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The delivery method

The delivery method is the way in which the work of the project is to be delivered. The
project may rely on one or more delivery methods to create the required products.

The PRINCE2 method does not assume or require any specific delivery method. It
allows for any approach to be used throughout the management of the project and
specialist work to produce the project products.

PRINCE?2 provides a controlled environment for specialist delivery methods. It does not
assume or require any specific delivery method.

Any approach can be used through the separation of the management of the project
and specialist work to produce the project products.

It is important that the approach to managing progress works with, and supports, the
project’s chosen delivery method rather than going against it.

PRINCE2 7th Edition Agile approach and tools
This acknowledges that we will do
. things poorly before we do them well (
Iterative
development Use multiple passes to improve what we
are building to converge on a good solution
{
Incremental Break the product mtp smaller' pieces, bUI.|d some| l
development of it, learn how each piece survives its environment,
adapt on what we learn, then build more of it

A visual display in a highly visible location so all

Information can see the latest key information immediately
radiators :
Promote transparency and prevent Can be whiteboards,
miscommunication within the team charts, or digital screens

Provides access to the latest information, and confront and engage problems openly

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved.

The delivery method is the way in which the work of the project is to be delivered. The
project may rely on one or more delivery methods to create the required products.
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Delivery Methods - 1

In a linear-sequential delivery method, there is
generally more information about the required
products and their delivery activities

Linear-sequential
projects

This enables product descriptions and quality specifications
to be developed in sufficient detail to support scheduling
and estimation to a higher confidence level

| LINEAR SEQUENTIAL |

However, this does not mean T T Buid T\

Test
there will be no changes in /\
: . ITERATIVE and INCREMENTAL

requirements during

H : Buil Test Buil Test Buil Test
production or delivery!
Define'._ Release Define Release Define\. _/Release
Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All nghts reserved,

Delivery Methods - 2

Linear-sequential projects

Instead, the sequence of delivery activities is typically designed to
address uncertain aspects of product requirements and quality
specifications early, thereby reducing the level of risk in later stages

In addition, as with all projects, acceptance criteria and quality
specifications may be affected by external changes to a linear-
sequential project and addressed through change control

An example of such an external
change would be introducing
new regulatory requirements for
a project product

Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.
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Delivery Methods - 3

Iterative-incremental projects

In iterative-incremental projects, the Instead, they are considered
quality specifications and acceptance = goals to be achieved through
criteria are not fixed with the approval of iterations of development and
the project initiation documentation delivery, often called sprints

In this case, the project product description may be written as
high-level user stories with associated acceptance criteria -
and these can develop iteratively as the project proceeds

N ot o

¢ X
Lo o €

Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.

Delivery Methods - 4

Iterative-incremental projects

Alternatively, the requirements This is a prioritized ﬁ
(including quality specifications and list that is reviewed
acceptance criteria) can be captured and updated with '

and managed in a product backlog each iteration

Acceptance criteria are commonly used to ascertain
whether a user story has been completed.

1D#
Title “As a shopper, | want to be able to
Asa <role> .

scan a bar code with my phone, so |
Iwantto <function> = yger can compare and find the lowest price
Sothat <benefit> story of the same product in various stores”
Value Author Estimate

Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.
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Typical delivery methods include:

linear-sequential approach: each of the delivery steps to create the products occurs in
sequence, and the product is made available during or at the end of the project (for
example, in a construction project where requirements gathering, and design occur
before construction starts).

For a project using a linear-sequential delivery method, the focus may be on when the
stage’s products will be complete and for what costs. In this way, the project board can
be confident that there is a robust basis to move from the current stage to the next.

In a linear sequential approach, steps occur in sequence and the product is available
during or at the end of the project.

iterative-incremental approach: this approach is often, but not exclusively, used for
product development, where requirements gathering, design, development and/or
coding, and testing occur iteratively throughout the lifecycle of the project.

This approach is often referred to as an agile approach.

For a project using an iterative-incremental delivery method, it will typically be more
appropriate to focus on tracking how much of the requirement is being met by the end
of the sprint rather than how long it will take to complete the products.

The tolerances would have been set in accordance with this.

