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[bookmark: _Toc223514480]1.	Introduction
Edinburgh College commits itself to a large number of complex, high value, innovative and transformational projects. Excellent management of these projects is essential to ensure the College’s continued success. This Project Management Framework (PMF) outlines good practice guidance on how the College manages major college projects in order to facilitate delivery of successful outcomes.
[bookmark: _Toc223514481]2.	Framework Statement
The Framework is designed to:
· provide support and guidance to ensure the highest quality of project management
· be simple to understand and to operate
· be flexible and adaptable to the type and scale of each major project
· ensure clear ownership of individual projects within the college
· ensure adequate control and provide stakeholders with the necessary oversight
· demonstrate transparent decision making at each stage in the project lifecycle
· provide an appropriate level of consistency across projects
· be aligned to the general principles of PRINCE 2
[bookmark: _Toc223514482]3.	What is a Project Management Framework?
A project management framework (PMF) outlines the approach taken to oversee and guide a project through its lifecycle, the general principles of which can be applied to any size of project but are crucial for all major college projects.
It is important to recognise every stage of a project requires planning and management from the initial conception and development of the idea through to assessing longer-term success and impact of the project after it is completed.
This Framework therefore adopts a lifecycle approach and separates major projects into three key stages:
	STAGE 1: 
Project Initiation
	STAGE 2: 
Project Delivery
	STAGE 3: 
Project Closure and Analysis

	Outline the project’s purpose, need, and justification, including agreed objectives, benefits, costs, risks, and user needs. It presents the preferred solution based on an assessment of alternatives and details the high-level plan for delivery. This includes the timeline, key deliverables, scope, and initial steps to ensure successful project initiation and alignment with strategic goals.
	Project manager oversees the project team and completion of tasks (deliverables) outlined
in the project plan and provides regular progress updates to sponsor and Portfolio manager.
Manage unplanned change to the project baseline (change request).
	Analysis of project achievements against originally defined baseline.
Recommendations for further change/ development.
Request approval to close the project. 

	Documents 

	Mandatory documents: 
· Project Initiation Document (PID)
· Health and Safety Impact Assessment 
· Equalities Impact Assessment 
· Data Protection Impact Assessment Screening Questionnaire 
· Data Protection Impact Assessment (to be completed if deemed required by the Screening Questionnaire) 
· GAP analysis (optional)
· Options Analysis (optional)
· Specification documents (optional)
	Progression Report
Decision log (optional)
	Project Closure Report

	Gateway 

	PM to develop and submit the PID to the Portfolio Manager for review/ feedback.
Once finalised the Portfolio manager submits PID to ET for approval.
PM is advised to move to Stage 2.
	PM provides project progression reports to Sponsor and Portfolio manager.
The Portfolio manager updates the Major Projects Dashboard and Sponsor provides update to ET.
PM and Sponsor to  agree that project has  delivered on objectives and can be concluded before moving to Stage  3.
	PM to develop and submit the Closure Report to the Portfolio manager for review/ feedback.
Once finalised the Portfolio manager submits Closure Report to Executive Team for approval.
 



[bookmark: _Toc223514483]4.	Which Project must use the PMF?
The Framework is only required to be applied to major college projects. However, the Framework’s core principles of identifying a business case, good planning, setting and monitoring progress against targets, review and evaluation of long-term effectiveness of outputs is best practice for any size of project.
When managing a project all existing College policies and procedures e.g. personnel, recruitment, procurement, etc. should be followed.
These College policies and procedures are not detailed in this PMF; therefore, guidance should be sought from the relevant College areas as needed.
Where projects involve an external partnership with another institution, clear ownership and responsibilities must be established from the start of the project (in Stage 1) and when possible, this framework should be applied. 
[bookmark: _Toc223514484]5.	What is a Major Project?
A project can be defined as a “A unique series of actions designed to accomplish a unique goal within specific time and cost limitations”. 
Edinburgh College set up and invest in projects in order to introduce change into day to day “business as usual” activities. 
A project with relatively large amounts of one or more of the following can be considered a major project:
· Resources / People
· Complexity / activities to be performed
· Funding
· Impact to the college
· Time
· Risk / higher than normal exposure to risk
The decision on what is or is not a major project is largely decided by the SMT with agreement from the Executive team who can invoke a Major Project for any change initiative within the College.
[bookmark: _Toc223514485]6.	Major Project Criteria – Numeric Scoring Framework
[bookmark: _Toc202861721]Below is a numeric scoring model that can be applied to the Major Project Criteria, creating a simple, objective method to determine whether a proposed initiative should be classified as a Major Project. 
[bookmark: _Toc223514486]Resource and Workforce Demand
Extent of staffing, specialist expertise, or cross-college involvement.
	Score
	Description

