
	Project Product Description Template


Purpose of a Project Product Description
A Project Product Description defines what the project must deliver in order to gain acceptance (i.e. when checked at project closure the set of products defined under Composition will be evidenced as to their existence and approval, and the Acceptance criteria will have been confirmed as being met by those with Acceptance responsibility using the agreed Acceptance method. 

The Project Product Description is a critical management product as it is the first definition of the quality expected from the project’s work, it is used to:

· Gain agreement from those representing the project’s user stakeholders (i.e. Senior user responsibility) of the project’s scope and requirements.
· Define (capture) the project Customer’s quality expectations.

· Define (capture) the project Customer’s acceptance criteria, method (how these criteria will be confirmed) and responsibilities (who will provide confirmation that the acceptance criteria have been met).

In essence the Project product Description provides the project management team with:

· The basis for producing a Project Plan

· The means to undertake change control (e.g. against Issues raised)

· A ‘vision’ of what is to be delivered – useful for clarifying the purpose of the project, its impacts(on user and other stakeholders) and stakeholder communication efforts throughout the project’s life

At a glance
	WHO CREATES?
	Project Manager

	AUTHORISES?
	Project decision maker - Project Board (Executive, Senior User, Senior Supplier roles)
Initiating – updated version approved, or current baselined version confirmed,  by Project Board as part of their approval of PID
Delivery - updated version approved, or current baselined version confirmed, by Project Board as part of their Authorise a Stage or Exception Plan activity at the end of each stage.

	WHO UPDATES?
	Project Manager

	HOW IS IT MAINTAINED?
	Project product Description should be treated as a Baseline management product. It is maintained with other project documentation within the PID.
Pre-project (Stating-up) – created

Initiating – modified with changes or new requirements

Delivery (Managing a Stage Boundary) – reviewed and updated if necessary with changed requirements, (Directing a project) – confirmed and approved.
Final Delivery Stage - (Closing a Project) – Confirmation by those with Acceptance responsibilities that the project has delivered what was defined and that acceptance criteria have been met



	WHAT SOURCES ARE USED?
	Management Products:

· Project mandate – general requirements
	Key Project roles:

· Executive and Senior User – consultation to define what project is to deliver (composition-outputs), the customer’s quality expectations and acceptance criteria
· Any other Business, user, Supplier and assurance role which add input, confirmation or value to the quality of the description of the Project Product


Title
The name by which the project is known. 
GOOD PRACTICE TIPS - 
· Should be human readable – that is, not too ‘technical’ and also meaningful in that it conveys simply what this project is amongst others which may be being proposed or executing
· If your organisation operates a programme or corporate configuration management scheme then this could include the reference given by them
Purpose
Describes imply the ‘point’ of the project – what will the project’s products actually be used to fulfil and who will use them.
GOOD PRACTICE TIPS - 

· Describing the purpose of the project helps to validate that the project’s outputs will actually support the purpose
· In addition the ultimate purpose of the project’s outputs will help the team to understand, and therefore validate, such things as the quality expectations expressed elsewhere

Composition
A list or description of the major products to be delivered

GOOD PRACTICE TIPS - 

· Working with the Executive and Senior User the project manager elicits the major ‘bits’ that the project has to deliver – once these are agreed the Composition list will be used to drive creation of individual Project Descriptions as part of Project Plan creation later.

· By asking the question ‘what do you ‘see’ in place when the project has finished’ the project manager can elicit outputs that might not have been readily imagined by the Customer in a more formal setting (e.g. during detailed planning work).

· The Composition of the project expressed simply can be used to validate the scope, assumptions, constraints and interfaces captured in the Project Brief. In other words – the Project Product Description Composition items should be consistent with the Project Definition in the project Brief. Where inconsistency is detected – for example, an Assumption stated by a stakeholder that deliverable ‘A’ will be produced is not confirmed by product ‘A’ appearing under Composition here – this can be challenged and the inconsistent items amended.
· Agreement on the major Composition items is critical to producing good Project Plan content – any additional or missed Composition items will affect the resource, effort, cost, time and risk elements of a plan
Derivation
A statement or list of the ‘inputs’ that should be used to produce some or all of the project products. These are pre-existing products that will be used to ‘make’ the projects products – either because they are modified themselves into the project’s deliverables or because they provide the requirements of the project’s deliverables.  