Within an iterative-incremental approach, steps occur iteratively throughout the project.
Also referred to as the agile approach. In a hybrid approach different elements of the

project use either of the two approaches.

An iterative-incremental approach may require more information on the benefit
tolerances, priorities, and timescales.

Additionally, it may also need details of the extent and sequence of the scope to be
delivered.

For projects that have development teams using agile development methods, the
PRINCE2 team manager role may be held collectively by the development team.

Determining how to divide the project into stages will be influenced by the delivery
method (iterative-incremental or linear-sequential)
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A project using an iterative-incremental delivery method with defined timeboxes will
typically fix time and cost and vary in scope. In this case, time and cost will have much
tighter tolerances set than the scope.

Product descriptions for projects using an iterative incremental delivery method, such
as agile, may be in the form of requirements, features, epics, and user stories.

Simplified Scrum

Requirements Product Sprint - selected top-priority
Backlog items in a fixed, regular timebox

Sprint
t Pl i
prln anning JP— - Retrospective
- Daily Scrum A

f
i
1
; '
Sprint Backlog : 6}
1
\ : I 1-4 Weeks

Scrum allows you to adapt quickly to .
.changi.ng market forcgs, regulatiops, new | Sprint
innovations, technological constraints, etc. . R4

Product Backlog — a ruthlessly
ordered to-do list

Sprint Review

I

- ~

i ————— —

Potentially shippable
AN EEEEEE productincrement

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved.

Hybrid approach: some elements of the project use a linear-sequential approach, and
other elements use an iterative-incremental approach.

For example, a linear-sequential approach can be used for the development of the
infrastructure for a service.

Then, an iterative incremental approach can be used for the development of the
customer service portal for users to access the service.
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PRINCE2 7th Edition Iterative and incremental life cycle
Iterative|  Any work not achieved in the time Q: 231 S G
Project | allocated is returned to the Product Y’ ; s
Life Backlog, and planned into the future = 14 ook
Cycle | schedule or removed from the project - — —
Product Backl Sprint Backlog Sprint Deliverable
eSprmt N
-— ISp”“t ge ool . Prioritizedlist of
ey P'ennin :jy requirements
Product | o UP " product Backlog
Backlog i 5&% é
owner g R
- ’mm!“
St
Sprlnt \ Development Product ’%
-y =y, «., retrospective team - backlog - e
f \ f "\ f \ refinement s
SPRINT 1 SPRINT 2 SPRINT 3 - . ’mu
a : % & : Sprint meeting
review

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved.

Hybrid lifecycles - 1

A pragmatic approach towards achieving beneficial
change that combines a linear lifecycle for some
phases/activities with an iterative life cycle for others

Agile Agile Agile Predictive Predictive Predictive _
\ e.g. Performing

Agile Development Followed by a Predictive Rollout clinicaltrials

Iteratl\re

[ Agile Agile Agile Iterative
L. . Concept y
Iterative

[ Predictive Predictive Predictive ]
Definition

Combined/Simultaneous Agile Deployment |

and Predictive Approach

e.g. Incremental
transitionto agile

Transition

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved.
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Hybrid lifecycles - 2

[Agile Agile Agile ] e.g. Use_ agile f_or an
uncertain portion of
Predictive Predictive Predictive the project

A Largely Predictive Approach with Agile Components

Agile Agile Agile
[Predictive Predictive Predictive]

A Largely Agile Approach with a Predictive Component

e.g. Used when a project
portion is non-negotiable

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved
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Tailoring PRINCE2

How PRINCE2 will be applied and tailored for the project is captured in the project
initiation documentation.

