
	Project Brief Template


Purpose of a Project Brief
A Project Brief captures the 'proposal' for a change so that any further work, initiation, is carried out using as full and firm foundation as possible.
Project Briefs capture the 'mandate' from the project's customer (corporate or programme management organisation) and add to it to clarify:

· What the project is ‘about’ (Project Definition), 
· Why it should be undertaken (Outline Business Case), 
· What is expected as the output from the project at closure (Project Product Description), 
· What the general solution will be used to deliver (Approach), 
· Who is to be involved (Project team structure and Role descriptions)
It should be simple (hence 'Brief') but clear and accurate so the project decision maker (Project Board Executive, Sponsor, those representing the project customer's business interest) can determine if this proposal forms the basis of a 'viable and worthwhile project'. If the Brief is acceptable a formal project can be started with the aim of developing strategies, plans and arrangements for delivery (Initiation).
In essence a Project Brief starts the journey for a project by trying to capture something about the important six aspects we wish to control: Costs, Timescales, Quality, Scope, Risk, Benefits.  An agreed Project Brief ensures that the project has a commonly understood and well-defined start point.
At a glance
	WHO CREATES?
	Project Manager, Project Customer (Programme, PMO)

	AUTHORISES?
	Project decision maker (Project Board Executive, Sponsor, those representing the project customer's business interest):

Prior to Initiation

	WHO UPDATES?
	Project Manager role during Pre-project (Starting-up) work; 

	HOW IS IT MAINTAINED?
	A Project Brief should be treated as a Baseline management product

Pre-project (Starting-up) - created from mandate and other inputs

Initiating - refined during PID development

Delivery - not maintained; contents are transcribed into PID

	WHAT SOURCES ARE USED?
	Management Products:

· project mandate
· Project Product Description
· Lessons Log
	Key Project roles:

· Decision maker (Executive, Sponsor)

· Corporate/Programme
· Project Board

· Target Operations/maintenance organisation

· (Potential) suppliers


GOOD PRACTICE TIPS - 

· Project Briefs may either be developed from limited or almost no 'mandate' information (e.g. as a  reaction to a growing operational problem, or 'evolution' of smaller or less significant changes being undertaken as operational tasks), or be provided almost complete by a corporate or programme organisation. In either case the work of the Pre-project activities, and a key Project Manager and Project Board Executive responsibility, is to assemble and validate what is provided.

· Development of a Project Brief to the point of being appropriately formed so as to present to formal Project Board scrutiny should include involvement of ALL key stakeholders and not just the Project Board - and this involvement is likely to be iterative and parallel with outline Business Case development. 

· Project Brief development should be considered as 'research' - but note that as there is no formal project yet approved, there are also no constraints on the resources, time and cost expended. There is a danger that 'research' continues unchecked, at great expense, trying to create the 'perfect' project proposal but never quite getting there! So, it's a balance between the organisation investing enough effort and resource to produce a reasonable proposal but without trying to do all of the detailed planning effort.
· Anyone can generate a project mandate, and anyone can write a Project Brief - what matters is that the Brief is in a form and of a quality that will get 'noticed' and 'sanctioned' by the part of the organisation that makes commitments of a project nature. So, you don’t need to  look for a formal project 'process' in your organisation to 'receive' draft project Briefs - just look out for the normal organisation structures (like line-management reporting) that allows ideas to be proposed.

· Project Briefs can be in any format or presentational style that works for you or your organisation - a formal structured document, a 'white paper', an e-mail, the minutes or notes from discussion with a team or group of customers - all of these could act as a form of Project Brief - it all depends on what 'works' in your situation. Just remember that the final form of your Project Brief must 'work' for the intended audience and that's the decision maker for authorising this project!
Project definition
Explaining what the project needs to achieve. It should include:
Background
Current status of the project - for example what lead to the proposal, and any preparation work already carried out - for example, earlier studies, programme or business planning activity

Project Objectives
State the objectives of the project in terms of goals, typically: time, cost, quality, scope, risk and benefit

Desired Outcomes
An Outcome is “...The result of change, normally affecting real-world behaviour and/or circumstances. Outcomes are desired when a change is conceived. They are achieved as a result of the activities undertaken to effect the change.”
Describe the desired result of the change brought about by the project; this is normally the real-world change in behaviour and/or circumstances.