GOOD PRACTICE TIPS - 

· Common derivation items are:
· Existing products to be modified – e.g. ‘The current live business procedure and job descriptions ‘XYZ’1 will be used as the basis for the new procedures and job descriptions for the new office setup

· Design specifications – e.g. ‘The outline specification produced by the ABC department manager to solve the current business problem will be used as the basis for commissioning the software development team’s work’

· A feasibility report – e.g. ‘the white paper produced by the Sales and Marketing improvement team will be used to generate the detailed consumer research work and design of the advertising/marketing campaign’
· Project mandate – e.g. ‘the requirements in the business board paper produced in response to the changes in legislation will be used to derive project product design’
Development skills required
An indication of the skills required to develop the project’s products or a pointer to the area(s) that should provide development resources

GOOD PRACTICE TIPS - 

· This is not supposed to be an exhaustive list or schedule of all of the detailed resources (i.e. names) of people who will be working to produce project products – but an outline view of the resource types and possibly capacity required.

· By looking at the Composition items it should be a straightforward matter to identify the likely skill types required. For example – if Composition includes ‘New Software package built from scratch’ and ‘existing warehouse extended’ then we already know that we need someone with the skills of software development, testing and implementation as well as someone with construction/warehouse fit-out capability. This simple determination allows the project team to understand:

· are these skills are common in our business (‘will we have to buy them in?’, ‘will we have to train existing resources?’)

· if these skills are common do we have capacity (‘are these resources already fully booked on other work?’)

· the likely resource costs (if using existing internal resources then it’s not a cash cost but we may be limited by numbers of available heads).
· the complexity of working (‘if we must use a mixture of many different internal and external resources collaborating and coordinating this might require more formal management and rigorous controls’)

· the resource management policy needed (‘if these skills have to be contracted in then we need to follow specific contract/procurement processes’)

· Early identification of development skills may lead the team to determine that the  management entity of these resources should be involved from this point – it helps to identify Senior Supplier roles that may not have been obvious when the Project Management Team was initially designed

Customer’s quality expectations
Customer’s quality expectations are “…A statement about the quality expected from the project product…”
A description of the quality expected of the project’s product and the standards and processes that will need to be applied to achieve the quality.
These are the desires, needs and aspirations of the project Customer captured by the project manager.

These expectations will affect the work of development and therefore time and cost.

They should be prioritised is possible.

They will be used to set and agree measurable Acceptance Criteria

GOOD PRACTICE TIPS - 

· When a project is being proposed the stakeholders representing the Customer (Business and User interests) will want to articulate what it is that makes the project ‘successful’. One way of determining ‘success’ is to consider the Customer’s attitude towards the quality of the final project’s products that makes them ‘fit for purpose’. Capturing these ‘desires’ is important as it helps the project team understand the resources, methods, cost, time and risk of meeting these expectations.
· Often the Customer can only express their expectations in vague, subjective and aspirational terms and in this form they may not be appropriate to use as measures of success or indeed even realistic or achievable – however, they do capture what the Customer is seeking. So, a good project manager will ‘consult’ with the Customer to elicit these expectations even if they are not good success measures – the project manager can then work with these expectations to produce appropriate Acceptance criteria (see below)
· Remember – Customer’s quality expectations are what the project’s Customer desires – Acceptance criteria state what the Customer agrees to accept.

· A table illustrating some example relationships between Customer quality expectations and corresponding Acceptance criteria is given at the end of this template.
Acceptance criteria
Acceptance criteria are “…A prioritised list of criteria that the project product MUST meet before the customer will accept it, i.e. measurable definitions of the attributes required for the set of products to be acceptable to key stakeholders”

Examples of attributes against which measures are agreed are: ease of use, ease of support, ease of maintenance, appearance, major functions, development costs, running costs, capacity, availability, reliability, security, accuracy, performance.

GOOD PRACTICE TIPS - 

· A simple way to describe the purpose of Acceptance criteria is to think of the project manager role being a commercial contracted one – in this context the contract project manager would want to be 100% clear of what measures will be used to authorise their final invoice payment and move onto the next contract.

· Acceptance criteria are an important part of forming the ‘contract’ between the Project Board and their own corporate/programme management level, and between the Project manager and the Project Board. if these are not stated, agreed and reasonable the project manager’s plans are unlikely to be delivered against.