PRINCE2 7th Edition

A scrum approachplaces
emphasis on the benefit
tolerances with respect to
priorities, timescales, and
the amount of delivered
product scope

The business case should
clearly state the MVP
operational delivery timing
along with tolerances to
trigger exception if needed

Business case and prioritization

s ]
90%
2
80%
3.
T mustiae > E=D
Max 60% effort 4. (il
60%
‘w: s. R
50%
total [N e
effort 0%
2o SHOULD HAVE 7- =N
M et o (T
20%
10% COULD HAVE 9. m
Nt

WORST EXPECTED Delivering
CASE CASE ALL of the
Must Have's
Minimum Max 80% Should
— Viable effort Have's and
Product L Could Have's
=
Business
Case Must Have's are
Conti n a guarantee of
_nge_q_ delivery, and
- :-F:?::w hieh — the Project
r lil igh- - Board expects
level estimate m Should Have's
inaccuracies) =10% to be delivered

Needs to show
the project
remains viable

WORST
CASE

[EXPECTED
_ CASE

Clear information on what
is expected to be delivered

BEST
CASE

Shows everything was

delivered as planned

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved.

For example, a supplier may wish to use their in-house product development framework
based on an iterative-incremental delivery method using agile management
approaches.

To avoid potential confusion, the project manager might propose to:

map and define terminology between PRINCE2 and the supplier’s agile
management approaches.

add the project team roles of ‘customer subject matter expert’ and ‘supplier
subject matter expert’ to the agile team, representing the customer and the
supplier respectively.

add a coach to guide the teams in working effectively in the combination of
PRINCE2 and the supplier’s in-house agile method.

Projex Academy |PRINCE2 7t Edition Agile Exam Cram|© david geoffrey litten
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= collaborate and communicate according to agile ways of working, such as a daily
stand-up and support agile reporting tools, such as information radiators.

= define project procedures, such as working with sprints or work packages,
product descriptions, or user stories, and how to use these in the project.

When using iterative-incremental approach, such as agile, the scope of the project is
typically flexible to embrace adaptability and to reassure the project will be completed
in the fixed time and budget.

Therefore, benefits should be expressed not as a target estimate but rather in the
form of a range, relating to the amount of scope delivered.

One way to present the estimation of the benefits is to present different scenarios for
the scope and the benefits in a business case, for example:

» best-case scenario describing benefits expected when all (must-, should-, and
could-have) requirements are delivered.

» expected-case scenario describing benefits expected when must-have and
should-have requirements are delivered.

» worst-case scenario describing benefits expected when only must-have
requirements are delivered.

The worst-case scenario showing the lowest expectation of the amount of scope
delivered should also show that the project is still viable.

When a project is deploying a specific delivery method, the project manager will need to
understand how the roles will be prescribed by the delivery method align to PRINCE2
roles.

In some cases, a simple change of terminology and minor amendments to the role
description will suffice. For example, iterative-incremental product development
techniques often include the role of product owner, which could be aligned to the senior
user role.

In other cases, distinct roles may need to be added to the project management team
structure along with agreement on how they relate to the PRINCEZ2 roles.
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Questions to ask are:

= How will the project manager liaise with teams when they are using different
delivery methods from each other (such as a hybrid of linear-sequential and
iterative-incremental)?

= |f self-organizing delivery teams are used, how do they relate to the team
manager role?

= Would the team manager role be held by a scrum master, held collectively by
team members, or the responsibilities of team manager would be split between
team members, product owner, and scrum master?

The use of management by exception is essential to enable the PRINCE2 method and
iterative incremental techniques to work together in the most effective way.

This empowers the project management team and enables it to self-organize within
clearly defined boundaries.

The PRINCEZ2 planning techniques can be applied in both linear-sequential and iterative
incremental projects.

When preparing the project plan and before committing to major expenditure on the
project, the timescale, resource, and people requirements must be established.

This information is held in the project plan and the project manager should confirm the
delivery method (linear-sequential, iterative-incremental, hybrid), and assess its
implications for planning.

The product flow diagram helps the project management team decide whether the
project should be delivered in a linear-sequential or iterative-incremental manner.

For linear-sequential projects, most planning effort is applied upfront in the
processes of starting up a project and initiating a project. This is because these projects
are often characterized by well-understood products and mature delivery activities.
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Product backlog prioritization and grooming

Backlog Grooming refers to creating and refining
(adding details), estimating and prioritizing

Prioritization Grooming
High-priority
. Feature A | 5
items
—

A

Feature A | 5 pm . These items are GEUENIAY 4— Re-estimate
FeatureB | 3 (mostly) prioritized
m - #5n rrrww <E
FeatureD | 8 m
F m > Reprioritize
ST & items

Release 1
-
<> Might prioritize featuresat this

' m depth based on targeted

Release 2
-, | product roadmap release
i (Release 2, Release 3, etc.

