas.gov.au/
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Appendix 6 Project Management Documentation includes more detail on project documentation. 

9. Tips from project managers: 

Practising Tasmanian State Service project managers and others have made the following 
observations: 

¶ Canvas all stakeholders for input during document development. 

¶ Ensure independent review of all project documents:  an external perspective can bring 

Ÿg^p ^r^lÄ mh mhe information and reveal internal assumptions. 

¶ >hgÄm lpZfi lmZd^ahe]^kl pbma mhh fn\a ]h\nf^gmZmbhg Zm Zgr hg^ mbf^. 

¶ Documents are only one mechanism by which to communicate with stakeholders. 

¶ Obtain agreement from the Project Sponsor and/or Project Steering Committee as to 

what documentation is required by them. 

¶ Assign responsibility for development, acceptance and maintenance of documents. 

¶ >hgÄm Zllnf^ ma^ Jkhc^\m GZgZ`^k aZl k^lihglb[bebmr _hk fZbgmZbgbg` Zee ]h\nf^gmZmbhg. 

¶ Documents can provide a useful knowledgebase for future projects. 

¶ State the purpose/intention of each document Â ask yourself what would happen if you 

did not have this document. 

¶ The minimum required documents for a project are a Project Business Plan and a Project 

Execution Plan (or Project Work Plan or Work Breakdown Structure). 

¶ Confirm reliable baseline data early for monitoring and reporting on progress in achieving 

the agreed Target Outcomes (ie before the organisational change begins). 

¶ Formally document decisions and actions from meetings (eg Project Steering Committee, 

reference group, Project Team meetings). 

¶ Clearly define and gain executive agreement to the proposed project governance 

structure. 

¶ Ensure the process for issues management is defined and agreed. 

¶ Establish a consistent structure and approach for status reporting. 

¶ Minimum reporting to the Project Sponsor and/or Steering Committee includes 

milestones; risks; issues; and budget. 

¶ Ensure that there are resources and time scheduled in the Project Business Plan to 
develop, review and maintain documents. 
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Element 1  Planning and scoping  

This includes:  

1.1 What is planning and scoping? 

1.2 Planning and scoping a project  

1.3 Documenting project scope  

1.4 Planning and managing project activities 

1.5 Tips from project managers 

Terms used in this Guide can be found in Appendix 1 Project Management Glossary 

1.1 What is planning and scoping?  

In the context of projects, planning provides a framework for the strategic process required to 

manage a project.  In the Tasmanian Government, planning follows a recommended 

methodology, and planning activities are recorded in project planning documents.  An effective 

planning process ensures clear understanding of the business objectives to be achieved and the 
business changes required to achieve those objectives.  

Scoping establishes the boundaries of a project and should occur regardless of the size of the 

project.  The scope of the project will specify what can be delivered within the timeframe and 
resource constraints imposed on the project.   

1.2 Planning and scoping a project  

Planning and scoping a project is not a static, one-off process.  While initial planning and scoping 

occurs in the pre-project or INITIATE phase, planning is a process that occurs throughout the life 

of a project; the scope of the project will be re-^qZfbg^] fZgr mbf^l ho^k ma^ ikhc^\mÄl eb_^.  In 

theory, the more complex a project, the more time should be spent at the INITIATE phase 

undertaking initial planning and scoping activities.  These could include a detailed feasibility study, a 

cost-benefit analysis and/or a business case (sometimes a project in itself).  However, in reality 

many projects are initiated on the basis of a brief proposal, a public announcement or a short 

email from senior management.  As a result, the INITIATE phase can be overlooked due to time 

\hglmkZbgml Zg] Z ]^lbk^ mh Ÿ`^m hg pbma ma^ ikhc^\mÄŠ ^__^\mbo^ project managers will resist this 
pressure.  

Initial planning and scoping activities should draw on any endorsed documents such as a Project 

Proposal, Project Business Case, ministerial announcement or email from management.  Integration 

of endorsed source documents into the Project Brief and/or Project Business Plan will provide a 

basis for further discussion, review, clarification and confirmation of the project scope with key 
stakeholders.   

Achieving clarity in the early stages of the project is crucial for later project success.  If the project 

is unfeasibly defined and scoped, and not properly linked with the agencyÄl organisational goals 

and objectives, it will be difficult to obtain agreement among stakeholders and the project is 
unlikely to be completed successfully.   
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As the project progresses and further clarity emerges, the Project Business Plan will develop 

iteratively (see Figure 3 below).  All aspects described in the Project Business Plan must be re-

examined many times over the life of the project, particularly when a great deal of change is 

involved.  This iterative development should involve the Project Team and the Project Sponsor 

and/or Project Steering Committee.  More information is provided in Section 1, Part 8 Â Project 

management documentation. 

 

Figure 3 Â Project documentation development  

1.2.1 Defining project  scope using the ITO Model  

When initially planning a project, it is imperative to define the project in terms of the desired 

benefits (Project Outcomes) and the products or services that are required to achieve them 

(Project Outputs).  It helps to directly link the Project Outputs (eg a computer system, 

procedures, policies), the Project Objective(s) and Project Outcomes to the longer term business 

benefits the business area wants to realise, while taking into account the overarching 
organisational goals and objectives of the agency. 

Dhag MfrkdÄl Cginm-Transform-Outcome (ITO) Model is an effective tool for undertaking the 

initial project scoping.
3
  The ITO Model diagram in Figure 4 Â below illustrates the way the 

work/components in a project are undertaken Â from left to right. 

                                           
 

3 John Smyrk, Sigma Management Science http://sigmafield.com.au/sigma/ 
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Figure 4 Â Dhag MfrkdÄl Cginm-Transform -Outcome (ITO) Model diagram  

When initially scoping a project, however, each component of the ITO Model is considered in 

reverse (from right to left).  In simple terms, this means that the planning process takes place in 
the following sequence: 

1. The Objectives, Outcomes, Target Outcomes, longer term business benefits and other 

long-term changes that are sought from undertaking a project are defined (Outcomes). 

2. Project customers who will use the Outputs to generate the Outcomes are defined 

(Utilisation). 

3. Products and services that the customers need to use in order to generate the Outcomes 

are defined (Outputs). 

4. Work that is required to produce the Outputs is defined (Process). 

5. Resources (both human and financial) that are required to undertake the work to produce 
the Outputs are defined (Inputs). 

The five areas listed above form the scope of the project.  The project scope will be determined 

by defining each of these areas.  Project scope is defined as a clear statement of the areas of 
impact and boundaries of the project. 

Project scope is directly influenced by the constraints of time, cost and output quality.  Scope 

change can be achieved, but altering one aspect will influence the others to some degree and the 

consequences must be fully considered.  Table 2 Â Consequences of scope change demonstrates 
mabl,  Na^ ikhc^\mÄl I[c^\mbo^(s) and Outcome(s) should be revised to reflect changes in scope. 



Section 2 

The 11 Key Elements of project management Planning and scoping 
 

Tasmanian Government Project Management Guidelines V7.0 Page 25 

Scope change Consequence 

Increased funding Improve output quality and/or number 

or  

Reduce timeframe 

Reduced funding Compromise output quality and/or number (therefore timeframe 

can be reduced) 

or  

Increase timeframe at no additional cost (and maintain output 

quality and number) 

Timeframe increased Possibly reduce budget 

or 

Improve output quality and/or number at no additional cost 

Timeframe reduced More funding required (to engage more resources)  

or 

Increase resources (personnel) at reduced cost per unit (if funding 

level is maintained) 

and/or 

Compromise output number and/or quality 

Additional or new outputs 

required 

More funding required  

and/or  

More time required 

Output quality increased More funding required  

and/or  

More time required 

Output quality reduced Less funding required  

and/or  

Less time required 

Table 2 Â Consequences of scope change  

Scope should not be compromised to a level that either: 

¶ Outcomes become infeasible: the agreed project scope is incapable of ensuring Outputs 

are utilised in manner intended to achieve the Outcomes; or 

¶ Output becomes infeasible: the elements of the project scope are mutually inconsistent Â 

ie if the Project Outputs cannot be produced within the specified timeframe and agreed 

costs.
4
 

It is essential to gain documented agreement to any change in project scope from the Project 
Sponsor and/or Project Steering Committee. 

                                           
 

4 John Smyrk, Sigma Management Science http://sigmafield.com.au/sigma/ 
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Using the ITO Model to define and scope a project can provide greater confidence that the work 

undertaken will ensure the Outcomes are realised and business benefits are achieved as 
illustrated in Figure 5 below. 

 

Figure 5 Â Achieving business benefits through the ITO approach  

In the ITO Model, Outputs are controllable by the Project Manager, while achievement of 
Outcomes is usually not (although they can and should be influenced).   

In these Guidelines, the Outcomes and Outputs described in the ITO Model are referred to as 

Project Outcomes and Project Outputs to avoid confusion with the outcomes and outputs 
identified in agency/organisational budgets (although there should be a direct relationship).  

1.2.2 Planned and unplanned changes to scope 

No matter how well a project is planned, there are likely to be unforeseen circumstances or 

issues that simply cannot be determined up-front.  Change can be divided into two major 

categories Â planned and unplanned: 

¶ Planned changes to scope:  

Changes that are planned and implemented as anticipated 

¶ Unplanned changes to scope: 

Emergent change Â a proactive response to unforeseen circumstances (for example 

additional or conflicting requirements may become apparent and need responding to; 
alternatively, circumstances may change) 

Unanticipated change Â where changes are unplanned and unforeseen (for example, 
technology may be utilised in a manner that was not originally intended). 
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Unplanned change is likely to occur regardless of the level of competency and preparation of the 

Project Manager.  Governments may change or be restructured; new technologies develop and 

old technologies become redundant; p^hie^Äl hibgbhgl hk ob^pihbgml \aZg`^,  Projects that 

include substantial changes that require negotiation or substantial learning (either organisationally 

or individually) usually involve a great deal of emergent or unanticipated change.  The Project 

Outcomes of learning or negotiation can be anticipated, but not wholly planned, as they tend to 
emerge over time. 

Project Managers seeking endorsement or approval from their Project Sponsor and/or Project 

Steering Committee for a change of scope and/or delivery time for Project Outputs should scan 

all political statements made by the Government in relation to the project.  This scan will 

demonstrate to the Project Sponsor and/or Project Steering Committee that its decision to 

change the project scope (for example, by changing Project Output quality requirements and 

extending the delivery timeframe) will in no way conflict with, or cause embarrassment to, the 
Government. 

Under these Guidelines, Ÿl\hi^ \k^^iÄ or unmanaged change is defined as any modification to the 

scope of a project that has not been authorised or approved by the appropriate individual or 

group.   

Unplanned change does not have to be unmanaged.  The pkhc^\mÄl Quality Management Plan 

should include processes for gaining agreement as to how emergent and unanticipated issues can 

be addressed.  Signs that there is a need to carefully consider the management of emergent or 
unanticipated issues include: 

¶ difficulties in determining project requirements in depth; 

¶ affected project participants see it as a major issue (indicating a need for major negotiation 

and/or learning); 

¶ a high degree of technical or other types of innovation; and/or 

¶ a rapidly changing or vague project context. 

In practice, dealing with such issues within the scope of a project involves: 

¶ anticipating and planning for possible changes through risk analysis and developing 

contingency plans (elevated or new risks may determine if the change is acceptable); 

¶ keeping track of emerging or unanticipated issues through issues management procedures; 

¶ bringing issues which could have a major impact on the nature or substance of the project 

to the Project Sponsor and/or Project Steering Committee so they can re-evaluate the 

project or make adjustments; and 

¶ using an iterative process of change within the scope of a single project, with approval for 
the changes carefully documented in iterative versions of the Project Business Plan.  
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Rapid Application Development (RAD) is an example of this approach for information 

systems/software development projects.  RAD is highly recommended by some international 

consulting groups for projects involving innovation or organisational changes, such as data 

warehousing.  In practice, it involves recognising and planning for desired outcomes on a large-

scale, strategic level without committing to a particular set of implementation tactics (including the 

number, nature or scope of projects down the track).5 Design and construction projects are also 
an example of this approach. 

1.3 Documenting project scope  

Project scope is initially documented at a high level in the Project Proposal or Project Business Case.  

Once the project has been approved, the project scope should be defined in more detail in the 

Project Business Plan.  Previously endorsed documents such as the Project Proposal, Project Business 

Case, public announcement or relevant emails from management should be acknowledged in the 

Project Business Plan.  This process is called integration.  This information, along with any gaps, 

provides a basis for further discussion, review, clarification and confirmation of the project scope 
with key stakeholders.   

Small projects normally require less detail, but the complexity of the project scope should 
determine the desired level of rigour. 

The Project Business Plan is essentially the contract between the Project Manager and the Project 

Sponsor and/or Project Steering Committee for the delivery of the agreed Project Outputs within 

the defined parameters of time, budget and quality.  Once the Project Business Plan is agreed to 

and formally accepted by the Project Sponsor and/or Project Steering Committee, it constitutes 
formal and documented agreement to the scope of the project.   

This _hkfZe Z`k^^f^gm Zllblml bg Zohb]bg` ikhc^\m Ÿl\hi^ \k^^iÄ, reducing the risk of stakeholders 

attempting to add extras, such as outputs or outcomes, during the course of the project without 

allowing for any subsequent adjustment to the timeframe, budget or output quality.  It is 

important that any agreed changes to scope go through the appropriate approval procedures and 
are documented.  This is outlined further in Element 2, 2.3.1 Â Approving changes to project scope. 

A range of project management templates are available at www.egovernment.tas.gov.au, all of 

which are scalable.  These are explained further in Section 1, Part 8 Â Project management 

documentation. 

The following elements are typically covered in project planning documents to clarify the scope: 

1.3.1 Project Objective  

A Project Objective is a statement of the overarching rationale for why the project is being 

conducted.  This should be directly related to the corporate objectives and the business driver(s) 

for the project.  It must be meaningful in the context of the business unitÄl lmkZm^`b\ Zgenda and 

focus on what the project is going to achieve, rather than what is produced.  A project can have 
one or more objectives, which do not need to be measurable. 