	1
	Small team; minimal time required

	2
	Involvement from one additional department

	3
	Cross-college collaboration required

	4
	Large resource demand; specialist skills needed

	5
	Workforce restructuring or major staffing changes required



[bookmark: _Toc223514487]Complexity of Activities
Number of workstreams, interdependencies, and organisational reach.
	Score
	Description

	1
	Single straightforward activity

	2
	A few related tasks; low dependency

	3
	Multiple activities across areas; some dependencies

	4
	Significant interdependencies affecting multiple functions

	5
	Highly complex with multiple workstreams and critical dependencies



[bookmark: _Toc223514488]Level of Funding Required
Cost, capital investment, and external funding implications
	Score
	Description

	1
	Minimal cost; within existing budgets

	2
	Small additional cost requiring limited approval

	3
	Moderate budget requirement or external funding

	4
	Large financial implications requiring SMT approval

	5
	Major investment or multi-year funding commitment



[bookmark: _Toc223514489]Impact on the College
Effect on students, staff, compliance, reputation, or strategic direction.
	Score
	Description

	1
	Very limited impact, small group affected

	2
	Localised operational impact

	3
	Noticeable impact across a department or service

	4
	Significant impact across multiple campuses or functions

	5
	Major strategic impact affecting large portions of the College



[bookmark: _Toc223514490]Timeframe
Duration and urgency.
	Score
	Description

	1
	< 3 months

	2
	3–6 months

	3
	6–12 months

	4
	1–2 years

	5
	Multi-year project requiring phased delivery



[bookmark: _Toc223514491]Risk Exposure
Operational, financial, reputational, compliance, and delivery risk.
	Score
	Description

	1
	Low risk; easily mitigated

	2
	Some risk but manageable within standard processes

	3
	Noticeable risks requiring monitoring

	4
	High-risk with possible strategic implications

	5
	Significant risk to finance, compliance, operations, or reputation



[bookmark: _Toc223514492]Total Scoring and Threshold
Add the scores for all six criteria (maximum possible: 30).
	Total Score
	Classification

	6-12
	Minor Project – handle within local team

	13-18
	Moderate Project – enhanced oversight required

	19-30
	Major Project – must be governed through Major Project governance structure



Major Project Threshold:
A project scoring 19 or above, OR scoring 5 in any individual category, should automatically be escalated for SMT/Executive Team approval as a Major Project.
[bookmark: _Toc223514493]7.	Management Reporting
Edinburgh College adheres to the following reporting structure to ensure that good project management practice is maintained and that adequate levels of oversight are applied to all major projects.
	REPORTING STRUCTURE (Terms of Reference)

	Group
	Frequency
	Documents
	Remit

	Portfolio board (Executive team)
	Quarterly is the standard, however frequency is dictated by Executive Team 
	· EC Major Project Dashboard
· Project Initiation Document (PID) submissions
· Closure report submissions
	Executive team to:
· Review progress of all major projects
· Approved key/gateway documents (e.g. PID).

	Senior Management Team (SMT)
	As required – dictated by project needs
	· Project Initiation Document (PID)

	· Project managers/Project sponsors give outline update on their related major projects
· Group discusses emerging major projects.

	Project review
(Project sponsor, Portfolio manager and Project manager)
	As required – dictated by project needs
	· Project Initiation Document (PID)
· Closure reports
	· Draft gateway documents (e.g. PID) 
· Project progression updates
· Discuss any project risks/issues



[bookmark: _Toc223514494]8.	Project Stage Checklist
The framework identifies a set of checklists for each of the three stages to ensure that all the key issues have been addressed.
[bookmark: _Toc223514495]Stage 1: Project Initiation 
Strategic Alignment and Need:
· Has the need for the project been clearly outlined?
· Does the project align with Edinburgh College’s strategic priorities?
· Have user needs and opportunities been considered?
Scope, Objectives & Options:
· Have SMART objectives been defined for the project?
· Has the project scope been clearly set out (including what is and isn't included)?
· Does the project have a clear end point (both date and intended outcome)?
· Have alternative options been considered with rationale for the chosen approach?
Resources, Costs & Risks:
· Are estimated costs, including ongoing/post-project costs, identified?
· Has available funding been confirmed and noted (especially if different from estimates)?
· Are internal resource requirements (time, skills, personnel) identified and available?
· Have key project risks been identified (e.g., to students, BAU, or delivery)?
Planning and Delivery:
· Have key deliverables and milestones been defined and aligned with objectives?
· Has a project timeline with clear phases and deadlines been provided?
· Has the project team and their roles been identified?