Release 3 ; Feature ZZ | 1
MI _|Little or no effort prioritizing

-

—n —
Delete
em

— items within future releases
Low-priority (Release 2, Release 3, etc.)
items

Based upon AXELOS® PRINCEZ® materials. Material isused under licence from AXELOS Limited. All rights reserved.

Iterative-incremental projects focus on how much can be produced over a fixed period
(such as a sprint or a timebox). This is with the goal of delivering an initial product
quickly and refining and improving it iteratively.

The project plan should state whether each work package will be delivered sequentially
or in an iterative incremental manner.

In an iterative-incremental project, some work packages may be detailed in a
subsequent stage plan, but their general purpose and scope should be stated in the

project plan.

The scope of a plan is defined by the set of products to be delivered. Scope tolerance (if
used) should be in the form of a note or reference to the product breakdown structure

for the plan.

Scope tolerance at the stage or work package level is of particular use, if applying an
iterative-incremental development method such as agile.
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The level of control required by the project board after initiation needs to be agreed, and
the mechanism for such controls needs to be established, as does the level of control
required by the project manager of the work to be undertaken by team managers.

Project controls enable the project to be managed in an effective and efficient manner
that is consistent with the scale, risks, complexity, and importance of the project.

Effective project controls are a prerequisite for managing by exception.

Project controls should include confirming the delivery method (linear-sequential,
iterative-incremental, hybrid), and assessing its implications for project controls.

The goal of the project plan is to give the project board and the project manager
confidence in proceeding with delivery.

PRINCE2 structures the management of the project on a stage-by-stage basis.
Combined with the focus on products principle, managing by stages helps the project
management team to plan and deliver what is required when it is required.

Determining how to divide the project into stages is a matter of balancing:

= the delivery method (iterative-incremental or linear-sequential) with the sequence
of delivery activities

» the type of people and resources involved
» the number and timing of key decision points
» the amount of risk the project can manage

= how far ahead in the project it is sensible to plan.

The number of stages can vary, based on the nature of the products and the necessary
delivery activities. A greater number of stages increases the degree of control, but every
stage boundary requires effort to manage.

Therefore, there is a trade-off between the degree of control and the level of
management overhead on the project.
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For an iterative-incremental project, the project plan may provide multiple delivery
stages in which the quality and acceptance criteria are refined in parallel with
development of the required products using a product backlog.

Writing product descriptions

In the process of initiating a project, the required products are described in more detail.
The project manager elicits the user’s requirements for these products and documents
them in one or more product descriptions.

The project manager also consults with subject matter experts to determine

requirements related to how these products are procured, developed, tested, used, and
supported after acceptance.

Product description

A description of a product’s purpose, format, composition, where it is
derived from, quality specifications, and development responsibilities

The product requirements for are captured in a product description,
produced when the need for the product is first identified

In linear-sequential projects, this is often
performed during the initiation stage and then at
stage boundaries for each subsequent stage

However, in iterative incremental
projects, product descriptions evolve in
parallel with product development work

Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.
The definition and analysis of products may be an iterative procedure.

In a linear-sequential project, the product descriptions should be sufficiently detailed to
enable costs and time to be estimated at an appropriate level of confidence.

However, in an iterative-incremental project, the detailed requirements for products may
be developed in parallel with the products themselves, and a high-level set of product
descriptions may be sufficient to proceed with the stage in which they are to be
developed.
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Projects rarely have the luxury of fulfilling all user expectations, so it is helpful to
prioritize quality specifications for each product to ensure that the most important
requirements are met.

Project schedules provide information on the sequencing, dependencies, and durations
of activities, along with milestones.

There are a variety of scheduling and presentation techniques that can be used,
including a Gantt chart, spreadsheet, product checklist.

Activity flow board: When using an iterative-incremental delivery method, this technique
shows how each product or product component progresses through the work of
development or delivery.

It is used in Kanban boards as well as other tools that are often used in iterative-
incremental projects.