                                           
 

5
 Thomsett, Rob (2000) Radical Project Management. Upper Saddle River, NJ: Prentice Hall 

http://www.egovernment.tas.gov.au/
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A useful way to frame the objective is to answer the question, 'Why are you undertaking the 

project?Ä  The result is a one sentence statement, or series of statements, starting with the word 
&Nh É& 

1.3.2 Project Outcomes  

Project Outcomes are the benefits or disbenefits that will be realised from the utilisation of the 

outputs delivered by the project (the Project Outputs).  Specified Project Outcomes should be 

plausibly connected to utilisation of the Project Outputs and if possible defined in measurable 
terms, quantitatively or qualitatively (eg improved, reduced, increased, maintained).   

The Project Outcomes must be specified in partnership with the Business Owner(s) to ensure 

the measures make sense in the context of the business driver(s) for the project and the business 
ngbmÄl strategic agenda.   

Disbenefits arise from undesirable outcomes that may flow automatically from the project and 

impact adversely on particular stakeholders (eg reduced profits for a business unit because the 

cost of or demand for some services is reduced).  Disbenefits must be taken into account when 

valuing the project from the perspective of those stakeholders who will be impacted by the 

disbenefits. 

1.3.3 Target Outcomes  

A small number of Project Outcomes should be selected for further specification as the agreed 

Target Outcomes for the project.  Target Outcomes comprise performance information against 

which the projectÄl ln\\^ll will be assessed within the agreed project timeframe, including the 
following: 

¶ Target Outcome Â the measurable benefits that are sought from undertaking a project 

¶ Performance Indicator Â a description of the type of change that will indicate performance 

towards the achievement of the Target Outcomes 

¶ Measure Â the actual mechanism for gauging the level of performance 

¶ Baseline Â the current level of the Performance Indicator (ie before the utilisation of the 

Jkhc^\mÄl Inminml aZl [^`ng' 

¶ Target level Â the targeted level of performance 

¶ Target date Â the date by when the target levels are to be achieved 

¶ Accountability Â who is accountable for the achievement of the Target Outcomes and 
reports on the progress towards these targets? 

It is useful to specify each Target OutcomeÄl f^mkb\l using the SMART goals: 

¶ Specific (to the project) 

¶ Measurable 

¶ Achievable 

¶ Realistic  

¶ Timeframed 
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Identifying the ikhc^\mÄl Target Outcomes requires clear agreement by the Project Sponsor 

and/or Project Steering Committee and Business Owner(s), as these are the measures that will 

be used to gauge the success of the project.  As the project progresses, the Project Outcomes 

and Target Outcomes will need to be re-examined and re-assessed many times to confirm that 

they accurately measure the benefits the project intends to deliver; these should be meaningful in 

the context of the [nlbg^ll ngbmÄl own performance metrics.  Any changes to the context of the 

performance metrics may require a review and update of the Project Outcomes and Target 
Outcomes.   

It is critical that the Target Outcomes are agreed and documented in an Outcome Realisation Plan 

so the changes brought about by the project can be managed, to confirm arrangements for 

ongoing measurement of achievement against the agreed Target Outcomes once the project is 

formally closed, and to ensure longer term measurement of achievement against the identified 
business benefits. 

As some projects move towards closure, additional outcomes may become apparent that were 

ghm b]^gmb_b^] ]nkbg` ma^ ikhc^\mÄl l\hibg`,  ŸNkZpebg`Ä _hk [^g^_bml bl ghm Z]oblZ[e^ Zg] it is 

important to carefully analyse perceived causal links between output utilisation and outcome 

realisation before such unanticipated outcomes can be claimed by the project.  The 
Customer/Utilisation Map at Figure 7can help determine if there is a feasible causal relationship.  

The Project Horizons Model (see Figure 6 below) is a visual representation of the relationship 

[^mp^^g Z ikhc^\mÄl h[c^\mbo^l Zg] hnm\hf^l* ma^ longer-term business benefits it aims to achieve 

and the organisational strategic agenda.  This model visually depicts when (from the point of 

project initiation) the Target Outcomes, Project Outcomes and longer term business 
benefits/disbenefits begin to flow.   
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Figure 6 Â The Project Horizons Model  

1.3.4 Stakeholders  

When planning and scoping a project, it is important to correctly identify the groups/organisations 

that will be required to implement and utilise the Project Outputs to enable the Project 

Outcomes to be realised.  At the initial stages of planning, it is important to record the 

stakeholders in the relevant section of the Project Business Plan. 

John Smyrk of Sigma Management Science
6
 suggests the use of a Customer/Utilisation Map (see 

Figure 7) to assist in identifying the relationship between the agreed Target Outcomes, proposed 

Project Outputs and the customers/stakeholders.  This Ziieb^l Z Ÿeh`b\ fZiibg`Ä ZiikhZ\a mh 

analysing the assumed causal relationship between the use of a particular Project Output by 

specific customers/stakeholders and the intended Project Outcome (ie when Project Output 1 is 
utilised by stakeholder/customer X, will it result in outcome A/B?).  It should highlight whether: 

¶ any of the proposed Project Outputs do not contribute to achieving any of the Project 

Outcomes Şmabl bl lhf^mbf^l ]^l\kb[^] Zl ma^ Ÿ[^g^_bml _ehpÄ'; and/or 

¶ the correct customers/stakeholders have been identified to utilise any of the identified 
Project Outputs in order to contribute to achievement of the Project Outcomes. 

                                           
 

6 John Smyrk, Sigma Management Science http://sigmafield.com.au/sigma/ 
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Number 

# 

    A  B  

 Name s of  OUTCOMES  Name of Outcome A 

goes here  

Name of Outcome B 

goes here 

 OUTPUTS     

1 Name of 

Output 1 goes 

here  

 Name(s) of customer(s) 

who will utilise Output 1 

to generate Outcome A  

Name(s) of customer(s) 

who will utilise Output 1 

to generate Outcome B  

2 Name of 

Output 2 goes 

here 

 Name(s) of customer(s) 

who will utilise Output 2 

to generate Outcome A  

Name(s) of customer(s) 

who will utilise Output 2 

to generate Outcome B 

Figure 7 Â Dhag MfrkdÄl ^qZfie^ =nlmhf^k/Utilisation  Map 

There is not usually a direct one-on-one relationship between the Project Outputs and the 

Project Outcomes, but the sum of the Project Outputs Â through their utilisation by the 

customers/stakeholders as anticipated Â should link directly to the realisation of the Project 
Outcomes through the achievement of the Target Outcomes.   

Refer to Section 2, Element 4 Â Stakeholder engagement for more information. 

1.3.5 Project Outputs  

Project Outputs are the new or revised products or services delivered by the project to the 

Business Owner(s) to manage on behalf of the project customers.  They are usually expressed at 

a high level, and can be broken down into various components or deliverables.  In determining 

the Project Outputs, fitness-for-purpose or quality criteria should also be specified.  Fitness-for-

purpose is defined as the features by which the quality of an output is determined.  In other 

words, which criteria will be used to test whether the Project Outputs meet the needs of the 

project customers, and will in turn enable the Target Outcomes to be achieved and Project 
Outcomes to be realised?  

Regardless of the size and/or complexity of the project, the Business Owner(s) for each of the 
high-level Project Outputs must be identified and confirmed as early as possible.   

During the course of the project, procedural or work outputs will also be developed, such as a 

Project Business Case, Project Business Plan, Project Risk Register, Project Communication Strategy and 

Action Plan, and status reports.  These Ÿabove-the-lineÄ project documents assist in and support 

the day-to-day work of managing the project, and they should be maintained by the Project 

Manager as part of the pkhc^\mÄl Quality Management Framework.  Depending on the size and/or 

complexity of the project, it may be useful to list these separately in the Project Business Plan in 
order to reflect the level of activity and resources required to undertake the project.   

Project Outputs may be produced and Project Outcomes achieved at earlier stages in the 

project, rather than just in the closing stages.  The arrows in the ITO Model (in Figure 3) 

represent causality, rather than a defined chronological sequence.  Table 3 on page 33 uses the 
Department of Justice Monetary Penalties Project to illustrate these concepts. 
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 Definition  Example  

Project Objective A statement of the overarching rationale for why the project is being 

conducted 

The purpose of the Monetary Penalties Project, Department of Justice is: to 

implement an effective and efficient process for the collection of monetary penalties 

while upholding the principles and values of social justice. 

Project Outcomes The benefits or disbenefits that will be realised from the utilisation of the 

outputs delivered by the project.   

Project Outcomes should be plausibly connected to utilisation of the 

Project Outputs and if possible defined in measurable terms, quantitatively 

or qualitatively (eg improved, reduced, increased, maintained). 

Outcome 1: Strengthen integrity of the criminal justice process through better 

management of the monetary penalty process.
7
 

Target Outcomes The measurable benefits that are sought from undertaking a project Target Outcome 1.2:  More efficient and earlier collection of monetary penalties 

through changed processes 

Performance indicator A description of the type of change that will indicate performance towards 

the achievement of the Target Outcomes 

Reduction in the mean/average time to pay a monetary penalty (includes 

infringement notices and court fines) 

Measure The actual mechanism for gauging the level of performance Reduction in the average time to pay a monetary penalty compared with current 

average time to pay  

Baseline The current level of the performance indicator (ie before the utilisation of 

the Project Outputs has begun) 

The average time to pay a monetary penalty before the Project Outputs are utilised 

(as at 30 April 2008) 

Target level The targeted level of performance Within a twelve month period there is to be a 30% reduction in average time taken 

to pay 

Target date The date by when the target levels are to be achieved 30 April 2009 

Accountability Who is accountable for the achievement of the Target Outcomes and 

reports on the progress towards the target? 
¶ Department of Justice  

¶ Department of Police and Emergency Management 

Project Outputs The new/ revised products or services delivered by the project to the 

Business Owner(s) to manage on behalf of the project customers 
¶ New business processes for managing and processing monetary penalties 

¶ The required legislative framework for the enforcement of monetary 

penalties 

¶ Software systems to support the tracking of monetary penalties 

¶ The Monetary Penalties Enforcement Service 

Table 3 Â Example Project Brief :  Department of Justice Monetary Penalties Project  

                                           
 

7
 The Department of Justice Monetary Penalties Project had five agreed Project Outcomes, each with several Target Outcomes.   
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1.4 Planning and managing project activities  

John Smyrk refers to a two-layered management model for a project.  One is the Control Layer, 

hk ŸZ[ho^-the-ebg^Ä* ma^ hma^k bl ma^ Work Layer* hk Ÿ[^ehp-the-ebg^Ä,  It is a useful distinction for 

the Project Manager as it provides the distinction between the management of the project (the 

methodology) and the management of the work of the project (production of the Project 

Outputs).  John Smyrk argues that the Project Manager should be spending at least 15% of their 

mbf^ hg ŸZ[ho^-the-ebg^Ä Z\mbobmb^l b_ ma^ ikhc^\m bl mh [^ fZgZ`^] bg Z jnZebmr fZgg^k and achieve 
its stated outcomes. 

1.4.1 Small to medium -sized projects  

Project Business Plan templates specifically for small and medium-sized projects are available from 

www.egovernment.tas.gov.au.  These templates are typically used as the management documents 

for small to medium-sized projects, supported by day-to-day project plans such as Gantt charts, 

timeframes and task lists.  Whatever planning tool is selected, it should enable the identification of 
major milestones with tracking and progress reporting against them. 

1.4.2 Large and/or complex projects  

Large and/or complex can benefit from approaches and methodologies that help to break the 

project into more manageable parts and by applying tools that help with above-the-line 
management. 

Once a project has been properly scoped, it becomes easier to identify the major activities 

required to produce each of the Project Outputs.  Large projects can be broken down further 

into phases.  A phase is a major section of work in a project that delivers Project Outputs, but 

not Project Outcomes.  Large and complex projects that may take several years to complete 

should be scoped in stages, with each stage producing Project Outputs for utilisation.  Some 

Project Outcomes may also be realised by the end of each stage.   

Planning for each subsequent phase or stage can be undertaken towards the end of the preceding 

one as clarity emerges.  Activities, tasks, timeframes and milestones can be identified in detail for 

each phase/stage and linked to the delivery of the Project Outputs for that phase or stage.  

Milestones are significant scheduled events that act as progress markers in the life of a project.  

The breaking down of work into related tasks is called the Work Breakdown Structure, 
sometimes described as an Activity Decomposition Chart. 

The high-level results of this initial planning, called the Project Development Schedule, will be 

documented in the Project Business Plan under the Project Development section.  This gives an 
indication of the major project phases, milestones and target dates. 

More detailed planning of major project phases, activities, milestones, tasks and the resources 

allocated to each task can either be documented in the Project Execution Plan, or through the use 

of scheduling tools such as Microsoft Project
á
 or other similar tools.  These tools enable the 

Project Manager to track progress towards the delivery of each Project Output against identified 
milestones.  

The relevant project planning documentation details each Project Output in turn with its 

associated activities, tasks, milestones and timeframes.  The documents also identify the 
interdependencies of the work required to achieve each of the major milestones. 

http://www.egovernment.tas.gov.au/
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When planning the baseline project schedule, quality management procedures should to be 

applied in order to verify output quality.  This is especially important where specific groups within 

the governance structure are to be consulted for endorsement (for example a project reference 

or advisory group) and acceptance (ie the Project Sponsor and/or Project Steering Committee).  

This can be a lengthy process and requires careful coordination of meetings if a hierarchical 

sequence of approvals is required.  This introduces the risk of schedule slippage if one of the 
dependent meetings is cancelled.   

The Critical Path Method (CPM) is often used to estimate timeframes.  The critical path is the 

chain of activities that links the start to the finish of the project.  Any delays will require the 

timeframe to be extended by the same amount of time.  Project Managers who need to shorten 

the duration of their project focus on the critical path tasks.  They add resources and change 

predecessor relationships to shorten their critical path tasks.  Alternatively, Project Managers may 

change the critical path where feasible (and consequently the critical path tasks) in order to 
deliver the project on time. 

