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Detailed Summary of changes to the PRINCE2 Reference Manual 

for the revised edition published May 2002


Introduction
The PRINCE2 Reference Manual has been revised. The objective of the revision was to improve the usability and clarity of the Manual.  The underlying concepts, principles and approach of the PRINCE2 method have not changed.  The revision involved consultation and reviews with PRINCE2 Approved Trainers, Examiners and Users.  

This document describes the areas of change and includes details of the changes and why they were made.  The list of changes and explanations will help users of the PRINCE2 Reference Manual understand where, how and why the guidance has changed.

First-glance Changes

The Manual cover design has been refreshed and the format and style of the contents has been re-designed to improve readability and page layout.  In particular, capitalisation of key words has been focussed on the main terms such as PRINCE2 products and role names.  Words that were previously capitalised but were not products or roles now use lower case, such as end stage assessment, quality review and quality assurance.  The new format and page style has contributed to the Manual having slightly more pages than before.

The sequence of the contents has been reversed, bringing the Process chapters to the front, followed by the Components chapters and then the Techniques chapters.  The Manual takes the reader through the processes and activities of managing a PRINCE2 project first, leaving the details of the specific components, such as project organisation, to later.

The process diagrams have changed in style and presentation.  Using different notation, the inputs and outputs from the processes have been simplified.  Documents that are used by several PRINCE2 processes are input to and output from a management filing icon.  When information is no longer in active use, there is an archive icon representing the storage of project information for audit and reference purposes.  A new symbol has also been introduced to represent corporate or programme management for the passage of information to or from this body. In addition, each process has an overview diagram, which provides a visual summary of the process, depicting the general flow of activities through the process.

There is a new Component chapter describing the project Business Case.  The chapter pulls together the PRINCE2 approach to developing and managing the Business Case and is now more aligned with OGC’s Business Case guidance.  OGC, the Office of Government Commerce, is an office of HM Treasury. Set up on 1st April 2000, it includes Treasury procurement policy, the practice development units and the Private Policy Team and three former Cabinet Office agencies: The Buying Agency (TBA), Central Computer and Telecommunications Agency (CCTA), and Property Advisers to the Civil Estate (PACE).  The OGC is the authority for best practice in commercial activities in UK government, combining a number of separate functions with related aims and are the owners of PRINCE2.
The Stages Component chapter has been merged into the Controls Component providing a more comprehensive coverage of project controls. No change has been made to the text about stages.

The Management of Risk Component has been re-vamped and extended to incorporate latest developments in the area of risk management. 

Project Filing has been dropped as a technique and has been moved to an Appendix, reflecting the fact that document management is part of everyday life in organisations.

There are more Product Description outlines included in the Appendix to cover all the management products referred to within the Manual.

There is a new Appendix covering categories of risk to help projects consider a wider set of potential sources of risks.

The ISO 9001:1994 Appendix has been removed.  The ability of PRINCE2 to provide conformance with ISO still remains the same, however, the Manual will no longer be maintained in line with developments in the ISO documentation.

New Business Case Chapter

The new Business Case Component chapter brings together a number of key principles that were previously covered in a number of places in the Manual.  The chapter emphasises that the Business Case for a project needs to cover the totality of changes that the project will affect and not simply focus on one particular aspect.  For example, the need to encompass changes to working practices as well as the purchasing and implementation of new equipment.

The chapter presents information on the following : 
· What is a Business Case?

· Suggested Contents. 
· Reasons

· Options (the Business Case should include a description of which options were considered for ‘how’ and ‘what’ the project should deliver.  This extra information will provide assurance that alternatives were considered - there is always more than one possible solution to delivering required outcomes. This is new and would reflect the options considered in, for example, a feasibility study)

· Benefits

· Risks (this is new. Even though the PID has a separate section for risks, the Business Case should provide a more complete picture and include a summary of  the major risks, pointing at the Risk Log for details of how the risks will be managed)

· Cost and Timescale
· Investment appraisal

· Developing a Business Case

· Development path of the Business Case

The chapter explains the development path for the Business Case and how it is reviewed and   updated throughout the project.  The Business Case is constantly referred to during the project to ensure the work of the project remains aligned to strategic objectives, and, should circumstances change and the Business Case be no longer justifiable, the project should be stopped.





Revised Organisation Chapter and Roles Appendix

The Organisation Component chapter has been revised to improve the clarity and description of the concepts.  The roles of Project Board, Executive, Senior User, Senior Supplier, Project Manager, Team Manager, Project Assurance and Project Support remain the same; however, further explanation has been added for the role and responsibilities of the Project Manager.

The concept of four layers of management has been revised. The bottom level of team members has been dropped and corporate/programme management brought in as the new top level. 
The concept of additional Customer and Supplier Project Boards has been dropped. It was causing some misunderstanding about the purpose of these extra boards and when they might be used, e.g. confusing the Customer Project Board with the need for a user committee.

The Manual no longer includes details of a programme management organisation structure, leaving the discussion about structuring programmes to other guidance (see Managing Successful Programmes, www.programmes.org. 

The more detailed descriptions of project roles in the Appendix have been revised.  There is a description of the Configuration Librarian role, which may be relevant on larger projects.  In addition to the role of Project Support, the Appendix includes a description of the Project Support Office function, which is often used to develop a centre of excellence in managing projects.

The Project Organisation diagram has been refined. Project Assurance is a responsibility of the Project Board, but emphasis needs to be given to the fact that Project Assurance is not another management layer above  the Project Manager, but simply an emphasis on the assurance responsibility  for each member of the Project Board.

The Glossary includes the term Senior Responsible Owner (SRO), which is a new role title used in the public sector.  The PRINCE2 equivalent for the SRO is the Executive role. 
Plans, Planning and Product-Based Planning

Coverage of the various aspects of planning a project is spread across the Plans Component chapter, the Planning (PL) process description and the Product-Based Planning technique.  