A variety of estimating techniques are available to project managers. These include the
following:

top-down: a top-down technique assumes that the costs, duration, and level of effort of
the major products and work packages can be estimated to a high-level of confidence.

These are then allocated to subordinate elements of the product breakdown structure
and work breakdown structure.

This technique could be used for an iterative-incremental project in which delivery is
structured into stages and sprints with fixed timeframes and resources.
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The PRINCEZ2 planning techniques can be applied in both linear-sequential and iterative-
incremental projects.

For linear-sequential projects, most planning effort is applied upfront in the processes
of starting up a project and initiating a project.

This is because these projects are often characterized by well-understood products and
mature delivery activities.

On the other hand, iterative-incremental projects focus on how much can be produced
over a fixed period (such as a sprint or a timebox).

This is with the goal of delivering an initial product quickly and refining and improving it
iteratively.

When an iterative-incremental approach such as agile is being used, a common
planning approach would consist of:

= setting tolerances for each iteration that effectively fix time and cost and enable
more flexibility in scope

= producing the project product description in terms of expected outcomes and
benefits

= developing the user stories, epics, and product backlogs instead of product
descriptions

= determining the length of releases or timeboxes and defining these as stages

= estimating the resource requirements for each stage and preparing the project
budget

= combining the product backlog and workflow in a collaborative planning tool,
such as a Kanban board.

A Kanban board may be used instead of a team plan and is developed as a joint effort
by the whole development team.

The iterative-incremental approach lends itself to the review and update of the plan as
part of each cycle, just as in the preparation of stage plans in a linear project.
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However, it reflects the updates in a collaborative planning tool.

The PRINCE2 planning technique supports a wide range of projects. Although product-
based planning always applies, the level of effort involved in planning can easily be
scaled up or down based on the characteristics and needs of the project.

If the products or delivery method are new to an organization, it may be difficult to
rely on experience or similar projects to capture requirements or estimate schedule and
costs.

Therefore, plans incorporate a high degree of uncertainty and the use of risk mitigating
techniques (such as prototyping) or an iterative-incremental approach may be justified.

The high-level requirements captured in the project product description are useful for
management and direction purposes.

However, the delivery of the products requires more detail to enable realistic planning,
estimating, scheduling, and quality control.

A description of a product’s purpose, format, composition, where it is derived from,
quality specifications, and development responsibilities.

The requirements for a product are captured in a product description. It is produced
when the need for the product is identified.

In linear-sequential projects, this is often performed during the initiation stage and then
at stage boundaries for each subsequent stage.

However, in iterative incremental projects, product descriptions evolve in parallel with
product development work.
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Quality techniques

Although a wide range of quality techniques exist, the most used in a project context

are:

Prototyping: produces an interim product that is used to obtain early feedback on its
functionality or to understand full scale production concerns and is integral to an
iterative-incremental delivery method such as Agile; sometimes referred to as beta

testing

Beta testing may also involve production and use of alternate versions of a product,
such as in A/B testing, in which multiple versions are compared to determine the

preferred one.

PRINCE2 7th Edition Functional requirements

A minimum viable product (MVP) is a version of a new
product with essential features that are released early to
customers to obtain feedback for further product development

Functional Requirements that the end user demands
as basic facilities that the system should offer

Defines a system
or its component

Represented or stated in the form of input to be given
to the system, the operation performed,
and the output expected

Specifies what the system does by the user

Requirements stated by the user which
one can see directly in the final product,
unlike the non-functional requirements

o r

~

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved
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PRINCE2 7th Edition Non-functional requirements

Non-functional requirement
defines the quality constraints
and attributes of a system

Also called non-
behavioural requirements

Portability || Security Maintainability

Reliability Flexibility Scalability

Performance Reusability

Specified by technical people
such as software developers

It places constraints on how the system
will fulfil the functional requirements

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved.

In a linear-sequential delivery method, there is generally more information about

the required products and their delivery activities. This enables product descriptions and
quality specifications to be developed in sufficient detail to support scheduling and
estimation to a higher level of confidence.

In iterative-incremental projects, the quality specifications and acceptance criteria are
not fixed with the approval of the project initiation documentation.