Rolling Wave Planning is another planning and budgeting method that can be employed in large 

and/or complex projects.  This approach to planning involves delaying in-depth analysis of future 

tasks until that level of detail is needed for the project planning activity.  The Rolling Wave Gantt 

Chart shows near tasks in detail, distant tasks at a high level only and lists those tasks to be left for 
later discussion. 
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1.5 Tips from project managers : 

Practising Tasmanian State Service project managers and others have made the following 
observations: 

¶ Scoping activities precede any other project management activities. 

¶ For scoping to occur adequately, there needs to be a full analysis of stakeholders and all 

stakeholders must be adequately involved. 

¶ With projects that are initiated by edict, active stakeholder involvement is still necessary 

(though there is a need to facilitate an appreciation of constraints). 

¶ Express the scope in ways and language that people understand and appreciate. 

¶ Make sure the important stakeholders sign off on the scope of the project. 

¶ Be aware of related projects, developments and standards early. 

¶ Carefully define what is in and outside the scope. 

¶ <^pZk^ h_ Ÿl\hi^ \k^^iÄ, 

¶ Change initiatives do not necessarily have to be translated into single projects.  They may 

be achieved through a series of interlinked projects. 

¶ Ensure that project activities align with the scope.  Be aware that some people may have 

differing agendas that have not been formally defined in the scope. 

¶ Continually monitor the scope and project actions in relation to it.  There may be a need 

to redefine the scope or bring the project back on track. 

¶ It is often easier to start building a Project Business Plan using a small template and build 

up more detail as clarity emerges.  Use dot points to capture the essential information 

rather than lengthy paragraphs.   

¶ When writing the Project Business Plan Â do the executive summary last 

¶ If specific sections of the templates are considered to be irrelevant for a particular 

project, include some text mh ^qieZbg par Zl Zgr Ÿbg_hkfZmbhg `ZilÄ k^]n\^ ma^ oZen^ h_ 

the document as a whole. 

¶ Revisit the Project Outcomes and Target Outcomes many times during a project as 

things progress.  Confirm that they accurately measure the benefits the project intends to 

deliver and are still meaningful in the context of the business unitÄl hpg i^k_hkfZg\^ 
metrics. 
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Element 2  Governance  

This i ncludes: 

2.1 What is project governance? 

2.2 Ensuring effective project governance  

2.3 The roles and functions of a Project Steering Committee  

2.4 Project Steering Committee meetings 

2.5 Project management governance models 

2.6 Governance of interlinked projects (program management) 

2.7 Project Portfolio Management 

2.8 Post-project governance 

2.9 Tips from project managers. 

Terms used in this Guide can be found in the Appendix 1 Project Management Glossary. 

2.1 What is project governance?  

Project governance refers to the process by which the project is directed, controlled and held to 

account.8  The aim of project governance is to plan and manage the project throughout its life in 
order to achieve success.   

2.2 Ensuring effective project governance  

While there is enormous flexibility in developing a governance structure for a project and the 

roles within it, there are some general principles that should be applied when planning and 
managing a project: 

¶ It is vital to establish a management structure for the project that identifies the specific 

players, their responsibilities, accountabilities and the interaction between them for the life 

of the project.  Ultimate responsibility and accountability for the project must be clearly 

defined, accepted and exercised within the project governance structure by individuals who 

have the authority, and whose operational roles place them at an appropriately high 

decision-making level within the organisation.9  The governance structure Â including roles, 

responsibilities, accountabilities and authority Â must be clearly defined, agreed to and 

signed off by the Project Sponsor and/or Project Steering Committee as detailed in the 

Project Business Plan. 

                                           
 

8
 Based on definition of Corporate Governance in Australian National Audit Office, Corporate governance in Commonwealth 

Authorities and Companies Discussion Paper, 1999 
9 Mahoney, J (20 May 2009) Mismatch of Responsibility, Accountability, and Authority Highlights Governance Hot Spots, 
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¶ If a Project Steering Committee is required it should include and represent the Business 

Owner(s) and key stakeholders as appropriate. 

¶ The Project Sponsor and/or Project Steering Committee must consider how (or if) the 

Project Objectives, Project Outcomes, Target Outcomes and longer term business benefits 

align with the organisational strategic agenda and direction. 

¶ Status reporting to the Project Sponsor and/or Project Steering Committee should be 

against the milestones outlined in the Project Business Plan and the Project Execution Plan (or 

Project Work Plan or Work Breakdown Structure) and should include identified risks and 

issues for the project. 

¶ The Project Sponsor and/or Project Steering Committee must be committed to providing 

^__^\mbo^ `ho^kgZg\^ ngmbe ma^ ikhc^\mÄl NZk`^m Inm\hf^l aZo^ [^^g paheer Z\ab^o^] hk 

achieved to a significant extent (this is explained further in Element 3 Â Outcome Realisation 

(including organisational change management). 

¶ If necessary, the membership of the Project Steering Committee should change according 

to the phase or stage of the project to ensure the best expertise and experience are made 

available.10  

Project governance structures within and across agencies/organisations are management 

structures developed specifically for the project and not necessarily a reflection of operational line 

management structures.  Project Team members should have clear, separate responsibilities and 

accountabilities within the project governance structure that differ from their operational 

responsibilities and accountabilities  Blurring operational and project roles and reporting 
hierarchies has the potential to: 

¶ negatively influence the project scope by causing confusion about objectives and what is to 

be done and delivered to whom; 

¶ create stress among the Project Team; 

¶ compromise the project governance structure by confusing reporting responsibilities and 

authority for project related decisions; and/or 

¶ compromise the successful realisation of the Project Outcomes and business benefits in the 
longer term. 

The project governance structure should be made clear, including how it will operate within the 

general management structures of the agency/organisation.  Even though the structure may be 

the same or similar, with the same players, the distinction between the project activities (managed 

through the project governance structure) and normal ongoing business activities should be 

conveyed clearly.  This distinction assists with defining the accountability and reporting 
arrangements that form the basis of any sound governance model. 

Projects funded by the Australian Government usually have a funding agreement that includes 

processes for decision making, reporting and accountabilities.  The Project Sponsor and/or Project 

Steering Committee should be advised of the terms of any funding agreement as there may be 
important implications for the project governance processes. 

                                                                                                                                   
 

Gartner Inc 

10
 Roberts, J., Bittinger, S. (18/09/2006) How to get more value from your Project Steering Committee, Gartner Inc. 
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2.2.1 Characteristics of an effective Project Sponsor  

Ultimate responsibility and accountability for a ikhc^\mÄl ln\\^ll fnlm [^ ]^_bg^] \e^Zker Zg] 

accepted at an appropriately high level within the agency/organisation.  The appropriate level is 

the managerial level that has discretionary control over the bulk of the resources that will be 

eqi^g]^] bg ma^ ikhc^\mÄl ^q^\nmbhg,  For a large and/or complex project or a program of 

projects, the responsible and accountable role will generally be held by a member of the senior 

executive.  For small projects, a line manager may fill this role.  For the purposes of these 
Guidelines, this role is called the Project Sponsor. 

The Project Sponsor provides the essential link between the sponsoring agency that is seeking to 

obtain beneficial change through the project and the temporary structure (ie the project) that has 

been established to create the product or service that is to deliver the desired benefits.
11

  It is 

important to note that this is not a figurehead role and that essential characteristics of this role 

include: 

¶ Responsible and accountable 

Understands and accepts that ma^ ikhc^\mÄl ln\\^ll bl ma^bk k^lihglb[bebmr* Zg] mkner ŸhpgsÄ 

the project from idea to implementation and through to the realisation of the business 

benefits; they believe the business benefits will be achieved,12 even if realisation of the 

benefits will be longer term. 

¶ Visible champion 

Willing to support and defend the project publicly within the larger agency/organisation in 

the face of opposition from senior colleagues, especially when project funding requires 
protection or where a high level of organisational change is required.13

   

¶ Publicly committed 

Consistently supports the Project Manager and the Project Team, including publicly 

acknowledging effort, rewarding good work and not backing away or distancing themselves 
from the project when things go wrong or tough decisions are required. 

                                           
 

11 Cooke-Davies, T. J., (2005) The Executive Sponsor Â The Hinge upon which Organisational Project Management Maturity 

Turns?, p.2 

Retrieved from: http://www.humansystems.net/papers/Executive_Sponsor.pdf 

12 Crawford, L. et al (2008) Governance and Support in the Sponsoring of Projects and Programs, Project Management 

Journal, 39 (1), pp.43-55 

Retrieved from: http://www.uj.ac.za/Portals/11/docs/Governance%20and%20Support.paper.pdf  

13 Helm, J., Remington, K. (September 2005) Effective Project Sponsorship: An evaluation of the role of the executive sponsor 

in complex infrastructure projects by Senior Project Managers, Project Management Journal, 36 (3), pp.51-61 
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¶ Strategic and visionary 

Provides business expertise to ensure that the proposed project or program aligns with the 

corporate strategy and complies with relevant regulations and corporate policy, that the 

[nlbg^ll \Zl^ bl lheb] _khf Z [nlbg^ll i^kli^\mbo^* Zg] maZm ma^ hk`ZgblZmbhgÄl bgm^k^lml Zke 

[^bg` l^ko^]* ghm lhf^hg^ ^el^Äl ihebmb\Ze Z`^g]Z,14   Is not Z_kZb] mh jn^lmbhg ma^ ikhc^\mÄl 

alignment with the organisational strategic agenda or recommend re-scoping or 
termination if there is little or no alignment. 

¶ Effective leader 

Respected by stakeholders and seen as credible in the role of Project Sponsor.  Has 

effective communication skills, holds an appropriate level of seniority within the 

hk`ZgblZmbhg Zg] bl pbeebg` mh nl^ ma^bk ihp^k Zg] bg_en^g\^ Şb^ ihebmb\Ze ŸlZoorÄ Zg] ma^ kb`am 

Ÿ\hgg^\mbhglÄ' mh ikhfhm^ ma^ ikhc^\m* h_m^g bg libm^ h_ ma^ agency/organisationÄl ihebmb\Ze 

and cultural realities.  Demonstrates courage and a willingness to champion the project 

within the organisation even in the face of opposition from senior colleagues and resistance 
to the required organisational change.15  

¶ Relationship builder 

Cultivates a good relationship with the Project Manager, characterised by trust, respect and 

open communication.16  Can manage up and down and understands the relevant 
stakeholder groups.  

¶ Balances role requirements 

Balances the requirements of two independent but complementary perspectives, namely 

the Project Sponsor role and the operational management role, and determine what each 
particular situation requires.17 

¶ Resolves issues 

Has the necessary authority and will to make the required decisions, for example stopping 

the project if required, or removing an ineffective or obstructive Project Steering 
Committee member.  

¶ Focused but flexible 

Is clear on the Project Objective and able to provide guidance on priorities, but is flexible 
on the approach and willing to challenge the Project Team.  

                                           
 

14 Crawford, L. et al (2008) Governance and Support in the Sponsoring of Projects and Programs, Project Management 

Journal, 39 (1), pp.43-55 

Retrieved from: http://www.uj.ac.za/Portals/11/docs/Governance%20and%20Support.paper.pdf 

15 Helm, J., Remington, K. (September 2005) Effective Project Sponsorship: An evaluation of the role of the executive sponsor 

in complex infrastructure projects by Senior Project Managers, Project Management Journal, 36 (3), pp.51-61 

16 ibid 

17 Crawford, L. et al (2008) Governance and Support in the Sponsoring of Projects and Programs, Project Management 

Journal, 39 (1), pp.43-55 

Retrieved from: http://www.uj.ac.za/Portals/11/docs/Governance%20and%20Support.paper.pdf 
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¶ Available 

Assists the Project Manager and Project Team when needed
.18 

Having an appropriate person with the necessary enthusiasm and belief in the project as the 

Project Sponsor is critical for project success.  Ideally a Project Sponsor is self-appointed and has a 

particular interest in the Project Outcomes.   

Many sponsors are appointed to projects without any real analylbl h_ pa^ma^k ma^ ikhc^\m Ÿ_bmlÄ 

within their area of responsibility.  While many usually see their nomination as logical, they are 

reluctant to accept the role as the project is just one of the Ÿmillion thingsÄ they are accountable 

for.
19

  The responsibilities and accountabilities of the Project Sponsor should not be delegated 

because less senior executives usually do not have the status within the agency/organisation to 

ikhob]^ ma^ g^\^llZkr ZiikhoZel Zg] lniihkm hk ^q^km ma^ k^jnbk^] bg_en^g\^ mh ŸfZd^ mhings 
aZii^gÄ,  

At the opposite end of the spectrum is a sponsor who becomes too closely involved in the 

management of a project.  While it may be tempting, the Project SponsorÄl khe^ bl mh `ho^kg, not 

manage the work, which means they bear the accountability, but do not have hands-on control
20

. 

The Project Sponsor oversees the business management and project management issues that 

arise outside the formal business of the Project Steering Committee.  These issues can include the 

mundane (such as ensuring Project Steering Committee minutes accurately reflect decisions) and 
the extraordinary (such as representing the project for media interviews).  

Usually the Project Sponsor makes an initial determination of the scope of the project and 

arranges for a Project Proposal or Project Business Case to be developed.  This process may or may 
not involve the person who is ultimately appointed as the Project Manager.  

If a Project Sponsor changes during the course of a project it can cause a loss of focus and may 

threaten the success of the project.  The newly appointed Project Sponsor may not have the 

same sense of ownership or vision for the project.  To minimise potential difficulties in 

changeover, the previous Project Sponsor and the Project Manager should brief the new Project 

Sponsor about the strategic context and scope that is defined in key planning documents.
21

 

                                           
 

18 Helm, J., Remington, K. (September 2005) Effective Project Sponsorship: An evaluation of the role of the executive sponsor 

in complex infrastructure projects by Senior Project Managers, Project Management Journal, 36 (3), pp.51-61 

19 Simms, J (2008) What should you expect from your Project Sponsor? Ownership, CIO, 

http://www.cio.com.au/article/261913/what_should_expect_from_your_project_sponsor_ownership (last accessed 3 February 

2010) 

20 Value Delivery Management, Project Governance: If Business Project Governance is so easy, how come so many projects fail 

to deliver to expectations? 