The Plans Component chapter has been refreshed to improve the description of the concepts.  The Planning process has also been refreshed to improve the readability of the approach.  The Product-Based Planning technique (Appendix) has been revised to give more and improved examples and better explanations of the steps involved, the inclusion of external products (in both Product Breakdown Structure and Product Flow Diagram) and the use of intermediate products.  

It is now made clearer that an Exception Plan may replace any of the three types of plan, including Team Plan.
There is now a glossary entry for Product-based Planning. 
Revised Controls Chapter

The Controls Component chapter has been extended to include the ‘old’ Stages chapter.  Breaking a project into a series of stages is another form of management control over the project.

The chapter has been revised to provide a more comprehensive coverage of the control elements of PRINCE2.  For example, the Communication Plan plays a part in providing control over the involvement and interaction with project stakeholders.

Time, cost, scope and quality remain as parameters where tolerance may be applied.  In addition, the chapter includes a description of benefit tolerance, which provides projects with some flexibility to achieve benefits within agreed boundary levels.  

The Mid-Stage Assessment has been renamed Exception Assessment since the concept is about assessing the project when tolerance levels have, or will be, exceeded, rather than assessing the project in the middle of a stage. [Mid Stage Assessment is a term from the old PROMPT II days when it addressed fixed IT stages, some of which could be very long, and it was intended as a progress meeting in the middle of long stages to appraise the Project Board face-to-face on progress. With flexible stage boundaries, this need has disappeared and the name became a misnomer].

Explanation of the reviews and decision points on projects is included and reference is made to some other types of reviews, namely peer reviews and gate reviews, which are in common use on projects. These terms do not become part of the PRINCE2 terminology. They are simply there as cross-references to terms in general use.

Revamped Risk Management Chapter

The Management of Risk Component chapter has been re-written to incorporate latest developments in managing risks and to improve the explanation of the concepts and principles involved. The changes in the chapter incorporate material from the Management of Risk guidance recently produced by the Office of Government Commerce (OGC).

A risk is defined as uncertainty of outcome, which encourages projects to consider both the more traditional negative view of risk as well as the potential positive outcome of opportunities that may arise.  The distinction between project risks and business risks has been removed to avoid unnecessary confusion – all risks should be managed regardless of whether they can be categorised into project or business levels.

The chapter introduces the concept of risk tolerance, which helps projects consider how much risk-taking can be considered – on the basis that all projects are risky and not all the risks can be removed.  In addition, a risk profile diagram is included as an approach to assisting decision-making on projects by presenting a simple, overall picture of the project’s risks and their status.

The risk management cycle has been further developed to emphasise that managing risks is not a one-off task but a continuous process.

A diagram of the new risk steps is given below



The terms likelihood and consequence have been replaced with probability and impact, which are more commonly used in risk management.

The risk analysis steps of Estimation and Evaluation have been replaced with Evaluation, Identify Suitable Responses to Risk and Selection. The previous explanation of Evaluation was always a difficult concept, especially the balance of the cost of allowing the risk to occur against the cost of the risk actions. The new steps make it much clearer. Evaluation now covers the judgment of probability and impact. The balancing now forms part of Selection. 

There is a new diagram on risk Action Selection that  shows the various impacts that should be considered before choosing risk actions. The risk chapter includes a new section, Budgeting for risk management, which covers costs of the managerial task of risk analysis, especially early on in the project and in start-up, as opposed to the cost of contingency plans, etc.

New Product Description Outlines

The revision to the Manual includes a rationalisation of the main products referred to in the PRINCE2 processes.  Instead of three types of product (management, specialist and quality), there are now just two: management (which includes the quality products) and specialist.  Each product is capitalised throughout the Manual and each has a Product Description outline in the Appendix.  

The following table highlights the main changes to the Product Description outlines.

	Products that have new or changed outlines
	How they have changed

	Business Case
	Changed in line with the new Component chapter

	Configuration Item Record
	New outline

	Configuration Management Plan
	New outline

	Daily Log
	New outline

	Lessons Learned Log
	New outline

	Post-Project Review Plan
	Revised from Post-Project Review

	Product Breakdown Structure
	New outline

	Product Description
	New outline

	Product Flow Diagram
	New outline

	Project Initiation Document
	Revised to indicate those elements that are ‘stable’, and those which are more ‘dynamic’ and likely to change during the project


Improved Consistency

The Manual has been extensively reviewed and amended to improve the way the method and techniques are described.  Each process description has been checked to ensure details are consistent throughout, and diagrams and cross-references throughout the Manual have been checked for accuracy.  All the chapters have been improved in some way.

Processes

There have been no major changes to the processes. However, in IP, it now shows the blank Quality Log being created in IP1 rather than being left to IP4, Setting up Project Controls. It was felt that it was more appropriate to link it with the other quality work being done in IP1. IP4 now makes it clearer that the Communication Plan is created in this process. IP5, Setting up Project Files, now clearly points readers at the Appendix that contains the suggested filing structure.

The term Project Initiation Meeting has finally been dropped. This  was the meeting for DP1 and as it is not always necessary to hold a formal meeting there is no need for the specific term.  

And finally …

There are other publications from OGC in support of the PRINCE2 Reference Manual, which have been revised in line with the changes to the Manual.  In addition, there are some new publications providing further support to PRINCE2 practitioners and PRINCE2 organisations.  For further information, www.tso.co.uk 

The PRINCE2 training courses and examinations have also been upgraded to align with the revised Manual.  For further information, www.prince2.org.uk
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Figure 17.2		The risk management cycle
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Figure 13.2	Business Case development path
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Figure 2.4	PRINCE2 processes and components
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