Instead, they are considered goals that are to be achieved through iterations of
development and delivery, often referred to as sprints.

An understanding of the types of quality techniques used and their timing, location, and
resource requirements is essential to project planning.

In iterative-incremental projects, the quality specifications and acceptance criteria are
not fixed with the approval of the project initiation documentation.

Instead, they are considered goals that are to be achieved through iterations of
development and delivery, often referred to as sprints.
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In this case, the project product descriptions may be written in the form of high-level

user stories with associated acceptance criteria and can deve
project proceeds.

PRINCE2 7thEdition

User stories are a
format used to gather
end-customer
requirements

‘ Small enough to be ‘
. brought into the
sprint and broken T
down into tasks 'S
L]y

>

4.

-

“As a shopper, | want to be able to scan a bar code
with my phone, so | can compare and find the
lowest price of the same product in various stores”

£

lop iteratively as the

User Stories

Using the highest
priority requirements
saves the project
money - often coming

in at 30-70 percent
cost savings

ID#
Title
Asa

When | do this:

<role>

| want to <function=>

This happens:

Itis important to
include acceptance

So that

Value

<henefit>

Author

Estimate

BACK

criteria in order to
test the user story

Based upon AXELOS® PRINCE2Z® materials. Material isused under licence from AXELOS Limited. All rights reserved.

As an alternative, the requirements (including quality specifications and acceptance
criteria) can be captured and managed in a product backlog. This is a prioritized list that

is reviewed and updated with each iteration.

Acceptance criteria are commonly used to ascertain whether
completed.

a user story has been

An agile project may also aim for early delivery of a minimum viable product, a version

of the product with just enough features to be usable for the p
feedback and refining requirements.

Developing a product description for the minimum viable prod
demonstrating PRINCEZ principles with agile delivery.

urpose of providing

uct is an effective way of

The quality management approach may include a standard ‘definition of done’ and

‘definition of ready’.
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Quality tolerances are not summarily defined at the stage or work package level but are
defined as per product description within the scope of the plan.

The define context and objectives risk management technique step involves obtaining
information about the project to ensure that there is a common understanding of the
specific objectives that are at risk and to formulate an appropriate risk management
approach.

The delivery method being used (linear-sequential, iterative-incremental, hybrid) will
have an influence on the project’s risk management approach.

The approach to managing risk needs to work with and support the project’s chosen
delivery method. For example, a risk management approach that includes monthly risk
review meetings will struggle to support an iterative-incremental delivery method with
two-week sprints.

The PRINCE2 method does not require a particular format for risk management
products, nor specific timings for risk management activities. What is important is that
they are appropriate for the format and pace of the project.

For example, in an agile delivery method, risks in a risk register may be written on a
whiteboard and reviewed as part of a daily stand-up meeting.

In this context, this manual approach may be just as valid as using a specialized IT
system to capture and review risks.

It is also important to recognize that the project’s delivery method might work to
mitigate or reinforce specific risks.

For example, an agile way of working inherently ensures that users do not over specify
requirements at the beginning of a project, which can be arisk in a more linear
approach.

Although agile is characterized by a high level of engagement with the users directly
involved in the project, if not managed correctly, it can lead to uncontrolled changes to
the agreed baseline.

Linear approaches tend to reinforce the impression of ‘controlled change’ but can
appear unresponsive and alienate users. It is of importance that the risk management
approach recognizes these inherent differences.
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The project manager should determine whether there are any organizational or external
policies, standards, and procedures that must be applied and incorporate them into the
project’'s own issue management approach.

A key assumption underlying the choice of a linear-sequential approach to a project is
that the number and magnitude of changes will be reduced as the project lifecycle
progresses.

This is because it is generally much easier and less costly to make changes to the
project baseline early in the project.

For this reason, the issue management approach may propose tailoring tolerances to
allow flexibility in early stages, such as during design, when the impact of changes may
be relatively small.

Then, in later stages, such as during construction, the tolerances may be much more
tightly restricted and a larger portion of the change budget made available, in
recognition of the potential cost of even minor changes.

