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Appendices
[bookmark: _Hlk130631446]1 Checklist gate decisions, Project charter for the entire project, 3 Project charter for a single phase, 4 Change log, 5 Agenda and documentation for steering group meetings.
Business case
	Current state/ backgound
	

	Dependencies to other intiatives and operations
	



	Primary stakeholders
Result stakeholders foremost
	Expectations/Needs

	
	

	
	

	
	

	
	
	
	
	

	Alternative directions for the project
	What does the alternative mean concretly?
	Possible effects and results at large
	Possible calendartime for effects (initial to fully)
	Necessary scope
(manhours and resources)
	Uncertainty (risklevel)

	Do nothing/alt 1
	
	
	
	
	

	Do the minimum/alt 2
	
	
	
	
	

	Do something/alt 3
	
	
	
	
	

	Do everything/alt 4
	
	
	
	
	

	

	Chosen alternative
	Chosen alternative with motives

	For the chosen alternative

	Expected benefits/business objectives
	Estimated value of the business objectives
	Timeplan for business objectives
	Plan for business objectives evaluation
(How, who and when?)
	Outcome

	
	
	
	
	

	Costs
	Estimated total costs
	Estimated project costs
	Estimated life-cycle costs
	Estimated conversion costs
	Outcome total costs

	
	
	
	
	
	

	Resources
	Esimated total resource need (manhours)
	Estimated internal manhours
	Estimated external manhours
	Outcome total resources (manhours)

	
	
	
	
	

	Major business/strategic risks
	Assessed impact on the possibility to reach the business objectives

	
	

	
	

	
	

	Assessment of business objectives in relation to total costs, resources and risks
	

	Alternatives for financing
	


	Other
	




Gate decisions
For gate decision checklist, see appendix 1

	
	Date
	Decision*
	Comment
	Decided by

	G1 Further develop a concept and start a prestudy

	
	
	Clarify motive and how the decision shall be implemented e.g.
	

	G2 Initiate the preparation phase

	
	
	
	

	G3 Initiate the realization phase

	
	
	
	

	G3b Carry on with the realization phase? 
(as needed)

	
	
	
	

	G4 Approve final delivery and start the closure phase

	
	
	
	

	G5 Approve the results of the closure phase and close the project

	
	
	
	

	*At a gate decision shall a judgement be made regarding the benefit, evaluation of benefit in relation to total resouce and competence need, risks and available resources for continued work.
Possible gate decisions are A Continue, B Contine with changes/conditions, C Redo/do more, D Wait, E Terminate
*For gate decision checklist, see appendix 1.


Risk analysis, business/strategic risks
	Risk
	Risk description/clarification
	Probability (1-5)
	Consequence (1-5)
	Risk value (P*C)
	Risk owner

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


Risk management, business/strategic risks
	Risk
	Acttion to handle the risk
	Cost for the action 
(time, cost, resources)
	Do?
(yes/no)
	Date for the action
	Responsible
	Status 
(planned/ongoing/done)

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	





Appendix 1 – Checklist gate decisions 
[bookmark: _Hlk129889058]G1-G4 Note the gate decision with motivation/how to implement the decision in the section that documents the gate decisions in the section above. 
If you want to keep the notes per gate decision, copy the section below and mark what gate decision it is G1-G4
	Criteria
	OK?
	Comment

	Benefit, i.e. business rationale for our organisation and benefit for the stakeholders
	
	

	Evaluation of benefit contra the total resource and competence requirements
	
	

	Business and project risks
	
	

	Project status and proposed direction for the next phase
	
	

	Available resources for continued work
	
	

	Other
	
	



G5 Note the gate decision with motivation/how to implement the decision in the section that documents the gate decisions in the section above.
	Criteria
	OK?
	Comment

	Benefit, the business rationale
	
	

	Benefit, who is appointed to perform the business objectives evaluation and when in time?
	