Project scope and exclusions
A clear statement of what is included and excluded within the 'work' of the project. This should reflect the sum total of the projects products and might be stated in terms of high-level deliverables and associated 'activity'.
Constraints and assumptions
State any limitations or restrictions that the project is bound by (constraints) and any assumptions taken as being true for the purpose of later planning.
Project tolerance
Tolerance is “…The permissible deviation above and below a plan’s target for time and cost without escalating the deviation to the next level of management. There may also be tolerance levels for quality, scope, benefit and risk.
Any 'allowable deviation' around any targets on cost, time, scope, quality, risk and benefit known and accepted at this time.
User(s) and any other known interested parties
List (and if possible describe) the project stakeholders and identify those that are Users (those who will operate or use one or more of the project's products; operate, maintain or support them; or be impacted by them).
Interfaces
State what this project will 'link' with - this is usually in the sense of the project's products working with (interfacing to) those of another project, programme or operational organisation.
GOOD PRACTICE TIPS – for Project Definition
· Background - state the 'reasons' for the project, not the solution - set the context for doing the project. Has a strong link with the Reasons element of the Business Case
· Project objectives - construct these using SMART principles - make sure that the objective statement(s) are Specific, Measureable, Achievable, Realistic and Time-bounded. They should clearly state what is to be done (project products and outputs), when it will be done by (project timescales), what this will achieve (benefits expected) and that it can be done (technically possible) and is desirable (willingness, meets mission, resources are available). 
· Development of Project objectives, together with outline Business Case and Project Product Description creation, is often best tackled by using a facilitated workshop or similar event involving likely stakeholders and especially those representing the project User(s).

· Desired outcomes - describes what real-world effect we should see after the project closes - for example: “faster response to service requests”, “new product being sold across the country in volume”, “reduced operating cost of the xxx service with same volume of users”, “business operating normally at new premises”. Describing outcomes seems to duplicate what was covered under Project objectives - good practice suggests that describing outcomes separately forces a 'validation' of them against the objectives and this ensures sure that the objectives are likely to support what is actually is desired.
· Project scope and exclusions - being clear about what the project is 'responsible for' and 'not responsible for' is a pre-requisite for production of good plans. Early definition of Scope/Exclusions gains clarity:
· For User stakeholders, they know whether they are impacted or not

· For Sponsoring stakeholders, they will know if the work of the project supports their needs

· For funding (resource providing) stakeholders, they will know what work their investment is supporting

· Governance stakeholders, they will know in what way the project's work needs to be controlled to comply with or conform to policy, standards, rules and statutes
· Supplier stakeholders, will understand the general nature of their 'technical' delivery work

· Project team stakeholders, can determine such things as:  type/level of risk associated with the work, likely 'phases' or sequence of work, connections or disconnections between different scope elements, best approach for doing this (insource/outsource project resources, make/buy project products, formal/informal management etc.)

· Project Constraints and Assumptions – 
Constraints are statements of fact that should be taken as limiting or restricting the project in some way. Think of constraints as a ‘jail’ within which the project is imprisoned. A prisoner in a real jail ‘cell’ is restricted – if the cell was not there they would be free to do what they wanted. This is the case with project constraints – they limit what the project would ‘naturally’ do if it had the freedom.
Getting stakeholders to state Constraints is a useful activity as it confirms what is limited or possible and therefore improves the effectiveness of later planning activities by restricting the scope or reach. Another way of putting this – Constraints limits the expectations stakeholders may have assumed for the project.

Some illustrations of common types of constraints:
	Constraint type
	Example value; how used

	Budget
	Maximum/minimum amount of money if project needs to spend, or numbers of staff/headcount if project resource is human. This is NOT the project budget but a statement of what the maximum or minimum budget can be – later planning activities will establish the confident forecast budget which can then be compared against the constraint. Sources for a Budget Constraint might be the Customer organisation’s available resource(e.g. whole or part of a function, department or divisional operational budget) that it is prepared to commit. Might be translated into formal Acceptance Criteria.

	Rate of use of budget
	The maximum/minimum amount of money to be spent in a time period - a profile or schedule of limiting spend; or if the project resource is human then the number of simultaneous staff/headcount resources to be used at any time. If the constraint is a maximum then it might reflect the organisations capacity limits and this will help the planner achieve a realistic plan schedule. If the constraint is a minimum then it may reflect the organisation’s need to keep expensive resources optimally occupied.

	Time of delivery (or timing)
	A stated desire to meet a deadline or series of milestones. Useful to understand this if there are strategic or programme interfaces or governance requirements based around time. Might be translated into formal Acceptance Criteria.

	Confidentiality
	Release of information or actual deliverables may need to be restricted to particular individuals, groups or organisations. This may also change over time so that a constraint could be a ‘schedule’ of information/product release over time. This is useful to the Project Manager when planning activities related to product creation and Communications Strategy

	Stakeholder engagement
	Some projects may require minimum involvement of individuals, entities in relation to communications policy or statute. A constraint could be the minimum involvement of particular stakeholders – useful for the Project Manager when constructing the Communications Management Strategy and consequent planning of communications activities.