STAGE 1 GATEWAY:
Once the above has been outlined in the PID it is submitted to the Portfolio manager for initial feedback before being presented to the Portfolio Board (Executive team) for consideration and approval.
Once approved the project can proceed to Stage 2.
[bookmark: _Toc223514496]Stage 2: Project Delivery (implementation)
· Is the project still on track to the Project Plan (timeline)?
· Are all the objectives and deliverables on track?
· Have all project issues been communicated to the project sponsor and steps been taken to mitigate / resolve them?
· Are all people involved in the project delivering what’s required?
· Are all identified risks being monitored and actions taken to mitigate the impact/probability of the risk occurring?
· Have any significant changes to the project's original baseline (e.g. project plan, objectives, benefits, etc.) been communicated to the Sponsor for approval?

STAGE 2 GATEWAY:
The project manager provides Project Progress Reports to the Project sponsor and the Portfolio Manager.
At the end of the project - the project manager and sponsor agree that all deliverables have been achieved and/or the project should be concluded, and the project manager can proceed to Stage 3.

[bookmark: _Toc223514497]Stage 3: Project Closure & Analysis (review)
· Did the project deliver the initial expected benefits to the college? If not, why?
· Are there any unforeseen running costs and how will they be accommodated?
· How will the delivered products from the project be monitored in the longer-term to ensure that users are deriving maximum benefit?
· Will there be a successor project and if so, what is the time-scale for its planning/subsequent project management?
· What lessons have been learnt from this project?
· What (if any) are the future actions or recommendations that the college should consider? 

STAGE 3 GATEWAY:
Once the above has been outlined in the Closure Report it is submitted to the Portfolio Manager and Project Sponsor for initial feedback before being presented to the Portfolio Board (Executive Team) for consideration and approval.
9. [bookmark: _Toc223514498]Roles and Responsibilities
The following outlines key project roles and their responsibilities 
	Title
	Role description

	Project Manager
	The project manager is accountable for controlling the project and taking any action needed, within tolerances and scope, to make sure the project delivers the expected outcomes.
The Project Manager ensures that the project is delivered on time, to budget and to the required quality standard (within agreed specification). The Project Manager ensures the project is effectively resourced and manages relationships with a wide range of groups (including all project contributors).

	Responsibilities

	· Managing and leading the project team
· Monitoring project progress and performance
· Reporting on project progress to Project Sponsor and Portfolio Manager
· Engaging partners and connect groups on project requirements and progress
· Developing and maintaining a project plan
· Managing project deliverables in line with the project plan
· Managing project issues and escalating when necessary
· Managing project scope and critical success factors
· Raising change requests when scope or critical success factors are or will be affected
· Managing approved project budget
· Working closely with users and suppliers to ensure the project meets business needs and predetermined project objectives
· Develop and complete all key project documentation outlined in this Framework



	Title
	Role description

	Project Sponsor (Executive Member)
	The owner of the overall business change, accountable for successful outcomes and is recognised throughout the organisation as the key leadership figure in driving change forward.

	Responsibilities

	· Secure the necessary investment for the business change.
· Ensure strategic fit of project objectives and benefits.
· Ensure that the aims of the planned change continue to be aligned with the direction of the business.
· Monitor high-level delivery of objectives and benefits, providing appropriate recommendations and instructions where necessary to ensure their successful delivery.
· Deal with issues as they arise requiring advice, decision-making and communication with senior stakeholders.
· Monitor and control the progress of the business change at a strategic level and oversee the transition from change delivery to business as usual, ensuring that any new capabilities are fully exploited.
· Ensure agreement and commitment amongst stakeholders as to what the objectives and benefits are and their delivery.
· Ensure the projects are subject to review at appropriate stages with project managers.

Ensure that the Project Manager completes all required project closure reporting, including:
· A full Project Closure Report capturing lessons learned.
· Confirmation of whether project objectives have been met
· Completion of the benefits analysis, with any follow-up actions, recommendations, or ongoing monitoring clearly identified



	Title
	Role description

	Portfolio Manager
	Responsible for ensuring standards, procedures and practices are being followed to ensure projects are successfully delivered.

	Responsibilities

	· Promote project management standards and methodology.
· Mentor and train an experienced and competent staff of project managers.
· Oversee portfolio of change projects for the college.
· Develop and maintain library of report templates used to facilitate good project. management practices and reporting structure.
· Conduct initial in-depth review of all project management reports and provide guidance/feedback to project managers.
· Maintain communications with project managers regarding the project management lifecycle and progression between the identified stages.
· Communicate feedback from Portfolio Board (Executive Team) directly to project managers and provide guidance.
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