Retrieved from: www.valuedeliverymanagement.com/categories/Project-Governance/ (01/06/2009) 

21 21 =kZp_hk]* F Zg] = <k^mm* Ÿ?qiehkbg` ma^ Lhe^ h_ ma^ Jkhc^\m MihglhkÄ * ONM Mr]g^r - 

http://www.projects.uts.edu.au/resources/pdfs/PMINZ2001CrawfordBrett.pdf (last accessed 3 February 2010) 

http://www.cio.com.au/article/261913/what_should_expect_from_your_project_sponsor_ownership
http://www.valuedeliverymanagement.com/categories/Project-Governance/
http://www.projects.uts.edu.au/resources/pdfs/PMINZ2001CrawfordBrett.pdf
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2.2.2 Characteristics of an effective Project Steering Committee  

Not all projects require a Project Steering Committee Â it will depend on the complexity and 

nature of the project.  Usually the Corporate Client (the high-level champion of the project, who 

has ultimate authority and who promotes the benefits of the project to the community) and/or 

Project Sponsor will determine if a Project Steering Committee is required and if so, how large it 

needs to be.  The optimum size of a Project Steering Committee is five to seven people.  A 

Project Steering Committee should be guided by terms of reference that are developed to define 
the function and role of the Committee.  

For Project Steering Committees to work effectively, the right people must be involved and their 

respective roles and accountabilities must be clearly defined.  It is highly recommended that a 

Project Steering Committee includes the following representatives:  

¶ Business Owner(s) Â representing each major business unit that will have responsibility for 
managing any of the Project Outputs on an ongoing basis 

Confirming who will represent the Business Owner(s) early on will ensure they can 

participate in the initial clarification of the business problem, refinement of the project 

scope and development of the Project Outcomes, Target Outcomes and the longer term 

business benefits that are meaningful in the context of the [nlbg^ll ngbmÄl lmkZm^`b\ agenda. 

¶ Key stakeholders Â representing groups that may be positively affected by the project, eg 
project customer representative. 

Due to the potential conflict of interest, those opposed to the project are disqualified from 

Project Steering Committee membership and instead should be engaged through 

reference groups.
22

 

¶ Members Â specifically selected for their individual knowledge, skills and specialist area of 

expertise.  These members should remain on the Project Steering Committee even if their 

role within the agency/organisation changes.  

¶ A member from outside the agency/organisation Â to ikhob]^ Z Ÿk^Zebmr \a^\dÄ Zg] 

represent broader government interests. 

The Project Manager is not considered a member of the Project Steering Committee and has no 

decision-making powers. 

The Project Steering Committee is expected to ŸownÄ the project rationale and justification that is 

captured in the Project Business Case and expanded in the Project Business Plan.  Project Steering 

Committee members should be advocates for the project while representing their particular 

stakeholder interests.
23

 They are accountable to the Corporate Client and/or Project Sponsor for 

providing the project with effective management and guidance in order to attain the Project 
Outcomes, and must have the appropriate authority to make the necessary decisions. 

Management activities that should be undertaken by the Project Steering Committee include: 

                                           
 

22 Smyrk, J., Sigma Management Science, Primers in Project Management: an integrated glossary of project management terms 

& definitions, p.32 

Retrieved from: http://projectoutcomes.smscience.com/PO%20glossary%202a.pdf  

23 
AZkmg^k k^l^Zk\aş ŸBhp mh `^m fhk^ oZen^ _khf rhnk Jkhc^\m Mm^^kbg` =hffbmm^^Ä* D Lh[^kml % M <bmmbg`^k* /6 M^im^f[^k 

2006 

http://projectoutcomes.smscience.com/PO%20glossary%202a.pdf
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¶ approving the initial Project Proposal or Project Business Case; 

¶ approving the Project Business Plan; 

¶ monitoring progress (not just activity); 

¶ scrutinising the project budget; 

¶ being accountable for risk management activities; and 

¶ assessing, approving or rejecting changes to the scope (as documented in the Project 

Business Plan) as the project progresses. 

The Project Sponsor and individual Project Steering Committee members are not directly 

responsible for managing project activities, but provide support and guidance for those who do 

manage them.  Essential characteristics for Project Steering Committee members include: 

¶ Committed 

G^gnbg^er bgm^k^lm^] bg ma^ ikhc^\mÄl ln\\^ll* demonstrated by commitment to, and active 
involvement in, pursuing the Project Outcomes and longer term business benefits.   

¶ Responsible and accountable 

Understands that Ÿthe Project Steering Committee operates above-the-line (see 1.4) and is 

not involved in producing Project Outputl,Ä 24 

¶ An advocate for stakeholder interests 

Understands that the interests and requirements of the stakeholder groups they represent 

and any corresponding accountabilities, responsibilities, authority and decision-making 

boundaries.  25 

¶ Strategic and visionary 

Understands the organisational and strategic context and is willing to question how (or if) 

the Project Objectives, Project Outcomes and longer term business benefits align with the 

organisational strategic agenda and direction.  Willing to re-scope or terminate the project 

if there is little or no alignment.  Can keep the project scope under control as emergent 
issues force changes to be considered.  

¶ Willing to adhere to best practice 

Ensures adherence of project activities to professional standards of best practice within the 

organisation and in a wider context.  Applies open and transparent processes, scrutinises 
the project budget and ensures risk management processes are appropriate. 

                                           
 

24 Smyrk, J., Sigma Management Science, Primers in Project Management: an integrated glossary of project management terms 

& definitions, p.32 

Retrieved from: http://projectoutcomes.smscience.com/PO%20glossary%202a.pdf 

25 
Australian Government Department of Finance and Administration, (2007) Gateway Review Process: Lessons Learned  

Retrieved from: http://www.finance.gov.au/gateway/index.html  

http://www.finance.gov.au/gateway/index.html
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¶ Problem solver  

Willing to assist the Project Team by resolving issues, mitigating risks, advocating on behalf 

of the project and taking g^\^llZkr Z\mbhg mh ^glnk^ ma^ ikhc^\mÄl ln\\^ll,26  Solution-

focused and willing to address problems as they arise. 

¶ Respectful 

Observes professional meeting protocol, resolves project conflicts professionally by 

reconciling differences in opinion and approach, and provides a safe environment so the 
Project Manager can speak freely. 

A Project Steering Committee should expect high-quality information from the Project Manager 
and be able to question this information.  This could include: 

¶ questioning how (or if) the Project Objectives, Project Outcomes and longer term business 

benefits align with the organisational strategic agenda and direction; and  

¶ making the hard decisions to re-scope or terminate the project if there is little or no 
alignment with the organisational strategic agenda.  

Relying on a competent and experienced Project Manager does not absolve a Project Steering 

Committee from its responsibilities and is not a reason to disengage.  It may mean that some 

Project Steering Committee f^f[^kl g^^] mh Ÿe^Zkg mh Zld ma^ kb`am jn^lmbhglÄ until they Ÿ`^m ma^ 

kb`am Zglp^klÄ
27

, or seek independent verification of information provided.   

In the Gateway Review Process Lessons Learned summary the Australian Government Department 

h_ @bgZg\^ Zg] ;]fbgblmkZmbhg b]^gmb_b^] maZm Ÿma^ lmkn\mnk^* roles, responsibilities, authority and 

decision-fZdbg` [hng]Zkb^l Zg] k^ihkmbg` h[eb`Zmbhgl-g^^]l fnlm [^ \e^Zker ]h\nf^gm^],Ä 
28

  This 

information should be captured in the Project Steering Committee Terms of Reference. 

The effectiveness of a Project Steering Committee can be determined through a self-assessment 
process, or via feedback from a quality assurance review provided by a third party.  

See 2.4 below for further information about Project Steering Committees. 

2.2.3 Characteristics of an effective Business Owner  

The role of Business Owner is complex and, whether there is one or more Business Owner, their 
involvement in the project should be continuous: 

¶ from the early conceptual stages and refinement of the project scope and success 

measures;  

¶ to reviewing and/or testing the completed products (Project Outputs); and 

¶ post-project closure after they have assumed ongoing ownership of the Project Outputs 

and the benefits are apparent. 

                                           
 

26
 Adapted from www.project-sponsor.com  

27 Norden-Jhp^kl* = ŸNa^ DZf^l BZk]b^ ?qi^kb^g\^ş ;ghma^k ^qZfie^ h_ _Zbebg` mh Zld ma^ kb`am jn^lmbhgl:Ä 0..5 

http://www.spandah.net/html/s02_article/article_view.asp?id=321&nav_cat_id=165&nav_top_id=69  

28 
Australian Government Department of Finance and Administration, (2007) Gateway Review Process: Lessons Learned  

Retrieved from: http://www.finance.gov.au/gateway/index.html  

http://www.project-sponsor.com/
http://www.spandah.net/html/s02_article/article_view.asp?id=321&nav_cat_id=165&nav_top_id=69
http://www.finance.gov.au/gateway/index.html
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A Business Ipg^kÄl involvement may be through representation on the Project Steering 

Committee, reference group(s)and/or working group(s) where appropriate and working in 
partnership with the Project Manager.  

Essential characteristics of a Business Owner include: 

¶ Strategic 

Has long-term vision of the eventual impact of the project on the operational environment 

of the business unit(s) they represent.  This requires their early participation in the initial 

clarification of the business problem and the identification of the project success measures 
(ie Target Outcomes) and the desired longer-term business benefits.  

¶ Committed 

Ensures the project scope includes all of the outputs necessary for the realisation of the 

ikhc^\mÄl NZk`^m Inm\hf^l Zg] ma^ Z`k^^] ehg`^k-term business benefits.  The Business 

Owner(s) may be required to contribute resources to the project in order to ensure that 

all required Project Outputl Zk^ ]^o^ehi^] Ÿ_bm-for-inkihl^Ä bg ma^ \hgm^qm h_ ma^ ^o^kr]Zr 
operational environment.  

¶ Responsible 

Coordinates and implements the required organisational change management within the 

business environment and ensures the Project Outputs are well integrated into the 
operational environment after delivery.  

This includes reporting progress of the organisational change to the Project Sponsor and/or 
Project Steering Committee. 

¶ Accountable 

Manages and maintains the Project Outputs once the project closes, including all ongoing 

costs and management of any required changes.  

The Business Owner is responsible for implementing and coordinating the necessary 

organisational change management in the business environment; this will facilitate the necessary 

output utilisation for Outcome Realisation to occur.  The Business Owner is also responsible for 

reporting this organisational change to the Project Sponsor and/or Project Steering Committee.  

How the organisational change will occur is usually documented in the Outcome Realisation Plan, 

which is effectively the contract between the Business Owner(s) and the Project Sponsor and/or 

Project Steering Committee to implement the required change management within the business 

environment.  The Project Manager may assist in the development of the Outcome Realisation 

Plan* [nm bm bl Ÿhpg^]Ä [r ma^ <nlbg^ll Ipg^k, 

In reality, the Business Owner(s) may not be in a position to execute the Outcome Realisation Plan 

directly, nor manage its execution.  While project planning usually includes costs of 

implementation, relevant Business Owners may be required to contribute additional resources to 

ensure these tasks are undertaken appropriately (eg coordinating any required working groups, 

contracting consultants).  Depending on the complexity of the change management required, 
implementation could be regarded as a project in its own right.  
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It is essential that the Business Owner participates in identifying the proc^\mÄl ln\\^ll f^Zlnk^l 

early in the project planning process.  After formal project closure the Business Owner is 

accountable to the Project Sponsor or their delegate (eg an existing management group 

nominated by the Project Steering Committee before the project was closed) for monitoring and 

reporting on ikh`k^ll mhpZk]l Z\ab^o^f^gm h_ ma^ ikhc^\mÄl Target Outcomes, as well as the 

realisation of the longer term business benefits.  They must be satisfied that these measures and 

metrics are meaningful in the context of the business unitÄl i^k_hkfZg\^ f^mkb\l Zg] lmkZm^`b\ 

agenda.  The Business Owner is responsible for ensuring the revised measures and reporting 

requirements are reflected in updated agency or divisional corporate or annual business plans.  
The operational performance metrics may require further review and updating, once utilisation of 
the Project Outputs has been incorporated into the day-to-day operations of the business unit.  

After the project has been formally closed, the Business Owner is also responsible for ongoing 

ownership and maintenance of the Project Outputs.  This responsibility includes all maintenance 

costs, as well as ongoing review of problem reporting and management of any required changes 

ŞŸ_bgZe mp^Zdbg`Ä'* Zg] must be considered by the Business Owner early in the project given the 
obvious implications for forward budget planning and staffing.  

In some contexts, output ownership may be split between: 

¶ the Substantive Business Owner Â responsible for high-level output maintenance by 

providing expertise and authoritative content or processes to ensure specific Project 

Outputs reflect relevant policy and practice; and 

¶ the Operational Business Owner Â responsible for the day-to-day management issues and 
ongoing output maintenance and processes to support stakeholder engagement. 

In such situations both the Substantive and Operational Business Owners are accountable for the 

successful realisation of the longer term business benefits and accountability and reporting lines 

may need clarifying.  Determining who is responsible for meeting the ongoing maintenance costs 
may require additional negotiation.  

2.2.4 Characteristics of an effective  Project Manager  

The Project Manager is usually the person whom the project will ultimately revolve around, so it 

is critical to select an appropriate Project Manager.  The Project Manager must be adequately 

resourced and be delegated the appropriate level of authority.  They may or may not have been 
involved in developing the initial project scope and Project Proposal or Project Business Case.  

Essential characteristics of a Project Manager include: 

¶ Responsible 

Understands they are responsible for the delivery of the defined Project Outputs as 

articulated in the approved Project Business Plan, within the agreed parameters of time, cost 
and quality.   