	Meeting standards, policy, law, statute
	Any minimum meeting of a standard or ‘rule’ may be considered a constraint. More usually these are captured as part of Customer’s Quality Expectations and development of Quality Management Strategy – but stated early in the development of a project definition ensures that these are not ‘lost’


Assumptions are statements taken as fact for the purposes of planning (or defining a project) but which could change later and which are significant enough to cause considerable effort in re-planning if they do change.
Working with project stakeholders early to state or confirm their Assumptions is very powerful – think of this, as a stakeholder any Assumption I state is an expectation – if it can be stated then it can be constructively challenged either to confirm that the expectation will be met (by a deliverable, quality/acceptance criterion or benefit claimed) or that it is a Risk if not. So, stating Assumptions early is a really good way to surface uncertainty and Risks for a project without the formality and potential negative psychological effect of asking individuals for ‘what risks do you see?’

Some illustrations of common types of constraints:

	Constraint type
	Example value; how used

	Costs
	The basis for costing, for example: estimating methods or formulae used, the use of suppliers quoted values for work, inflation, interest rates used in planning estimates. Estimated budget/time for project management activities (e.g. Planning cycles, risk reviews, reporting during stages/at end etc.)

Examples:

· Staff costs are assumed to be £250/full day (8 hours)
· The suppliers quotes are assumed to hold for the duration of the project +  5% contingency

· Interest rates used for funding loans is 3.5%

· No account of inflation has been made in the cost estimates

· Stage planning effort time is assumed to be 2 weeks elapsed/30 hours effort

	Resource and effort
	Availability and capacity of resources expected to be involved during the project. Rates of work assumed for human resources. 

Examples:

· Internal resources are assumed to be available as scheduled in the Project/Stage plan (no allowance has been made for sickness, training or other statutory time off)

· Any internal resource scheduled is assumed to be 70% productive

· External supplier resources work only between 8am and 6pm GMT

	Decision making efficiency
	The elapsed time for project decisions to be made (e.g. Project Board approvals, Product approvals, Issue handling and Change Requests). 

Examples:

· all Board approvals are assumed to be made within 2 working days of request

· Change requests will be resolved in 3 working days maximum.

	Prerequisites and/or dependencies
	Statements of what will be in place to support the project are useful, as are things that the project might need as inputs (products) during its work.
Examples: 
· Prerequisite – project assumes that the new re-organised structure ‘A’ will be agreed by the corporate board
· dependency – the prototype module ‘X’ will be signed off by the Technical Strategy group before the project needs it

Prerequisites and Dependencies are more formally captured in respective plans (Project, Stage or Team level) – but earlu in a project’s definition the Assumptions heading of a Project Brief may be the only sensible place to capture these initially.


· Project tolerances – for a Project Brief any targets for project performance (the 6 aspects of time, cost, quality, scope, risk and benefit) are known at low values of confidence. Confidence in any tolerance will increase through cycles of planning (during Initiating expressed in the Project Plan, and for each stage expressed in relevant Stage and team Plans[if used]). Any tolerances stated here reflect the project Customer’s current view on allowable deviation – probably provided by the corporate or programme management who are thinking of sanctioning this project. It is useful to capture these and for the project manager to compare consistency and cohesion with such things as; the Acceptance Criteria captured in the Project Product Description, Constraint and Assumption statements.
· User(s) and any other known interested parties – treat this as early ‘stakeholder analysis’ for the project. Capture the views of the project Customer with regards to who they see as project ‘Users’, ‘Suppliers’ and general stakeholders. Use stakeholder analysis techniques and tools e.g. stakeholder maps, influence/interest matrices, stakeholder profiles to understand the position, needs and involvement of various interested parties. Early work here will help confirm the objectives, scope and work of the proposed project – for example, who are recipients of benefits, who will be impacted by outputs, who needs to be involved with their input for product descriptions/quality criteria, who are governance bodies, who needs to be informed (to maintain their support or discharge statute or policy). Early work here will enable the appropriate people and bodies to be engaged during the Intiaitoin stage if it is approved.
· Interfaces – projects operate in a wider context, the corporate body or programme commissioning them, the pre-existing ‘business as usual’ functions that may be affected by or have to work with the project’s results. Simply put the interfaces part of project definition describes how the ‘work’ of the project needs to ‘link’ with the work, entities, organisations and people in this wider context. It is best to think of interfaces as being of two types: those that must maintained during development of project products (in delivery stages) and those that must be built to link to operations or maintenance entities after the project closes (with its outputs).
· Development Interfaces to be maintained during delivery – these are usually human entities (individuals or organisations) who MUST be involved for their input during the delivery stages. For example: a Marketing Department specialist might be a development interface in a project that includes development of an advertising campaign – the project would need the Marketing Specialist’s knowledge and guidance to help specify the detailed design of advertising materials (e.g. newspaper and poster advertisements, text and graphics quality within these).