Issue management and change control are intrinsic to the iterative-incremental
approach. The frequent review of progress and short cycles of delivery work (such as in
agile methodologies) are intended to raise and resolve issues quickly.

This is to allow the scope baseline (sometimes referred to as the product backlog) to
evolve in a manner that keeps a close alignment between requirements and developed
capabilities of the product.

If the entire scope of the project’s delivery activities follows an incremental-iterative
approach, it may be sufficient for the project manager to ensure that issues are
consistently captured, assessed, and decided.

This would be in a manner that provides traceability back to the project product
description and maintains an effective level of control.

In other cases, the project manager should consider structuring the issue management
approach to allow the project board to retain change authority over management
products.

Meanwhile, delegating authority over changes in features and functionality in specialist
products to the teams working within a framework such as PRINCE2 Agile.
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The issue management approach may include the agile technique of trading/swapping
features in response to issues as a means of remaining within tolerance.

Agile methods enable change late in the product development lifecycle to deliver a
product that better matches user expectations with the biggest possible value. This
philosophy applies when products are difficult to define in detail early in the project.

Project progress

It is important that the approach to managing progress works with, and supports, the
project’'s chosen delivery method rather than going against it.

The implementation of ‘manage by exception’ provides for efficient use of senior
management time as it reduces senior managers’ time burden without removing their
control. This ensures that decisions are made at the right level in the organization.

PRINCE2 7th Edition Burndown charts

Burndown charts are a way to

visually represent progress achieved 10
within a sprint % Burn Down Chart
80

Showing work accomplished verses
the work remaining

schedule

actual

' Some Burndown charts also show
the outstanding story points to
check your status and estimations

A

Work still to be done

- AR A

Dayl Day2 Day3 Bay4 Day5 Cay6 Day7 Day8 Day9 Day10 Oone

Burndown charts are used in
preference to Gantt charts for
project tracking and forecasting

Sprint time still available

Sprint Backlog | The Burndown chart is generated The Sprint Burndown

—) from the sprint backlog which chart is an information
— should be updated every day with  radiator showing anyone
R the remaining hours the sprint status

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved.

The goal is to alert the next management level in the project as early as possible that
the work will move outside of agreed tolerances, and a decision is needed on if and how
to proceed.
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The decision-maker can decide to accept the deviation and its consequences or act to
remove or reduce it.

For a project using an iterative-incremental delivery method, it will typically be more
appropriate to focus on tracking how much of the requirement is being met by the end
of the sprint rather than how long it will take to complete the products.

Definition of done (DoD)
Definition of done (DoD) is a checklist of the types of b

work that the team is expected to successfully 4 r
complete before the work is potentially shippable

As a minimum, DoD should yield a complete slice of product
functionality,one that has been designed, built, integrated, tested,
documented — and would deliver validated customer value

The definition of Done applies to completed products
composed from a set of product backlog items ‘

Each product backlog item should have
a set of items specific acceptance
criteria specified by the product owner

ARRRAAN

Based upon AXELOS® PRINCE2® materials. Material isused under licence from AXELOS Limited. All rights reserved.

The tolerances would have been set in accordance with this. The frequent delivery of
products that meet their acceptance and quality specifications is a primary source of
progress information and provides the basis for forecasting future progress.

The formality of reporting may differ in an iterative-incremental project using agile
techniques such as Kanban and burn-down or burn-up charts.

Checkpoint reporting may be based on a ‘pull’ system, where the project manager
reviews the charts maintained by the development teams rather than being sent by
them.
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The Kanban Board - 1

A visualisation tool that shows work in progress to
help identify bottlenecks and overcommitments,
thereby allowing the team to optimise the workflow

Show work at various stages of a process, using cards to
represent work items and columns to represent each stage

Backlog To Do Ongoing i DONE i
# » # E # E
E D B H C i

| L H B

\'7 B ot | |

L IR .
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The Kanban Board - 2

Cards are moved from left to right to show progress ‘ -
and help coordinate teams performing the work ~_ . 4 =

A kanban board may be divided into horizontal
"Swimlanes" representing different kinds of
work or different teams performing the work

Kanban boards can be Backlog : ToDo : Ongoing : DONE i
] ] 1
used for projects or # i o -~
2 1 I 1
manufacturing processes E DO B W | C |
| E kAL 3
e — 1 — 1 N— 1
# i e | |
1 I 1
i i i
F i A i i
1 1 1 1
1 1 1 I 1
1 \ 1 I I 1
1 — i 1 — i ]
Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.
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By contrast, for a project using a linear-sequential delivery method, the focus may be on
when the stage’s products will be complete and for what costs. In this way, the project
board can be confident that there is a robust basis to move from the current stage to
the next.