· Acceptance criteria should be prioritised where possible – this allows for trade-offs to be made against cost, time and risk later in the project – in effect sacrificing some aspect of Acceptance to meet a more important control aspect (time, cost, scope, risk, benefit etc.)
· Good Acceptance criteria should be:

· Agreed by the project decision maker (Customer as Executive and Senior User)

· Achievable from a supplier perspective (i.e. it is possible to deliver products that meet them)

· Realistic from a Business perspective (i.e. the cost/time/risk balance is reasonable to meet them)

· Achievable from a Business perspective (i.e. they reflect an appropriate situation at the end of the project which will be able to realise the benefits in the Business Case)

· It is actually possible for them to be measured/detected and confirmed in the real-world AND at the end of the project

· Acceptance criteria may have tolerance agreed on them if possible –  e.g. ‘the new consumer unit must be available in size units between 1 and 2 litres’, so – a final unit size of 1.25litres is acceptable as is 1.99litres but 0.78 and 2.01 litres is not. For some attributes tolerance might not be appropriate – e.g. ‘the extended warehouse structure must be approved to building regulation A145’ (in this case there is no ‘partial’ approval possible and hence no tolerance can be set) – see Project Quality Tolerance below
· For project’s with phased handover of products the Acceptance criteria relevant for those products should be conformed at the dn of the stage where they are delivered – this implies that some Acceptance criteria may be articulated as a sort of ‘schedule’ over the project life – ultimately at the end of the project ALL acceptance criteria should have been met, those met during the project for accepted products and those remaining to be conformed at the end.
· A table illustrating some example relationships between Customer quality expectations and corresponding Acceptance criteria is given at the end of this template.

Project Quality Tolerance
Specifying any tolerances that may apply for the Acceptance criteria (see above).

These tolerances, they are project level, can be used by the Project Board on a stage-by-stage basis when setting tolerance for the project manager’s stage plan – they can relax or tighten tolerance at a stage level if other tolerance types are threatened (time, cost, scope, risk, benefit).

GOOD PRACTICE TIPS - 

· Acceptance criteria may have tolerance agreed on them if possible –  e.g. ‘the new consumer unit must be available in size units between 1 and 2 litres’, so – a final unit size of 1.25 litres is acceptable as is 1.99 litres but 0.78 and 2.01 litres is not. For some attributes tolerance might not be appropriate – e.g. ‘the extended warehouse structure must be approved to building regulation A145’ (in this case there is no ‘partial’ approval possible and hence no tolerance can be set) – see Project Quality Tolerance below

Acceptance method
A statement of the method or method(s) to be used by those with Acceptance responsibility when confirming theta the Acceptance criteria have been met.

The agreed means for confirming that there is proof that the project product has been completed and at the time expected.

GOOD PRACTICE TIPS - 

· A simple situation is one where, at the end of the project, all of the individual product approval records are checked to make sure that ‘everything has been done’. In this case Acceptance is reliant on the competence of the quality control work, and the records that support them, undertaken during the delivery stages of the project – Acceptance is merely an administrative exercise in this case.
· In more complex situations the acceptance method may require detailed reviews, assessments and additional quality control activity over and above that carried out on individual products approved during delivery stages – e.g. in producing a complex modular software product the individual modules may have been quality controlled and approved item by item over many months, but the final acceptance method could be a complex  ‘user acceptance test’ of all of the modules integrated and working together.

·  Acceptance methods might include independent inspection, decisions from bodies external to the project – a corporate Quality Assurance function for example, or a regulating body outside the Customer organisation.

· Acceptance methods should also represent those users who will have to operate, maintain or support them not just those that OWN them.
· Some forms of acceptance might be more subjective yet still appropriate – for example, an acceptance method of ‘voting’ by a user panel, or gathering qualitative survey ‘views’ from stakeholders might be appropriate when it is not possible to actually ‘measure’ the criteria.

· The resources, cost, time for executing acceptance methods should be part of the Project and last delivery stage plan where appropriate – but there might be situations where the resource cost for the method are borne outside of the project, in this case though the time (of duration) to undertake the method should still be in the project’s plans as should be the scheduling of the resources. For example: one project’s products might need to be subjected to an external regulating body check and approval – if this was not a charged for service the project’s budget would not include it, however the work is still being done within the project and it should appear within plans’
Acceptance responsibilities
Confirming who will be responsible for confirming acceptance.

Basically this sets-out, in advance, the authority for conforming the project’s obligations have been met.