¶ Relationship builder 

Engages openly, professionally and frankly with the Project Sponsor, Business 

Owner(s)and/or Project Steering Committee to clarify the Project Objective(s), Project 

Outcomes, Target Outcomes, Project Outputs and key stakeholders within agreed time, 

cost and quality parameters.  Communicates the project and manages expectations of all 

stakeholders.  
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¶ Scope manager 

Is confident to propose changes to scope as the project progresses and additional clarity 

emerges.  Willing to assess changes to scope proposed by the Project Sponsor and/or 

Steering Committee members and recommend for or against these changes based on any 
potential impact on time, cost and output quality.  

¶ Skilled  

Has high-level project management skills.  

¶ An information source 

Provides appropriate information about progress towards achieving agreed Project 

Objectives and Project Outcomes (not just activity) in reports that are concise and 

combine clear business language with a careful balance of technical and business 
information.  

¶ Credible  

Has knowledge of the business area, understands how the Project Outputs will be created 
and how the Target Outcomes will be realised from the utilisation of those outputs.  

¶ Team builder 

Cultivates an effective Project Team and maintains performance and morale.   

For large and/or complex projects or a program of projects, project management knowledge and 

experience are at least as important as knowledge of the business area(s) in which the project is 

being run.  However, Project Managers should have, or seek to obtain, knowledge of the business 

area in order to be able to communicate effectively with Project Team members, stakeholders 
and project customers to ensure that business issues and concerns are addressed. 

In some instances it may be necessary to delegate specific responsibilities to particular roles, eg a 

dedicated Risk Manager or Contract Manager.  However, the Project Manager remains 

Z\\hngmZ[e^ _hk ma^l^ Zli^\ml h_ ma^ ikhc^\mÄl fZgZ`^f^gm Zg] bl k^jnbk^] mh k^ihkm k^e^oZgt 
issues to the Project Sponsor and/or Project Steering Committee.  

A Project Manager can expect the Project Steering Committee to make necessary decisions and 

provide appropriate guidance as required.  For these decisions to occur, the Project Steering 

Committee requires appropriate information detailing progress towards achieving the agreed 

Project Objectives and Project Onm\hf^l Şghm cnlm ŸZ\mbobmrÄ',  Reports and information should be 

concise and combine clear business language with a careful balance of technical and business 

information, depending on the Project Steering CommitteeÄl Zk^Zl h_ expertise and knowledge.  

Knowing that a Project Steering Committee is ineffective does not absolve the Project Manager 

from their responsibilities and they must still report properly even if difficult decisions are 
required.   
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2.2.5 Characteristics  of an effect ive Project Team  

The Project Team is led by the Project Manager, working for the successful delivery of the Project 

Outputs as outlined in the Project Business Plan and elaborated in the Project Execution Plan (or 

Project Work Plan or Work Breakdown Structure) or other implementation plans.  Tasks undertaken 

by Project Team members include project coordination, administration, stakeholder liaison, 
communication activities, output development and quality assurance. 

Within a Project Team there may be a number of project officers, senior project officers and, 

depending on the size and complexity of the project, one or more team leaders.  The Project 

Team members may change as the project moves through its various phases.  Assessing and 

selecting people who have the requisite skills for each phase of a project is critical to its overall 

success.  The skills should be explicitly identified as a part of the project planning process.  

It is not unusual for a Project Team to be appointed on the basis of availability rather than the 

specific skills required to undertake the project.  Ideally, the Project Team should include at least 

one person with an intimate knowledge of the business area, and preferably more.  It may also be 

an advantage if one or more Project Team members are novices or inexperienced in the business 

area, so that fundamental issues are not overlooked or simply taken for granted.  Many issues can 

be uncovered through the process of explaining a project to participants with little background in 
the area.  

It can be a challenge to find the right combination of people with project management, technical 

and business area skills, let alone people who are able to function effectively as a team for any 

length of time.  Cultivating an effective Project Team is an art in itself, and requires the ongoing 

attention primarily of the Project Manager, and secondly the Project Sponsor.
 29

 

Issues to consider include:  

¶ balancing the pkhc^\mÄl ldbee k^jnbk^f^gml Z`Zbglm ma^ ldbee l^m h_ lmZ__ who are appointed to 

the project.  This can provide significant development opportunities if staff are open to 

acquiring new skills; 

¶ providing appropriate staff training and development early.  This will ensure the pkhc^\mÄl 

initial skill requirements are met and can serve to integrate the Project Team; 

¶ providing an environment of continuous improvement for the Project Team.  This means 

budgeting for training and development over the life of the project as skill requirements 

change and individual skills develop and their capabilities increase; 

¶ maintaining staff performance and morale, including providing supportive feedback on 

performance.  This can be challenging if the project is experiencing problems, delays or 

negative feedback from stakeholders; 

¶ creating the desired cultural environment within the Project TeamÄl physical environment.  

This takes time, effort and involvement; and 

¶ integrating contractors and consultants within the team, which may require a different 
approach. 

As projects vary, the roles required, and the tasks and responsibilities within those roles will vary.  

An analysis of most project roles and related accountabilities, responsibilities and tasks is provided 

at Appendix 2 Governance Roles, which can be used as a handout to ensure all involved are 

aware of their responsibilities.   

                                           
 

29
 Learnings from the Tasmanian Government Motor Registry Replacement Project.  
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2.3 The roles and functions of a Project Steering Committee  

The primary function of a Project Steering Committee is to take responsibility for the business 

issues associated with a project, including having ultimate responsibility for ensuring appropriate 

risk management processes are applied.  Members of a Project Steering Committee ensure these 

issues are being adequately addressed and the project remains under control.  In practice, these 
responsibilities involve seven main functions: 

1. approving changes to the project scope and its supporting documentation; 

2. monitoring and reviewing project progress against agreed parameters as defined in the 

Project Business Plan; 

3. assisting the project when required; 

4. resolving project conflicts, issues and risks; 

5. formally accepting Project Outputs; 

6. confirming Outcome Realisation; and 

7. ensuring the criteria for formal project closure have been satisfied. 

For a large or complex project, an effective Project Steering Committee bl \kn\bZe _hk ma^ ikhc^\mÄl 

success.  Appendix 3 Steering Not Rowing: A Charter for Project Steering Committees and Their 

Members emphasises the important role that Project Steering Committee members play in a 

project, both individually and collectively.  It is intended as a guide for Project Steering Committee 
members to ensure they are aware of their responsibilities.  

2.3.1 Approv ing changes to project scope  

The Project Steering Committee is responsible for approving the project scope as defined in 
major project documentation, such as the Project Business Plan, in relation to: 

¶ clarification of Project Objective(s), Project Outcomes, Target Outcomes and business 

benefits; 

¶ budget and human resources (cost); 

¶ Project Inminml Zg] k^eZm^] Ÿ_bmg^ll-for-inkihl^Ä ŞjnZebmr' \kbm^kbZ;, 

¶ schedule (time); 

¶ risk minimisation strategies; and/or 

¶ project management and quality assurance methodologies. 

Changing or emerging issues may require the project scope to be adapted to ensure that the 

original or modified Project Outcomes and/or business benefits can be achieved.  The Project 

Steering Committee is responsible for approving or rejecting these changes and for ensuring that 

additional resources are provided for incorporating these changes if required.  To do so, the 

Project Steering Committee requires sufficient information to understand the implications of the 

requested change and the extent to which the original project parameters are affected and 
require adjustment.  

Any major changes to the project scope should be considered on the basis of the following 
information prepared by the Project Manager in support of a proposed change: 

¶ nature and reason for the variation; 

¶ effect of the change on the agreed Project Objective(s), Project Outcomes, business 

benefits, Project Outputs (ie type, quantity and quality), budget and schedule; 

¶ revised Project Business Plan, if appropriate; and 

¶ suggested actions for the Project Steering Committee to consider. 
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2.3.2 Monitoring and review ing the project  

The Project Steering Committee reviews the status of the project at least at the end of each 
phase and determines whether the Project Team should progress to the next phase. 

This can be done by a formal Project Phase Review Report or a simple summary of issues and 
learnings gathered from the previous phase.  

The review focuses on major project documentation and any variations in the key components 

such as Project Outcomes, business benefits, critical milestones, risk, costs and output quality. 

2.3.3 Assisting the project when required  

The Project Steering Committee assists the Business Owner(s) and Project Manager to complete 

the project by ensuring the project is adequately resourced and has the backing of people with an 
appropriate level of authority. 

Project Steering Committee members should be active advocates for the Project Outcomes, the 
related business benefits and help facilitate broad support across the organisation. 

If Project Steering Committee members represent the interests of some or all stakeholder 

groups, they should ensure that the interests of these stakeholders are considered.  They may 
also help illustrate to stakeholders how the project serves these interests. 

At times, outside of Project Steering Committee meetings, the Project Team may also seek the 
particular knowledge or experience of individual Project Steering Committee members. 

2.3.4 Resolving project conflicts  

Project conflicts can arise from conflicts in resource allocation, output quality and the level of 
commitment of Project Stakeholders and related projects. 

The Project Manager is generally the first reference point for resolving problems and can resolve 
most internal project problems. 

Problems arising that are outside the control of the Project Manager are referred to the Project 

Sponsor or Business Owner(s) for resolution, but there may be occasions when the Project 
Steering Committee is asked to assist in resolving such disputes. 

2.3.5 Formal ly accept ing Project Output s 

Following review and/or acceptance by the Business Owner(s), the Project Steering Committee is 

responsible for formally reviewing and accepting Project Outputs.  The Project Steering 

Committee must be confident that the Project Outputl lZmbl_r Ÿ_bmg^ll-for-inkihl^Ä k^jnbk^f^gml 

and that the intended stakeholders are competent to utilise the outputs as intended.  It is 

recommended that the handover of Project Outputs to the Business Owner(s) is documented 

formally, either in the Outcome Realisation Plan or in a separate document specifically intended to 

confirm output handover (Handover Plan).  Either plan should be formally endorsed by the 

Project Steering Committee.  Once the Project Outputs have been accepted by the Project 
Steering Committee, any changes must be formally approved formally. 

To achieve this, Project Steering Committee members must have a broad understanding of 
project management concepts and the specific approach adopted by the Project Team. 
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2.3.6 Confirming Outcome Realisation  

Responsibility and accountability for realising the Project Outcomes rests jointly with the Project 
Manager and the Business Owner(s) in that successful Outcome Realisation requires: 

¶ delivery of specified Project Outputs that are fit-for-purpose according to criteria defined in 

partnership with the Business Owner(s); 

¶ acceptance of the Project Outputs by the Business Owners(s), including any ongoing 

maintenance requirements; 

¶ necessary organisational change management in the business environment to facilitate 

appropriate output utilisation; and 

¶ measurement to confirm the agreed project Target Outcomes have been wholly achieved, 
or achieved to a significant extent that is considered sufficient to close the project formally. 

After formal project closure, the Business Owner(s) is usually accountable to the Project Sponsor 

or their delegate(s), who may be a senior manager in the agency/organisation, for reporting on 

the realisation of the agreed longer term business benefits.  This reporting will usually require the 

business unitÄl k^e^oZgm i^k_hkfZg\^ f^Zlnk^l to be revised based on the agreed project Target 

Outcomes and longer term business benefits, and updating of agency or divisional corporate or 

annual business plans.  Reporting lines and requirements may also need to be updated post-
project. 

The Project Steering Committee must formally confirm each of these steps through: 

¶ acceptance of formal documentation (eg the Outcome Realisation Plan, Handover Plan); 

¶ confirmation from the relevant reference/advisory group or a report from the Business 

Owner(s); and/or 

¶ appropriate detail in the Project Steering Committee meeting minutes.  

2.3.7 Confirming Project Closure  

In order to close the project formally and disband, the Project Steering Committee must be 
satisfied that the following criteria have been met: 

¶ Business Owner(s) have accepted Project Outputs and related maintenance requirements. 

¶ Responsibility for delivery of any outstanding Project Outputs is clarified and accepted (may 

be detailed in separate Handover Plan, but requires restating in the Project Closure Report). 

¶ The Project Steering Committee is satisfied and has confirmed that the Target Outcomes 

have been wholly achieved, or achieved to a significant extent. 

¶ Outstanding issues have been resolved or allocated for resolution. 

¶ Outstanding project risks have been resolved or allocated for resolution. 

¶ Project Team disbandment has been confirmed. 

¶ Outstanding budget issues have been resolved or allocated for resolution. 

¶ Project assets have been redeployed or issue(s) allocated for resolution. 

¶ Post-project responsibilities have been defined and allocated. 

¶ Post-project review or evaluation has been completed and assessed or allocated for 
completion and recipient of report confirmed. 

Projects can be closed once they are completed successfully, or if it is clear the proposed benefits 

of the project are unlikely to be attained or are unlikely to be relevant in the current 
organisational context.  
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2.4 Project Steering Committee  meetings 

A Project Steering Committee meets regularly throughout the course of a project to keep track 

of issues and project progress.  The Project Manager should attend these meetings to be a source 

of information for Project Steering Committee members and to be kept informed of Project 

Steering Committee decisions.  Ideally, the Project Sponsor should chair the Project Steering 
Committee meetings.  A Project Steering Committee meeting may cover the following agenda: 

¶ introductory items, such as: 

- apologies 

- minutes from last meeting 

- matters arising from minutes; 

¶ Project Business Plan issues Â amendments, revisions or arising related issues; 

¶ project management issues, including progress reports and reports from consultants; 

¶ important issues at the time of the meeting, such as a budget committee submission, 

proposed tendering arrangements, sign-off of functional requirements, related projects; 

¶ review of actions arising from previous Project Steering Committee meetings Â it may be 

useful to keep a formal list of these actions, in order to track them effectively;  

¶ plans for the next meeting. 

The Project Steering Committee has responsibility for the ikhc^\m ngmbe ma^ ikhc^\mÄl Target 

Outcomes are wholly achieved, or achieved to a significant extent that is sufficient for the Project 

Steering Committee to close the project formally.  The longer term business benefits are not 

usually secured until after the Project Manager and Project Team have completed their 
involvement and the project has been formally closed.  