	

	Status, results in accordance with the projects playfield
	
	

	Customers/users active and engaged
	
	

	Results handed over to receivers
	
	

	Learnings noted and spread
	
	

	Other
	
	




Appendix 2 Project charter for the entire project
Project charter for the entire project
The charter is also included in the Project operational plan, but can also be included here for a good overview. The charter includes the agreement between the project sponsor and the project manager. It also clarifies the project managers mandate. If there is a need to have a charter for a single project phase, use appendix 3.
	Background
	Short background and current status

	Playfield
	Plan
	Outcome

	Business objectives
	Describe the expected benefits/effects
	Describe the gained benefits/effects

	
	
	

	
	
	

	
	
	

	Summary project objective
	A summary heading that describes what the project is expected to deliver at large
	Describe what has been delivered at large

	Project objectives
	Specify desired results, functions and properties
	Describe accomplished results

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	Exclusions
	Describe result that will not be reached or delivered
	Kept/changed?

	
	
	

	
	
	

	
	
	

	
	
	

	Limits
	Decided
	Tolerance
	Outcome

	    Time
	Planned start and delivery date
	
	Actual start- and delivery date

	    Cost
	Budget
	
	Outcome

	    Manhours
	Total manhours
	
	Outcome

	[bookmark: _Hlk127784608]Conditions
	Specific conditions that the project shall pay attention to or dependencies between the project and other initiatives.


	Development philosophy

	Waterfall, Integration driven, Agile or Exploratory (and motivation why)

	Escalation
	The project manager is empowered to make decisions within the playfield. For issues and decisions outside the playfield, escalate to the project sponsor.

	[bookmark: _Hlk176961828]Flexibility matrix
(mark with X, one per row)
	Least flexible
	Medium flexible
	Most flexible

	    Project objectives
	X
	
	

	    Time
	
	X
	

	    Resources/Cost
	
	
	X


Routines for follow-up

	Reporting
	Extent and frequency

	Meetings
	Type of meeting and frequency

	Other
	





Appendix 3 – Project charter for a single project phase
Project charter for a single project phase
In the early phases it is common to get a mandate, one project phase at a time.
	Background
	Short bakground and current status 

	Which phase is the charter for?
	

	Playfield
	Plan
	Outcome

	Summary project objecive
	A summary heading that describes what the project is expected to deliver at large
	Describe what has been delivered at large

	Desired results
	Specifify desired results from the project phase
	Describe achieved results

	
	
	

	
	
	

	
	
	

	Exclusions
	Note results not to be achieved/delivered in the project phase
	Kept/changed?

	
	
	

	
	
	

	
	
	

	Limits
	Decided
	Tolerance
	Outcome

	    Time
	Planned start and end date for the phase
	
	Actual start and end date for the phase

	    Cost
	Budget for the phase
	
	Outcome for the phase

	    Manhours
	Total manhours for the phase
	
	Outcome for the phase

	Conditions
	Specific conditions that the project shall pay attention to or dependencies between the project and other initiatives.

	Escalations
	The project manager is empowered to make decisions within the playfield. For issues and decisions outside the playfield, escalate to the project sponsor.

	Flexibility matrix
(mark with X, one per row)
	Least flexible
	Medium flexible
	Most flexible

	    Desired results
	X
	
	

	    Time
	
	X
	

	    Resources/Cost
	
	
	X


Routines for follow-up

	Reporting
	Extent and frequency

	Meetings
	Type of meeting and frequency

	Other
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Appendix 4 – Change log
Strategic matters and decisions that affects the project playfield.

	Change proposal
	Initiated by whom and when
	Status and date
(Investigation, ready for decision, approved, rejected)
	Impact
Time plan/Budget (cost), Project objectives
	Decision
Clarification of decision
	Decided by
	Other
Who pays for the change e.g.

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	






Appendix 5 – Agenda and documentation for steering group meetings
Keep the meeting short and focused supported by aggregated info- Focus on the key matters to discuss and decide on.
	Agenda item
	Notes
	Results/decisions

	1 What is most important on todays meeting?

	
	

	2 Summary of current state and prognosis with use of traffic lights

	
	

	3 Progress, deviations and current questions

	
	

	4 Uncertainty including main risks


	
	

	5 Need for decisions and support


	
	

	6 Learnings and how they are used


	
	

	7 Other


	
	

	8 How shall the taken decisions be implemented?

	

	9 Date and time for next meeting
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