GOOD PRACTICE TIPS - 

· Acceptance responsibility may be spread across a disparate group of entities (individuals and organisations) – with each of them having to confirm individually that acceptance criteria relevant for them have, or have not, been met. This implies that not every responsible entity is interested in every Acceptance criterion. There should therefore be a clear statement for each Acceptance criterion identifying WHO is responsible for confirming it and what  METHOD for that confirmation should be used
· Senior User roles are commonly responsible for conforming acceptance criteria – as they were involved in setting them initially they should be involved (or their representatives) in agreeing that their needs have been met.
· Project Board Executive – commonly is also a responsible party – especially around acceptance criteria to do with Business Case aspects (like time, cost) and those linked to meeting corporate/programme objectives

Illustration of example Customer quality expectations, Acceptance criteria and corresponding methods, responsibilities and quality tolerance
ease of use, ease of support, ease of maintenance, appearance, major functions, development costs, running costs, capacity, availability, reliability, security, accuracy, performance

	Customer’s quality expectation
	Acceptance criteria
	Acceptance method
	Acceptance responsibility
	Project Quality tolerance

	Ease of use

New recruits must be able to operate the new machine effectively and safely from the instructions in the accompanying reference guide and minimum training
	All staff who will operate the machine have achieved grade 3 in the self-assessment test and demonstrate safe working to current H&S assessment criteria
	· Check training records
· H&S assessment records checked – must be from live or simulated live-running of the machine
	· HR manager to confirm training programme complete and records checked
· Production shop manager to confirm training certificates are acceptable

· H&S company manager to verify H&S risk assessments have been completed and passed for real running of machine for each certified staff member
	A minimum of 75% staff to pass self-assessment and H&S assessments

	Ease of support
New mobile teams  should have their software use queries resolved rapidly by the IT service desk
	IT service desk must be able to resolve software use queries received by phone, e-mail and online service ‘ticket’ within 4 working hours of receipt between 8-6 on working days 
	· IT service desk staffing level plan adequate for phone, e-mail and service ‘ticket’ handling
· All Frontline IT service desk staff have been trained in new software application

· Automated e-mail/’ticket’ application is approved following pilot

· IT service desk phone system routing is set-up to transfer/record calls across service desk teams
	· Corporate service manager to confirm IT service desk levels planned are adequate
· IT service manager to confirm approval of staff training and automated e-mail/’ticketing’ software

· Mobile team manager to confirm approval of pilot running of e-mail/’ticketing’ user experience

· Telecomms manager to confirm phone supplier has configured and tested new routing
	· Resolution time can vary between 4-6 hours
· Auto-ticketing application must function but does not have to be implemented with end-users at end of project

	Ease of maintenance

Existing staff should be able to modify the new web ‘micro-site’ pages from their own desktop/mobile devices without additional hardware or software
	The web Content Management System(CMS) tool must work using existing corporate browser and communications technology for desktop, laptop and mobile smart phones already deployed and with update times no greater than now.
	· CMS supplier’s tendering must demonstrate their proposed solutions using an existing business desktop, laptop and at least 2 mobile smart phones
· Non-live piloting of the CMS tool with at least 6 users including 1 desktop, 1 laptop and at least 2 smart phone users
	· Procurement manager to approve tender documents to include specific tests based on IT Communications manager’s technical specification
· Head of department ‘xxx’ to confirm pilot staff agreement that chosen CMS performs for them as required
	· Mobile smart phone devices may need some software updates (older models)
· Update times for mobile smart phone users can be double normal than current where 3G reception is not available or stable.

	Appearance

Current company image must be maintained on the marketing materials
	All consumer facing marketing materials (posters, flyers, newspaper ad) must meet corporate branding standards
	· Marketing brand executive to be included in all design and review panels

· Final copy to be independently audited by the retained marketing agency
	· Head of Marketing confirm  brand standard compliance
· External marketing agency to provide audit sign-off
	· For newspaper advertisements the current brand standards can be replaced to allow low-resolution and black and white version of standard company logo and graphics

	Major functions

The new digital radio should cater for all modern media
	The digital radio must support: DAB, DAB+ and DMB protocols for reception in UK and Europe
	· Rigorous review of electronic component manufacturers specifications prior to selecting final suppler
· Bench tests of 3-6 prototypes using the WorldDAB standards test lab

· Field tests of 3-6 prototypes in all European countries (list attached) using national sales team volunteers (from different countries) over a period of at least 1 month continuous use
	· Engineering design manager to conduct specification reviews and approve component selection
· Technical standards manager to approve WorldDAB lab results

· Engineering design manager to sign-off technical test results from field test
· National sales team managers to sign-off sales team volunteer reviews
	· DMB standard is only available in Norway, South Korea and France and should not be tested in any other countries

	Development costs

The costs for research into new health services cannot exceed the grant funding otherwise we will lose the funding or have to pay unauthorised cost out of department budgets
	The budget for the Mental Health Services research work cannot exceed £300,000 and this includes apportioned project management costs
	· Stage plans including Mental Health Service research will be independently reviewed by a costing expert
· Contract costs for research work will be approved by the procurement department