As the project progresses lessons should be included in relevant reports and reviews
and included at the end of each stage.

The goal is to seek opportunities to implement improvements during the life of the
project. The retrospective technique is an example of gathering lessons in an agile
approach.

The project manager must provide the project board with summary information about
the status of the stage and project and distribute other information to the stakeholders
at a frequency documented in the communication management approach.

The degree of autonomy people require to deliver project work needs to be balanced
with the need to coordinate the timing of when work starts and by when work should be
completed.

The vehicle for ensuring the coordinated timing of project work is the authorization,
execution, and delivery of a work package.

For projects using an iterative-incremental delivery method, the co-creation of the work
package description may be a joint exercise with the team manager, development team,
and product owner.

For projects using an iterative-incremental delivery method such as agile, the highlight
report may be based on a ‘pull’ system, whereby the project board looks at progress
charts being maintained by the project manager and development teams.

For projects using an iterative-incremental delivery method such as agile, the
checkpoint report may be based on a ‘pull’ system, whereby the project manager looks
at progress charts such as Kanban boards or burn-down charts being maintained by the
team manager and development teams.
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Aligning Agile with PRINCE2 Principles

PRINCE2 principles with Agile - 1
N PRINCEZ2 states that a project A PRINCE2 project must | _ '{
must be tailored to fit its adhere to the seven | [ |
environment and agile/scrum can PRINCE?2 principles as
be used to deliver projects shown below: ‘]
Continued The Product Owner uses the Product Backlog to prioritize

business |requirements according to business justifications — so backlog
justification items may be changed for continued business justification

Learn from The sprint retrospective at each sprint end and
experience || lessons are documented for the next sprint or project

Defined roles Scrum has the Scrum Master, Product Owner and
and Team. When the PRINCE2 and Scrum frameworks are
responsibilities || integrated the responsibilities are never compromised

Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.

PRINCE2 7th Edition PRINCE2 principles with Agile - 2
Manage Scrum delivers in iterations called sprints v VY 4/
by which could be considered stages, and the Al "H *'M AN
stages Work Packages of a stage will also use sprints gV ﬂ'-y
Manage by Scrum manages Returning incomplete sprints
exception exceptions either by: back to the Product Backlog
f
The Product Backlog could be modified Dealing with ‘ ['
any time to handle exceptions with them at sprint
close liaison between the Scrum reviews with the ‘ )
Master, the team and Product Owner Product Owner -

-

Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.
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PRINCE2 principles with Agile - 3

- The team reviews the Product Backlog ¢ \ é’ - \ é’ ‘ \
::zz;: and converts this into the Sprint [ sPrinT1 %SPRINTZ %SPRIN”
P Backlog listing tasks to be completed o é - é |

The team must consult with the Product Owner on User
Stories and acceptance criteria for when the product is
developed, and its quality challenged at sprint reviews

Tailor to suit PRINCE2 and Scrum can be blended
the project provided the PRINCE2 principles are
environment not compromised

Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.

Agile Delivery Methods

Iterative-incremental projects
'-\
~

An agile project may also aim for early delivery of a minimum
viable product, a version with just enough features to be
usable to provide feedback and refine requirements

Developing a product description The quality management
for the minimum viable product approach may include a -
effectively demonstrates PRINCE2 | |standard 'definition of done'
principles with agile delivery and 'definition of ready'.
Definition of ready. The team Definition of Done. The product
provides a user story with clear and owner completes this by
visible criteria prior to being accepted ensuring alignment with
into the upcoming iteration stakeholders and business goals

Based upon AXELOS® PRINCE2® materials. Material is used under licence from AXELOS Limited. All rights reserved.
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