2.5 Project management governance models  

Project management governance models will vary depending on the size and complexity of a 

project.  The model can be modified to allow for diverse corporate cultures and project 

constraints.  For example, for some projects it may be appropriate to collapse or combine some 

of the requirements into a single function, person or document. 

2.5.1 Small projects  

For smaller projects a complex structure is unnecessarily unwieldy and duplicative.  For a small 

project within a single business unit (usually managed as part of a number of small projects),\ the 

governance structure may only involve the Project Sponsor/line manager (who is also the 
Business Owner) and the Project Manager, as shown in Figure 8 Â below. 
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Figure 8 Â An example project governance model for a small project  

Although the Project Sponsor may also be the line manager, their project responsibilities and 

accountabilities should relate to the project management, not to line management, ie they should 
p^Zk Z ]b__^k^gm ŸaZmÄ ]^i^g]bg` hg ma^ ]^\blbhg-making that is required. 

2.5.2 Small to medium -sized projects  

For a small to medium-sized project, with stakeholders primarily within a single business unit, an 
appropriate governance structure might be: 

¶ Project Sponsor Â divisional director responsible for business unit 

¶ Business Owner Â manager of business unit 

¶ Project Manager and Project Team Â nominated staff from business unit 

¶ Independent Quality Reviewer Â employee from a related business unit 

2.5.3 Large projects  

For larger, more complex projects the governance model will be more intricate and include 

responsibility and accountability requirements and a range of stakeholders.  In the case of a 

program of projects, a cascading model is sometimes used to show the complex governance 

arrangements.  Figure 9 below presents a generic project governance model as an example.  It 
includes most entities and indicates some of the ways they would be most likely to interact.  
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Figure 9 Â A generic project governance model for larger, more complex projects  

As projects evolve, their governance models may change.  For example, Project Team members, 

working groups and/or reference groups may move in and out of the immediate governance 
sphere of the project as the nature of the project tasks change. 

2.6 Governance of interlinked projects  (program management)  

Program management is the term used to describe a group of related projects that are managed 

in a coordinated way, usually with an activity that is ongoing, and has an overall Program/Project 

Business Plan.  To maximise the use of available resources, effective program management 

requires projects to be selected based on their alignment with the program strategic agenda.  In 

this context, ikhc^\ml Zk^ h_m^g \kbmb\Ze bgm^k]^i^g]^gm \hfihg^gml h_ Zg hk`ZgblZmbhgÄl [nlbg^ll 

strategy or relate directly to policies and initiatives of government.  Managing projects in a 

coordinated way, as a program, enables additional benefits to be delivered to the organisation 
that would not be possible if the projects were managed independently.  
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A single governance structure may be used for multiple related projects or a program of projects.  

A core Program Sponsor and Project Steering Committee responsible for overall outcomes is 

recommended.  The governance structure may largely be stable for all of these projects (for 

example, the same Project Sponsor, Project Steering Committee members, single reference 

group, the same Quality Review Consultant across all sub-projects) or be quite different for each 

sub-project.  In these cases, the set-up will be largely dependent on stakeholder diversity among 
sub-projects, project size, and the differences or similarities in the nature of the sub-projects. 

When drawing a project governance model, it is tempting to try to include project relationships 

as well (for example, sub-project breakdown).  While it is useful to document these relationships 
diagrammatically, they should be recorded in a separate diagram, or using a cascading model. 

The main requirement is to ensure that the governance models for programs of projects, and the 

projects within them, are clearly defined in the high-level Project/Program Business Plan, including 
clear delineation of the roles, responsibilities, accountabilities and reporting requirements. 

2.6.1 Understanding p roject/ program integration  

When there are programs of related projects, or large and/or complex projects divided into 

integrated sub-projects, it is important to define:  

¶ the type and nature of the relationship between the projects.  Questions that could be 
posed include : 

- Is a related project dependent on this project? 

- Is this project dependent on another project? 

- Are this project and another interdependent (ie dependent on each other)? 

¶ the nature of the dependency (ie may include a shared relationship with data, functionality, 

staff, technology/infrastructure, funding, policy and/or legislation) 

¶ the interdependency management processes to be applied  In other words, how will 

representatives of related projects be involved in project planning, and how will critically 

related activities be monitored and managed? 

According to AS ISO 10006-2003 Quality Management Systems Guidelines for Quality 
Management in Projects, interdependency management processes may include: 

¶ project initiation and project planning Â evaluating customer and other stakeholder 

requirements, preparing a Project Business Plan and initiating other processes; 

¶ interaction management Â managing the interaction during the project; 

¶ project change management and control Â anticipating change and managing it across all 

project processes; and/or 

¶ closure Â closing processes and obtaining feedback. 

The management of related and/or dependent projects can be demonstrated in the 

Program/Project Business Plan by including appropriate cross-referencing to relevant sections such 

as assumptions and constraints, stakeholder management, quality management and risk 
management. 

2.6.2 Understanding i nterlinked project s 

A series of interlinked projects is less risky than one larger one, for several reasons: 
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¶ Dividing the change initiatives into smaller areas of action reduces complexity. 

¶ It is easier to produce identifiable outputs and outcomes from small projects, which can be 

used to feed into later projects, ie even if the full objectives of the change initiative are not 

met, identifiable achievements are met. 

¶ It can be easier to respond to changing or unanticipated circumstances, as individual 

projects have a much shorter life and new or emerging issues can be pursued through the 

planning stages of future projects. 

¶ It allows for substantial learning, which is integral to many change initiatives, but is not 
always well supported. 

One possible risk of this approach is that those people involved with a series of projects may lose 

sight of the broader objectives of the change, or simply not achieve them.  Sometimes major 

change initiatives are translated into single projects; however, structuring as one large project has 

a very poor record of success.  Large, ongoing projects commonly do not achieve their intended 

objectives.
30

 Project Managers should be aware that this approach is likely to involve substantial 

problems, and projects are extremely unlikely to be delivered on time and within budget. 

Carefully coordinating a series of projects Â either by linking them through an overarching project 

or program, or carefully coordinating them with strategic planning processes Â can mitigate this 

risk.  Related projects may be coordinated by organising them as sub-projects in a larger project.  

This linking is suitable when the objectives and tasks involved with each sub-project are relatively 

well understood, but it is less suitable with projects involving substantial innovation, negotiation or 

complex issues that are not clearly understood. 

Alternatively, the projects may be viewed as products of a continued strategic planning process, 

which is recognised as an emergent process.  This approach is more suitable for projects involving 

innovation, negotiation and complexity that cannot be adequately anticipated up-front.  The 

strategic planning process should include key stakeholders involved with the project, and be a 

carefully managed, ongoing activity that reviews past progress as well as future directions.  If 

strategic planning is viewed as a one-off or periodic exercise for senior managers, or focuses only 

on longer term time horizons, there can be little relationship between strategic planning and 
project management processes. 

The latter approach, focusing on the close relationship between strategic planning processes and 

projects, can result in a more effective implementation of planned change initiatives.  However, 

strategic planning processes are outside the scope of project management.  If these processes are 

non-existent, or not effectively in place, those project participants involved in planning the change 

initiatives might find it easier to obtain commitment (ie funding and resources) if they can define 

set deliverables, timeframes and activities.  In this case, carefully coordinating a series of projects 

or sub-projects would be more appropriate for managing emergent or unanticipated issues.  As 

with many project management decisions an adequate appreciation of the project context is 
crucial.  

                                           
 

30 Orr, Ken (2004) Pushing the envelope: managing very large projects. Arlington, MA: Cutter Consortium, 2004 
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2.7 Project Portf olio Management   

Project Portfolio Management is the management of prioritised projects or programs of projects 

within an agency, business unit, across government or organisation.  It is a dynamic process 

requiring reprioritisation, as necessary, to meet changing business requirements and/or emerging 

opportunities.  Project Portfolio Management usually refers to the management of a portfolio of 

projects with a large investment in IT.  The focus is on effective planning processes to achieve 

value from alignment with business investment strategies.  While the discipline of project 

management remains focused on delivering individual projects successfully, Project Portfolio 
Management focuses on delivering programs of projects successfully. 

In the government context, the strategic agenda of a department is usually represented in the 

portfolio of corporate, business and operational activities.  Strategic initiatives are often clustered 

into portfolios of programs and projects for implementation.  An individual portfolio area, for 

^qZfie^* fZr bg\en]^ oZkbhnl ŸfZchkÄ ikhc^\ml* hg`hbg` hi^kZmbhgZe ikh`kZfl Zg] ikh`kZfl h_ 

projects.  The program level could include several programs, each comprised of a number of 

major projects (small and large).  At the project level, large and complex projects are often 
Ÿchunked upÄ into sub-projects to achieve the broader project objectives.   

At each level in the hierarchy, achievement of the respective Project Objectives and Project 

Outcomes individually and/or collectively contributes to the achievement of the higher order 

agenda(s) and ultimately to the realisation of the departmental strategic vision and/or mission.  
This structure is presented visually in Figure 10 Â below.  

contributes to 
acheivement of Portfolio 

Å Objectives 
Å Outcomes 

Project  
Å Objectives 
Å Outcomes  
Å Outputs 

Program 
Å Objectives 
Å Outcomes 

may include Projects, 
ongoing/operational Programs, 
Programs of Projects etc 

may be a Program of major 
Projects with shared 
objectives 

Organisational/Agency Strategy 

contributes to 
acheivement of 

contributes to 
acheivement of 

may include 
subprojects 

 

Figure 10 Â Relationship between departmental strategic agenda and portfolio, Program and 

Project Objectives and Outcomes  
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Gantthead.com
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 suggests that best practice in this area involves the agency/organisation 

establishing mechanisms to manage both the approval/prioritisation of projects and the 

coordination of project delivery.  The agency/organisation adopts a formal process for tracking 

project processes from inception to completion or cancellation.  Several Tasmanian Government 

agencies are moving towards this model, particularly with regard to projects with a major ICT 

component.  Project Portfolio Management tools are available to support this process;  however, 

the governance processes that the agency/organisation employs to manage its projects must be 

examined, and potentially reengineered, before any tools are investigated.  The key to effective 

Project Portfolio Management is governance and the maturity of an organisation as demonstrated 
by its ability to close down poorly performing or redundant projects.  

2.8 Post-project governance  

Post-project governance arrangements should be detailed in the Outcome Realisation Plan for the 

project.  While this will include identifying the Business Owners and roles and responsibilities, it 

will also reflect the operational management structures of the business unit or agency/organisation 
to which the project is delivering its outputs.  

Post-project governance arrangements will be more complex if the project delivers to more than 

one agency and/or is a whole-of-government project.  It may be determined that a governing 

body will need to be established to reflect this complexity if an existing body is not appropriate.  

This governing body will not be the Project Steering Committee, but should be a governing body 

that reflects the new post-project environment with new terms of reference.  It may be 

appropriate for some former Project Steering Committee members to become members of this 

new governing body, but their roles and responsibilities will be different to those reflected within 
ta^ ikhc^\mÄl `ho^kgZg\^ lmkn\mnk^, 

In textbook examples, the realisation of Project Outcomes occurs shortly after the Project 

Outputs have been handed over to the Business Owner, meaning the Project Sponsor and/or 
Project Steering Committee can formally close the project.  This situation rarely occurs in reality.  

In some cases, once Project Outputs have been delivered to, and accepted by the Business 

Owner(s), early measurement can confirm whether the agreed Target Onm\hf^l Zk^ Ÿhg mkZ\dÄ 

to being wholly or substantially achieved within a reasonable period of time (eg six months).  In 

this instance the role of the Project Sponsor and/or Project Steering Committee is extended six 

to nine months until the data confirms achievement of the Target Outcomes and the project is 
formally closed.  

In many cases, however, realisation of Project Outcomes will be incremental and not wholly 

achieved for months or even years (delayed Outcome Realisation).  This notionally extends the 

Project Sponsor and/or Project Steering CommitteeÄl k^lihglb[bebmr _hk ma^ ikhc^\m ehg` Z_m^k ma^ 

Project Outputs have been handed over.  In practical terms, this extension is not realistic or 
sensible, and a two stage approach to project closure should be adopted:  

¶ Closure Stage 1 Â when the Project Team disbands after the Project Outputs have been 

delivered to, and accepted by, the Business Owners, and 

¶ Closure Stage 2 Â when the Target Outcomes have been achieved. 

                                           
 

31
 Benchmarking and Best Practices primer 

www.gantthead.com/Gantthead/content/whitePapers/Benchmarking_and_Best_Practices_Primer.doc(Accessed April 2008) 
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In the first stage of closure, the Project Team is disbanded, which means the role of the Project 

Manager is fulfilled.  The Business Owner(s) is now accountable to the Project Sponsor(s) or their 

delegates, who may be an existing senior management committee in the agency, for reporting 
ikh`k^ll mhpZk]l Z\ab^o^f^gm h_ ma^ ikhc^\mÄl Target Outcomes.  

It is advisable to revise the business unitÄl k^e^oZgm i^k_hkfZg\^ f^Zlnk^l Zm mabl mbf^ Zl ma^l^ 

p^k^ nl^] mh ikhob]^ [Zl^ebg^ bg_hkfZmbhg _hk jnZgmb_b\Zmbhg h_ ma^ ikhc^\mÄl Target Outcomes.  

Given the business improvement delivered by the project, these measures will need to be revised 

to ensure the longer term business benefits are confirmed and tracked on an ongoing basis.  

Agency or divisional corporate or annual business plans will also require updating, reporting lines 

may require clarification and forward budget planning may need to be reassessed to 
accommodate any ongoing maintenance costs and staffing issues 

This situation requires an alternative governance model where the Project Sponsor nominates 

appropriate persons Â such as an existing senior or executive management committee Â to take 

responsibility for receiving Outcome Realisation progress reports from the Business Owner(s) 

until output maintenance is operationalised and reporting is subsumed into the standard business 

or corporate reporting procedures for the unit/agency.  In this case, the designated Business 

Owner(s) must formally accept responsibility for the ongoing monitoring and reporting of 

progress against the realisation of the Project Outcomes to the delegated person/committee (see 
Figure 11 below).   