· The Project manager will authorise research work packages only with the approval of the Mental Health Services improvement team 
	· Fred Smith (Finance) will independently review and confirm stage plan budgets to the Project Board
· Emma Chisset will accept research contracts on behalf of the project

· Sylvia Bourne will review and approve research work packages prior to the Project Manager authorising them to suppliers
	· £300,000 is the maximum budget – it is recommended that £250,000 is set as the target to provide some flexibility

	Running costs

Yearly maintenance costs must be maintained
	Maintenance and repair costs for the new building must not exceed the sum of those for the 2 existing buildings being closed-down
	· Maintenance and repair contracts covering all building services and with certain costs must be in existence prior to building handover
	· Facilities and Estates manager will approve final building and services plans

· Facilities and Estates manager will approve all maintenance and repair SLAs and accompanying contracts

· Head of Finance will sign-off the operating cost model
	· Maintenance and repair costs can be less than current

	Capacity

The computer server must be big enough for the new web based ordering system
	The new web site server (hosted or internal) should accommodate all current records and allow for 5 times this amount leaving a 25% margin 
	· Confirm server disk specifications prior to ordering

	· IT managed services company to be commissioned to produce an authoritative specification
· Business operations manager to confirm acceptability
	· A lesser disk capacity can be implemented if the server is upgradeable to the maximum size over time as needed during operations (note: overall costs should be the same)

	Availability

The shop will be open during normal hours
	Opening hours are to be 8-6 Mon-Fridays and 8-5 Saturdays
	· Local planning permission grants this

· Staff levels to achieve minimum legal and commercial needs are in place
	· Estates manager will achieve required planning permission

· Commercial director will provide model of staff levels over a full operating year and confirm recruitment training elements have been done.
	· 9-5 working will be acceptable initally

	Reliability

It is essential that the new car does not breakdown on my long and critical journeys
	The new car must be of a type with a good breakdown and time to repair record and be provided with breakdown cover (including transport to final destination and emergency hire car) and be regularly maintained
	· Confirm breakdown cover is included as part of purchase

· Add car to existing fleet maintenance contract
	· Fleet purchasing manager to confirm vehicle order specification

· Fleet operations manager to check vehicle has appropriate breakdown cover and is added to maintenance contract prior to use

· Driver to confirm breakdown recovery package is acceptable
	Breakdown cover with emergency hire car to cover only UK, rest of Europe cover must include transport to final destination as a minimum

	Security

The new warehouse must be burglar proof
	Building access must meet EN1234 part A standards or greater and alarm systems are to be installed meeting EN9876
	· Building plans to be checked for compliance with standards prior to contracts
· Specifications for door/window locks and access control systems to be confirmed

· Intrusion tests
	· Facilities manager to confirm standards are met through vetting of building plans by external security consultants
· External security consultants to provide specifications for access controls and alarm

· Non-destructive test on doors/windows by a professional locksmith supervised by the Facilities manager
	EN1234 standards up to part C can be applied but no greater (cost is too high)

	Accuracy

The new order handling and dispatch system must make sure that orders always meet customer requests
	An incorrect dispatch rate of less than 0.1% is expected – incorrect dispatch = delivered item not matching customer order
	· Inspection of order/dispatch process to confirm appropriate item checks are built in
· Trial run of warehouse picking by staff using new barcode scanners
	· Logistics management team to design and approve new processes
· Commercial manager to confirm results of warehouse trials
	Incorrect dispatch rate does not include partial deliveries or bespoke orders

	Performance

No more than 10 clients should be kept waiting in call queue at any time
	The call centre to be able to keep call waiting queue to less than 10 and no caller in the queue to be waiting for more than 1 minute
	· A model of sales/calling patterns for  next year to be developed  (to be used to design call centre staff and infrastructure products)

· IT and Telecomms upgrades to be signed-off based on approved model
· Call centre staff and competence levels to be reviewed and approved before IT components ordered

· Pilot running of re-trained staff and new call-centre technology over three separate periods (weekend low calls, weekday low calls, weekday high calls). Each pilot is to be signed-off before the next can run

· Emergency peak call plans are adequate and tested
	· Sales and Call Centre managers to approve a sales/calling model
· IT Architect to approve hardware and software orders

· Call Centre and Organisational Development Manager to produce a staffing/competence plan and approve recruitment/training deliverables

· Call centre manager to approve pilots sequentially.

· Call centre manager to confirm technical and staff acceptance of tested arrangements for handling call overflows in emergencies
	The Acceptance criteria should apply 95% of the time during the core hours of 8-8 AND 100% AT ALL OTHER TIMES














[image: image1.png]v .
A A VIAVEN TRAINING | Essential