· Operations and maintenance interfaces during delivery – this is identification of specialist products with which this project’s outputs have to work during operational life. So, in effect these are any products which exist (or will exist eventually) and are outside the scope of this project but will need to work with products developed during this project. These may be products produced by another business as usual unit, project or a programme. For example: in a project which includes development of new business reports from a modified business IT application and operational interface might be the existing document management system into which the reports will be deposited. Another example: a project including the recruitment of new staff would have to consider the ‘maintenance’ of these staff by an operational management structure once the project had closed.
Identification of interfaces early in the project clarifies other project ‘facts’, for instance. Interfaces expressed might be used to verify or identify: real scope of project, user and operational stakeholders, risks (if the interfaces are not maintained or delivered), resourcing needs (for development types), and benefit realisation effort (for operations and maintenance types)

Outline Business Case
Reasons why the project is needed and the business option selected. Will be used to develop a detailed Business Case in the PID. 
GOOD PRACTICE TIPS - 

· For a project which has no prior research or investigation this would be the simplest description justifying why the project should be executed. The Project Executive should be able to articulate this as they represent the project’s Customer. The project mandate (i.e. what ever the original corporate or programme ‘trigger’ was) is the primary source.

· For a project which is part of a pre-existing programme this could be a fully approved Business Case prepared by the programme. In this case the programme created Business Case is in effect the project mandate for this potential project – the rest of the Project Brief adds to it by describing how the Business Case could be met.

· if the outline Business Case is simple (maybe just a paragraph or two) it should at least state the outcome and/or area of benefits that are expected – these may not be measurable but should indicate the types of benefits the project is to focus on, the later work of Initiating will turn these into confident, measureable and achievable benefits. Obviously the outline Business Case statements should link to the strategic objectives of the Customer or the Vision of the programme that is commissioning it.

Project Product Description
A high-level definition of what the project must deliver in order to gain acceptance (i.e. that which would be deemed a delivery 'success' at the point of project closure).
Refer to the Project Product Description template
Project Approach
A description of the way the work of the project is to be approached to deliver the project product for the chosen business option. 
GOOD PRACTICE TIPS - 

· Given that the purpose of a project initiative is to help and organisation realise benefits by delivering appropriate products it follows that there will always be more than 1 way of delivering those products. For example: if benefits are sought to increase competitiveness through enhanced customer service by reducing the time of delivery for a manufactured consumer product from 5 days to 1-2 days then the different approaches considered could be: buy more delivery vans, increase hours of working of existing delivery vans, outsource delivery to express courier partner etc. Each of these different approaches, if run as a project, would have different scope, activities, resource needs and consequent cost/time/risk therefore the project plan for each would have very different content. But a project can only work with one plan, so the Project Approach selected determines what the project planners will build the plan for.
· Do not confuse project Approach with Business Options (part of the Business Case) which are definitions of different outcomes/benefits expected (See Business Case template)

Project management team structure
A description of the project roles needed for this project, the appointments recommended and the relationships between them - commonly a chart or graphical format
GOOD PRACTICE TIPS - 

· Identification of the appointments made in this project so far and the potential appointments to be made should the project be authorised into Initiation (and possibly beyond).
· The structure should be clear about the individual/entity, their role and the hierarchical delegation above and below each position

· Not all appointments must be made in a project Brief as some may not be known until the work of Initiation or individual stage plans has been undertaken – it can be an evoilving team structure but it must always clearly state the key roles of Project Executive and Project Manager

Role Descriptions
The set of specific responsibilities for the project roles covered in the Project team structure. Clarifies what each individual will be responsible for during Pre-project and beyond.
GOOD PRACTICE TIPS - 

· The description of ‘duties’ each project team member is expected to discharge – it’s similar to a Job description for an employed role but obviously just temporarily.
· Ensure that appointees are aware of and sign-up to their responsibilities.

· Use pre-existing standard project team role descriptions from a library to save time.

· Modify standard role descriptions for specific duties relevant to this project

· Ensure that these role descriptions and the individuals agreement to them are covered by existing policy or statute where appropriate (e.g. employment law, procurement or contract law, internal staff performance/appraisal standards etc.)
References
Links to or copies of any other matter that supports the proposal or later project management activity.
GOOD PRACTICE TIPS - 

· If the project mandate came from a business as usual trigger then this might include data, reports and papers from the operational areas seeking the change
· If the project is a reaction to an external trigger (e.g. legislative change, customer contract, organisational governance demand) then papers related to these triggers should be presented).

· Some feasibility work may have already been undertaken by the project’s Customer – this should be included.

· Reference to existing products that might help the project could also be cited.

· A programme trigged project might include some of its baseline products to show the links between the project’s outputs and the programmes desired outcomes/benefits
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