Project Sponsor/Steering 

Committee 

[role may be delegated to 

existing management committee]

Business Owner

Generic Project Governance Model for delayed 

Outcome Realisation

Direct reporting relationship that may 

be managerial or contractual (or both)

 

Figure 11 Â Generic project governance  model for delayed Outcome Realisation  
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2.9 Tips from project managers: 

Practising Tasmanian State Service project managers and others have made the following 
observations: 

¶ A high-level Project Sponsor may initially imply that the project has high priority within 

the agency/organisation, but it may be difficult to engage them as they are very busy.  

The result may be that the project will not receive adequate support and advocacy in the 

long term.  

¶ >hgÄm ZepZrl k^er hg ma^ lZf^ ihhe h_ i^hie^ _hk Project Steering Committee 

membership Â many equally skilled and capable staff would thrive given the opportunity.  

¶ Different governance structures may be required for the project at different points.  

¶ Involve the Business Owner(s) early in the project planning.  Gaining their early 

commitment to the project will assist in defining and refining target measures that are 

meaningful in the operational environment.  It will also go a long way to ensuring they 

understand what level of organisational change is required to ensure appropriate output 

utilisation and that it is their responsibility to achieve such change. 

¶ An effective Project Team pbee Ÿphkd aZk]Ä Zg] ŸieZr aZk]Ä* bg\en]bg` ma^ Project Manager. 

¶ What each role is called is not as important as the who, what, when, why and how of 

the decisions. 
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Element 3  Outcome Realisation  

(including organisational change management ) 

This includes : 

3.1 What is Outcome Realisation? 

3.2 Planning for Outcome Realisation  

3.3 Organisational change management  

3.4 Outcome Realisation planning documents 

Terms used in this Guide can be found in the Appendix 1 Project Management Glossary. 

3.1 What is Outcome Realisation ? 

Once a project delivers its outputs to the Business Owner(s), these outputs must be utilised by 

the project customers in the intended way to enable the Project Outcomes to be realised.  This 

lmZ`^ h_ ma^ ikhc^\m bl k^_^kk^] mh Zl ŸInm\hf^ L^ZeblZmbhgÄ and specific planning and management 

is required for this to occur successfully. 

In the context of a project, planning for the achievement or realisation of the Project Outcomes 

also relates to planning for organisational change.  Projects are all about change and almost always 

involve people and relationships.  Information in this section is closely related to stakeholder 
engagement planning, which is detailed in Element 4 Â Stakeholder engagement. 

While organisational change management is a substantial discipline in its own right, it is closely 

linked to the discipline of project management.  In order for a projectÄl Target Outcomes to be 

achieved, Project Outcomes to be realised and longer term business benefits secured, 
organisational change is often required.  

3.2 Planning for Outcome Realisation  

John Smyrk, Sigma Management Science Pty Ltd
32

 refers to three factors that determine 

outcomes.  These factors are: 

¶ the quality (fitness-for-purpose) of the Project Outputs, 

¶ the predisposition of the project customers, and 

¶ the external influences.  

This means planning within the project for Outcome Realisation should consider: 

¶ output quality management Â how the project can exert control to ensure Project Outputs 

are fit-for-purpose and meet the defined business needs; 

                                           
 

32
 John Smyrk, Sigma Management Science http://sigmafield.com.au/sigma/  

http://sigmafield.com.au/sigma/
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¶ management of change during the project Â how the project can influence the 

predisposition of the project customers (eg to encourage stakeholder output utilisation); 

and 

¶ risk management planning Â how the project can implement mitigation actions to minimise 
the negative effects of any external influences. 

As described in Element 10 Â Project review and evaluation, some time after the Project Outputs 

have been delivered the project will be evaluated to assess the extent to which Target Outcomes 

were achieved.  Planning for Outcome Realisation should commence early in the project and the 
related documentation should ensure that: 

¶ the links between the Project Objectives, Project Outcomes, Target Outcomes, Project 

Outputs and stakeholders are confirmed; 

¶ the final phases of the project are managed in a satisfactory manner including output 

handover and acceptance by the Business Owners; 

¶ the success of the Project Outputs are assessed and corrective action performed if 

required; 

¶ the level of organisational change required for successful transition (ie to ensure 

appropriate utilisation of the Project Outputs in order to realise the Project Outcomes) is 

correctly planned and implemented; 

¶ the Business Owner(s) commit to managing and maintaining the outputs in a quality 

manner; 

¶ the long term output maintenance processes, responsibilities and costs are understood and 

accepted by the Business Owners; and 

¶ the projectÄl Target Outcomes are wholly achieved or achieved to a significant extent, 

prior to the Project Sponsor and/or Project Steering Committee formally closing the 
project. 

Depending on the scale and complexity of the project, this information may be captured in an 

Outcome Realisation Plan, Benefits Realisation Plan or presented separately in a combination of 
some or all of the following documents:  

¶ Handover Plan  

¶ Output Management Plan 

¶ Organisational Change Management (or Transition) Plan 

¶ Training Plan 

The development of these documents is explored more in Section 1, Part 8 Â Project management 

documentation. 

Business Owner(s) for each of the high-level Project Outputs must be identified as part of the 

INITIATE phase of a project and included within the project governance structures.  This 

information should be confirmed in the Project Business Plan and endorsed by the Project Sponsor 

and/or Project Steering Committee as soon as practicable.  The Business Owner(s) are 

responsible for ongoing management of the Project Outputs once delivered, the realisation of the 

outcomes from the use of these Project Outputs and subsequent flow of longer term benefits to 
the organisation.  Their ongoing responsibilities are detailed in the Outcome Realisation Plan. 
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It is important that the project provides the Business Owner(s) with information relating to any 

ongoing cost implications associated with output maintenance (including service requirements, 

warranties, licence renewals, annual contract fees or service level agreements) so forward budget 

planning estimates can be adjusted.  When planning for Outcome Realisation begins, there may 

need to be some negotiations to clarify which costs will be covered by the project and which are 
the responsibility of the business or agency into which the project is delivering its outputs.   

3.2.1 Measuring Outcome Realisation  

Measuring Outcome Realisation involves using agreed indicators (ie Project Outcomes and Target 

Outcomes) to confirm the achievement of the Project Objective.  Project Outcomes are the 

benefits or disbenefits that will be realised from the utilisation of the Project Outputs delivered by 

the project.  They should be plausibly connected to utilisation of the Project Outputs and where 

possible defined in measurable terms (eg improved, reduced, increased, maintained).  The Project 

Objective should be conceptually represented by the Project Outcomes and quantified by the 

measures proposed in the Target Outcomes; if the Target Outcomes are achieved then the 
Project Outcomes have been realised and the Project Objective(s) have been met. 

Each Project Outcome should have one specific Target Outcome as its quantifiable measure that 

can be used as evidence that the Project Objective has been achieved.  Larger projects will have 

more but it is not recommended to target more than about five for measurement.  Target 

Outcomes are usually developed during the initial scoping of the project, but can be specified 

during Outcome Realisation planning activities.  The Project Outcomes and Target Outcomes will 

k^jnbk^ k^ob^p ]nkbg` ma^ ikhc^\m mh ^glnk^ ma^r k^fZbg k^e^oZgm mh ma^ [nlbg^ll Zk^ZÄl lmkZm^`b\ 

agenda.  The measures must not be significantly subject to events beyond the control of the 
project and the data must be available in the short and long term.  

This information is captured in the approved Project Business Plan along with relevant 

performance indicators, measures to be used, baseline data, target levels, target dates and 

accountabilities.  Specification using SMART goals (specific, measurable, achievable, realistic and 
timeframed) is recommended.  This is demonstrated in Table 4 below. 

Target Outcome Performance 

Indicator 

Measure Baseline Target Level Target Date Accountability 

The measurable 

benefits that are 

sought from 

undertaking a 

project (ie what 

we want to 

achieve) 

A description of 

the type of 

change that will 

indicate 

performance 

towards the  

achievement of 

the Target 

Outcomes 

The actual 

mechanism for 

measuring the 

level of the 

performance 

indicator 

The current 

level of the 

performance 

indicator as at 

[date] 

The targeted 

level of 

performance (ie 

how success is 

defined 

The date by 

when the target 

levels are to be 

achieved 

Who is 

accountable for 

the achievement 

of the targeted 

outcomes and 

reports on the 

progress 

towards the 

target? 

Table  4 Â Sample Outcome Realisation data for  the  Project Business Plan 

The project should not be formally closed unless there is sufficient evidence for the Project 

Sponsor and/or Project Steering Committee to agree that the Target Outcomes have been 

achieved, or progress is evident.  For many projects, evidence that the Target Outcomes have 

been achieved is available before formal project closure and an assessment of Outcome 
Realisation is possible.   
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For many larger projects, where the realisation of outcomes is an iterative process that occurs 

over time, a two-stage approach to closure is recommended.  Where formal closure is deferred 

until evidence of Outcome Realisation is available, it is strongly recommended that the Project 

Sponsor and/or Project Steering Committee reconvene at an agreed appropriate time after the 

first stage of project closure to sign-off on evidence indicating progress towards Outcome 

Realisation and securing of the business benefits.  This recommendation assumes that the high-
level Business Owner is represented on the Project Steering Committee.   

3.2.2 Defining Roles and Responsibilities  for Outcome Realisation  

Business Owners 

At least one Business Owner must be identified for every project no matter what the size of the 

project.  In smaller projects this will often be the same person as the Project Sponsor.  

Depending on the nature of the Project Outputs, a collaborative model of ownership may be 

required that separates responsibility for the infrastructure component of the output (ie the 

ŸIi^kZmbhgZeÄ <nlbg^ll Iwner) from responsibility for the policy component of the output (ie the 

ŸSubstantiveÄ <nlbg^ll Ipg^k h_ specific expertise and/or authoritative content or processes).  

The two levels of ownership are interdependent as both are required to ensure the operation of 

the Project Output reflects relevant policy and practice and its longer term management is 
sustainable. 

The Business Owner(s) has ultimate accountability for ensuring that the Outcome Realisation Plan 

is developed and implemented.  Often, in reality, the initial draft will be prepared by the Project 

Manager in consultation with the Business Owner and Project Sponsor.  The Business Owner also 

monitors the progress and effectiveness of the plan, as they will ultimately reap the rewards of a 

successful project once the Project Outcomes are realised.  

The Business Owner is responsible for reporting progress against Outcome Realisation after 

formal project closure.  Formal project closure occurs when the Project Sponsor and/or Project 

Steering Committee can be satisfied that the Target Outcomes have been achieved.  The 

Business Owner is also responsible for budgeting for both the organisational changes required to 

ensure the outputs are appropriately utilised and the ongoing maintenance once the Project 
Outputs are delivered. 

At times Project Sponsors and/or Project Steering Committees might request ongoing status 

reporting during the project implementation phase, not only from the Project Manager but also 
the Business Owner in relation to progress against outcome realisation. 

Project Sponsor and/or Project Steering Committee  

The Project Sponsor and/or Project Steering Committee is responsible for ensuring an Outcome 

Realisation Plan is developed and for subsequently endorsing it.  They are also responsible for 

ensuring an effective Project Business Plan Â that will form the benchmark for the development of 

the Outcome Realisation Plan Â is in place throughout the life of the project.  Without a fully 

developed Project Business Plan which clearly specifies the Project Objective(s), Project 

Outcomes, Target Outcomes and measures, it becomes very difficult to develop a meaningful 

Outcome Realisation Plan.  In the absence of an endorsed robust Project Business Plan, the 

development of a detailed Outcome Realisation Plan for endorsement can be seen as a remedial 
measure. 
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Project Manager 

The Project Manager is responsible for: 

¶ ensuring the project scope adequately details the planned Project Outcomes, Target 

Outcomes and performance measures; 

¶ ensuring the customers who will use the outputs are identified and that it is clear how the 

Project Outputs will be used to generate the Project Outcomes; 

¶ ensuring there are fitness-for-purpose criteria for the planned Project Outputs in relation 

to achievement of the Target Outcomes; 

¶ continual monitoring of the project to identify any changes to the scope that will affect the 

final Project Outputs delivered and to quantify any likely impact on the proposed Project 

Outcomes, Target Outcomes and Project Objective; and 

¶ ensuring that the Business Owner(s) has assistance to develop the initial Outcome 

Realisation Plan. 

While the Project ManagerÄs responsibilities are completed after the Project Outputs are 

delivered and accepted, it is advisable to make sure that planning for how the Project Outputs 

are managed (and who will be responsible for coordinating the transition and operationalisation 
process) is carried out much earlier than when output delivery occurs. 

Project Team members 

The other Project Team members can assist with the development of the Outcome Realisation 

Plan, particularly if they are the people who will be involved in the management of the Project 
Outputs once the project closes. 

Project Stakeholders 

Project Stakeholders must have input into the Outcome Realisation Plan, especially if they are 
members of the business unit/agency that will be affected by the changes. 

3.3 Organisationa l change management   

Organisational change management is about managing the realignment of an agency/organisation 

to meet the changing demands of its business environment as the Project Outcomes are realised.  

It is a continuous process Â a program, not a single event Â and includes managing changes to the 

organisational culture including people, business processes, physical environment, job 
design/responsibilities, staff skills and knowledge, as well as policies and procedures. 

3.3.1 Clarification of terms  

It is easy to confuse organisational change management pbma ma^ m^kf Ÿ\aZg`^ fZgZ`^f^gmÄ.  

Management of organisational change is sometimes referred to as change management, a term 

that can cause confusion in project management circles because it has other possible 
interpretations, for example: 

¶ In projects, it can refer to the formal method of managing requests for change that may 

affect the scope of the project. 

¶ Cg ikhc^\ml pbma Zg CN lrlm^fl \hfihg^gm* Ÿ\aZg`^ fZgZ`^f^gmÄ k^_^kl mh li^\bZebl^] 

procedures for managing technical change. 
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¶ In re-^g`bg^^kbg` ikhc^\ml* Ÿ\aZg`^ fZgZ`^f^gmÄ \Zg bfier k^ieZ\^f^gm h_ ma^ \nkk^gm 
managers. 

3.3.2 Planning for organisational change  

Successful organisational change is essential for Outcome Realisation; change of some kind must 

occur in order for Project Outcomes to be realised by the agency/organisation.  In this context, 

planning to achieve Project Outcomes relates to planning for organisational change to prepare 

the business areas for the new operational environment that will exist when the Project Team 
has handed over the Project Outputs, the team has been disbanded and/or the project is closed. 

While changes are often monitored during project implementation, in the past not enough 

attention has been paid to managing organisational change once the project is closed.  For 

changes to be effective and the full benefits achieved on an ongoing basis, it is important to plan 
for and manage organisational change Â both before, during and after the project. 

Very few projects are carried out in isolation in an agency, organisation or business unit.  Overall 

strategic direction for the management of change within the agency/organisation may have been 

established already and articulated in relevant corporate/strategic plans or similar documents.  

These documents should be consulted to align the Project Objective with the organisational 

strategic agenda.  For Tasmanian Government projects the relationship to government strategies 
must also be considered.  

Organisational change management associated with the project should be considered in the light 

of the overall approach to organisational change within the agency/organisation and the extent to 

which the project is involved in bringing about change.  It is the responsibility of the Business 

Owner(s) to make sure these linkages are made.  Additional resources with specific knowledge 

and skills may be required to ensure this phase of the project is successful (eg communication 
officer, training and development officer).  

The main elements of organisational change that the project will need to plan for are: 

¶ transition planning, 

¶ communication planning, and 

¶ training planning. 

These elements are supported by key activities, such as: 

¶ identifying change agents from within the organisation to support the change, 

¶ building and maintaining effective project sponsorship, 

¶ acknowledging and managing resistance, 

¶ using collaborative approaches, 

¶ executing a staged implementation, and 

¶ monitoring and evaluating. 

3.3.3 Transition planning  

When projects involve business process changes, there should be a plan to move from existing 
business processes to adopting new business processes.  Nabl bl dghpg Zl ŸmkZglbmbhg ieZggbg`Ä, 

Transition planning involves planning for the new, post-project environment in consultation with 
the Business Owner(s).  It can be achieved by seeking the answers to the following questions: 
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¶ What is the current situation?  

¶ How will the project change it?  

¶ How will the business unit/agency move from the current situation to the new situation 

(transition arrangements)? 

¶ What are the costs and resource requirements of the transitional arrangements (if any)? 

 

Figure 12 Â Transition from current to new business processes  

To assist in identifying the effect that projects will have on people and business processes, it is 

necessary to examine these processes (pre-project) within the agency/organisation, in relation to 

the areas outlined in Figure 12 above.  This activity often reveals useful information that can be 

quantified in ma^ ikhc^\mÄl Target Outcomes (eg baseline data and/or performance indicators).  
Planning describes how the transition to the new business process will occur. 

Transition is achieved by comparing the current business process with a basic understanding of 

what will change in the new business process.  For example, does the project deliver a new tool 

(eg an IT application) or a restructured organisation or modified policies/procedures?  An option 

is for the project to get involved in the planning processes of the agency/organisations that will be 

impacted by the project.  This should ensure that execution of the project, utilisation of the 

Project Outputs and realisation of outcomes from the project is incorporated in the receiving 
agency/organisationÄl _hkpZk] ieZgl, 

Transition planning should consider the following: 

¶ organisational culture, including most importantly, people;  

¶ physical environment; 

¶ organisational structure; 

¶ job design/responsibilities; 

¶ required skills and knowledge; 

¶ policies and procedures, which need revising or developing; and 

¶ workflow/processes. 
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The current situation should be described, the new situation predicted and transition activities 

related to each of the above areas identified.  The most important aspect of transition planning is 

planning for the effect on people and how they will be positively engaged with the change.  This 

planning can be captured in the Outcome Realisation Plan or documented separately as an 

Organisational Change Management (or Transition) Plan.  Transition is the most complex aspect of 
organisational change as it impacts upon changing how people do their jobs. 

The extent of the changes will become clearer as the project progresses.  Project INITIATE 

activities aimed at implementing significant business changes Â particularly in the case of large 

and/or complex projects or programs of projects Â increasingly involve the use of business 

analysis and business process mapping techniques and tools to capture the existing business 

processes before determining what has to change.  Processes and rules should be linked to stated 
government policy or legislation to ensure they have a sound basis.  

3.3.4 Communication planning  

During the process of organisational change, people may experience high levels of confusion and 

uncertainty as they move through a transition stage before the change is fully implemented.  To 

minimise this confusion and uncertainty, the most important aspect in successfully managing any 
organisational change is communication.   

For projects, good communication requires thorough planning, ongoing monitoring, regular fine-

tuning and evaluation.  The first challenges are to determine who to communicate with and what 

the messages are to be.  A thorough stakeholder engagement analysis should identify and classify 

the Project Stakeholders, analyse their influence on the project, and define the approach to 

managing their influence and impact (positive and negative), including winning their support where 

possible.  Once the stakeholders are identified, it is possible to define the target audiences, key 

messages, communication mechanisms and tools, responsibilities and how feedback will be 
provided by the stakeholders and dealt with by the project.   

The depth and breadth of the information required will vary depending on the size and 

complexity of the project.  For smaller projects the approach to stakeholder engagement and 

project communications would be detailed in the Project Business Plan.  For larger projects the 
approach could be detailed in a combination of some or all the following documents:  

¶ Stakeholder Engagement Plan  

¶ Project Communication Strategy and Action Plan  

¶ Marketing Plan (to promote or market specific Project Outputs) 

Communication is explored more in Element 4 Â Stakeholder engagement. 

Change management strategies that overlap with project communication strategies include:  

¶ identifying change agents as leaders for the change (ie project champions), and 

¶ identifying people who may be unwilling to accept or support the changes (ie project 
opponents) and undertaking analysis to understand their motivations. 

For projects involving change that impacts the community, widely promoted support from 

community leaders or influential members will lend the project authority and build wider support.  

Na^ oZen^ h_ Z \hglblm^gm Zg] \e^Zk f^llZ`^ ]^ebo^k^] Ÿ_khf ma^ mhiÄ hg Z k^`neZk [Zlbl lahne] ghm 

be underestimated.  This is especially the case for larger, more complex or cross-government 
projects.   
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In managing organisational change, it is as important to communicate internally as it is externally. 

Regardlell h_ pa^ma^k Z ikhc^\m bl Ÿin[eb\ _Z\bg`Ä hk Ÿ`ho^kgf^gm _Z\bg`Ä Şhk [hma'* it is absolutely 

crucial that all Project Stakeholders sense the project has the open support of senior 

management.  Research cites high-level executive leadership and championship for the change 
before, during and after the project as the key factor in determining success.   

A ikhc^\mÄl d^r f^llZ`^l should correlate with and reinforce the agency and whole-of-
government messages.  Consistency with national program messages may also be relevant. 

The Project Communication Strategy and Action Plan developed for the project can form the basis 

for the ongoing communications used by the agency/organisation after project closure.  While a 

Project Communication Strategy and Action Plan for larger projects should be developed separately, 

the decision to utilise it for ongoing communications should be documented in the Outcome 

Realisation Plan.  

In larger projects, one of the roles of the Project Manager is to plan the Project Communication 

Strategy and Action Plan, as well as a Marketing Strategy intended to promote specific Project 

Outputs, within the context of the overall agency communication strategy.  These documents 
should be developed in collaboration with the agency communications manager.  

The Tasmanian Government has developed a Whole-of-Government Communications Policy and 

Tool Kit, which can be found www.communications.tas.gov.au.  This provides detailed information, 
templates and tools in this area. 

3.3.5 Training planning  

To ensure that planned changes affecting business processes are successful, a Training Strategy 
should be developed.  This should identify: 

¶ which groups or individuals require training; 

¶ what the training requirements are; 

¶ how, where and when the training will be delivered; and 

¶ who will deliver the training. 

While a conscious decision may have been made for the project budget to cover the initial 

training activities, the Business Owner(s) should plan to include the ongoing training requirements 

for new staff within their annual operational budgets and as part of the organisational change 

management activities.  The Business Owner(s) also may be prepared to fund training that falls 
outside of the scope of the project but is related to the change initiative. 

A Training Plan template is available as an appendix to the Outcome Realisation Plan template and 
guide available at www.egovernment.tas.gov.au. 

3.4 Outcome Realisation planning document s 

An Outcome Realisation Plan captures the results of planning for the organisational change that 

arises from a project.  This plan should become the management document for the Business 

Owner(s) of the project, in the same way that the Project Business Plan is the management 

document for the Project Sponsor and/or Project Steering Committee.  In larger projects relevant 

sections of the Outcome Realisation Plan may be incorporated into the agency/organisationÄl 
ongoing corporate or operational business plan after project closure. 

http://www.communications.tas.gov.au/
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The work involved in initial planning and ongoing review is often seriously underestimated or 

allocated insufficient time due to political or organisational pressures.  Sufficient resources must be 

allocated to ensure appropriate and effective Outcome Realisation planning linked with 

organisational change management in terms of budget, staffing, time and skills.  This should be 

considered in the INITIATE phase as well as at frequent intervals throughout the life of the 

project and maintained for a period after project closure (especially where the realisation of 
Target Outcomes will occur over time). 

The Outcome Realisation Plan is developed iteratively as the project progresses to provide the link 

between the Project Outputs delivered by the Project Team and the realisation of the Project 
Outcomes.  The document captures: 

¶ planning for monitoring Outcome Realisation, and 

¶ agreed plans for managing organisational change brought about by project implementation.  

The Outcome Realisation Plan should be formally signed off by the Project Sponsor and Business 

Owner(s), and should be updated on a regular basis to reflect any changes agreed to either 

during the project or after project implementation.  The document should include plans for the 

budget and expected expenditure for the implementation phase of the project and where 

additional resources are required.  Detailed negotiation between the Project Sponsor and 
Business Owner(s) may be required to reach agreement. 

An Outcome Realisation Plan is not necessary for many smaller projects.  Instead, an agreed 

implementation and management plan can be included in the Project Business Plan or the Project 

Review and Closure Report.  Procedures should be in place for the ongoing management of the 

Project Outputs and there should be confirmation that the agreed Project Outcomes have been 

realised before the project closes. 

When a project involves new business systems and procedures, it is important to identify the 

maintenance requirements for the Project Outputs (for example, the service requirements of 

equipment, applications, infrastructure or buildings, the administration and support for a system) 

and confirm them with the responsible Business Owner(s).  Issues that need to be resolved 

include determining who will be responsible for maintenance and upgrades (which may require 

the development and negotiation of specific maintenance contracts or service level agreements), 

the processes that will need to be put in place to ensure that maintenance occurs on a regular 

basis and appropriate records management procedures.  Depending on the nature of the Project 

Outputs, this detail can be captured in the Outcome Realisation Plan or separately in a Handover 

Plan and an Output Management Plan.   

The Business Owner(s) should ensure that the impact of the project on ongoing services and 

budget requirements is identified so that any maintenance costs, licence renewals or annual 
contract fees are included in their annual operational budgets. 



Section 2 

The 11 Key Elements of project management Stakeholder engagement 
 

Tasmanian Government Project Management Guidelines V7.0 Page 72 

Element 4  Stakeholder engagement  

This in cludes: 

4.1 What is stakeholder engagement? 

4.2 Classifying stakeholders 

4.3 Stakeholder analysis 

4.4 Communication strategies  

4.5 Managing stakeholder expectations 

4.6 The role of the Project Sponsor and champions in engaging stakeholders  

4.7 Maintaining stakeholder commitment 

4.8 Communicating with project opponents 

4.9 The difference between communication and marketing 

4.10 Tips from project managers 

Terms used in this Guide can be found in the Appendix 1 Project Management Glossary. 

4.1 What is stakeholder engagement?  

Project Stakeholders are those who aZo^ Z ŸlmZd^Ä Şbgo^lmf^gm* bgoheo^f^gm* \hg\^kg* bgm^k^lm' bg 

the success of the project.  They are individuals or organisations who have interests that are 

positively or negatively impacted by the project, or who can positively or negatively impact the 

interests of the project processes, outputs or outcomes.   

Project success depends in part on: 

¶ maintaining the commitment and confidence of those providing resources; 

¶ gaining the agreement of those who will utilise the Project Outputs; and/or 

¶ responding appropriately to the people and groups who are impacted by (or who can 
impact the interests of) the project.   

The potential stakeholder community surrounding a project can be difficult to identify because: 

¶ they may be large, diffuse and amorphous; and/or 

¶ the interests of stakeholders are usually varied. 
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Stakeholder engagement is the process of identifying key stakeholders, analysing their influence on 

the project, and managing their influence and impact Â including winning their support where 

possible.  Stakeholders can be defined as key or non-key for the purpose of planning engagement 
strategies: 

¶ Key stakeholders are those individuals or groups whose interest in the project must be 

recognised if the project is to be successful Â in particular those stakeholders who will be 

positively or negatively affected during the project or on successful completion of the 

project. 

¶ Non-key stakeholders are those individuals or groups identified as having a stake in the 
project but pah ]hgÄm g^\^llZkber bg_en^g\^ bml hnm\hf^, 

To keep everyone engaged for the duration of the project, it is important to develop an 
understanding of the values and issues that stakeholders have and address them.   

Figure 13 below summarises the stakeholder engagement process. 
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Figure 13 Â Stakeholder engagement process  

4.2 Classifying stakeholders  

Classifying key stakeholders into groups according to their interest in or influence on a project is a 
useful tool and allows engagement strategies for like groups to be developed and implemented.   

There are generic stakeholder classes within government projects that are a useful starting point 

for analysis.  This is a useful way to broaden the thinking from the immediately obvious 
lmZd^ahe]^kl Zg] `Zbg Z pb]^k ib\mnk^ h_ ma^ ikhc^\mÄl bfiZ\m, 
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