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1 Introduction 

Croydon Department of Social Services have recognised that the increasing range 
of initiatives and targets requiring to be met as well as changing expectations 
amongst service users require continual development and change in the range and 
nature of services offered to the people of Croydon.  To deliver these changes the 
way we work must change.  Traditional approaches are not flexible enough and do 
not take advantage of the benefits of multi-disciplinary working and targeted effort in 
well-defined areas. 

The Department has therefore fully explored the potential benefits of adopting a 
more project-focussed way of working.  It also recognises the benefits of developing 
project management skills amongst its workforce.  This handbook provides a guide 
to the approach being adopted within the Department.  It describes the structures 
and processes being developed to support project working.   

This handbook therefore represents one element of the support being developed 
which together with training and the development of a project support team 
represents a commitment from the Department to provide what is necessary to 
improve the way we work in an increasingly complex world. 
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2 Background and approach 

2.1 Development of Project Management Awareness 

The awareness raising process began with three, two-day workshops for Senior 
Managers within the Department between June and November 2000.  The 
workshops enabled each member of the SMT to consider the changing nature of 
expectations placed on the Department and the potential benefit of adopting a 
Project Management approach in delivering on these expectations. 

The workshops also provided an introduction to the implications of adopting a 
Project Management approach including the necessary organisational context and 
the implications of undergoing change.  An overview of the nature of project working 
and the skills needed in a project manager were also covered. 

In parallel with the first phase of roll-out for project working it is expected that further 
project management awareness workshops will be held for middle managers and 
those expected to play a part in projects. 

2.2 Integrating project management into mainstream work 

At a Divisional Managers Team meeting in January 2001 it was agreed to roll-out 
Project Management arrangements for key pieces of work underway or about to be 
started.  The projects involved are identified in Appendix 3.  This first phase of roll-
out concerns the development of tools and organisational arrangements that will 
provide a baseline for more extensive project working in future.   

This handbook is a key part of this first phase as it describes the developments 
within the Department that will encourage and facilitate project working. 

2.3 Timescales 

 June – Nov. 
2000 

Jan – July 2001 Beyond 

Project 
management 
awareness. 

Phase 1 - SMT 
workshops. 

Phase 2 - Re-focussed workshops 
for middle management and 
project workers. 

Phase 3 – Ongoing 
availability of training 
for new staff. 

Integration 
into work 
areas. 

 Phase 1 – Development of 
structures and processes and 
integration of key work areas into 
system. 

Encouragement and Identification 
of project work being undertaken 
within the Department. 

Phase 2 – 
Development of 
structures and 
processes to 
accommodate 
broader range of 
project work within 
the Department. 

Figure 1  Timescale for Project Management Roll-out 

Key targets for the current period are: 

• The development and delivery of awareness workshops for middle managers 
and potential project workers; 

• The development of a Project Support Office; 

• The development of processes for initiation, monitoring and evaluation; 

• Support for key project areas to review their project plans. 
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3 Terminology 

Consistent use of language helps in the understanding and communication of new 
ways of working.  It is vital, therefore to clarify at the outset some of the language 
that will be used frequently within a project orientated organisation.  The adoption of 
PRINCE 2 methodology by some of Croydon Social Services partners is reflected in 
some of the definitions provided here.  A brief overview of this methodology is 
provided in Appendix 5. 

Two definitions for a Project have been used during the first phase of awareness 
raising.  Both are helpful.  The first is that adopted by the Project Management 
Institute:  A Project is a temporary endeavour undertaken to create a unique product 
or service.  This definition stresses the time-limited nature of a project – it must have 
a beginning and an end – and the uniqueness of each endeavour in terms of both 
the end point but also the journey taken to reach that end point. 

In public sector organisations improving our ability to work in projects can be useful 
at any stage of the service development and delivery spectrum.  However, a 
particular weakness is traditionally the process required to implement strategy.  The 
adoption of project working at this stage led to the development of the second 
definition in use in the awareness-raising programme – a project is then the action 
necessary to translate strategy into change on the ground. 

The Project Board commissions, directs and monitors projects within the 
department and between the department and its partners.  The Project Team 
conducts the day to day business of the project to achieve the desired outcome of 
the Project.  Terms of reference for both these groups are contained in Appendix 6. 

A Programme or Programme Area occurs where either a number of projects are 
required to realise an overall goal or where a number of initially independent 
projects need co-ordination.  The projects within a programme area will have 
significant interdependencies and may require close co-operation and the use of 
common resources.  Each project, however, should also be seen with a degree of 
autonomy.  Within a programme area it may be helpful to minimise the number of 
Project Sponsors involved (one if possible) and to have a regular meeting of the 
Project Managers to co-ordinate progress. 

The Project Team should be made up of those who provide some dedicated time to 
delivering the objectives of the project outside their attendance at project team 
meetings, i.e. Project Workers.  This emphasises the need to quantify the nature 
and time commitment for contributions required to deliver on the project and to 
agree this  

The Project Sponsor is outside the Project Team and is accountable for the 
outcomes of the project and the way in which the project outcome is integrated into 
the organisation.  They also have the responsibility for agreeing changes in the 
project specification.  The Project Sponsor and the Project Manager will have a 
close working relationship akin to that of a line management relationship but only for 
the purposes and for the duration of the project. 

Within the Department different ways for initiating projects have been explored.  
Contained within this handbook at appendix 4 is a Project Notification Document.  
This indicates the basic essentials of the project in mind and should be submitted to 
the appropriate Divisional Manager.  The process by which this will be taken forward 
are outlined later in this handbook. 

A Project Plan will always be required and will build on the Project Notification 
proforma.  It will contain key information about the way in which the project will be 
delivered.  An outline Project Plan is contained at Appendix 6. 
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Matrix working describes the necessary move away from traditional functional and 
hierarchical structures within an organisation to facilitate the development of project 
management.  It requires relationships between staff within the Department that 
move horizontally between Divisions rather than just vertically up and down 
Divisional structures.  It involves dual responsibilities and relationships for 
individuals who may be carrying out functional and project management/working 
tasks at the same time.   

4 Structures and resources 

4.1 Organisational structure 

4.1.1 Matrix working 

The current structure of the Department can be represented in a simplified way by 
the following diagram. 

Director

Inspection and QA HR & Office Management

Children’s
Division

Performance
& Strategy

AdultsCommunity
Care

 
Figure 2  Simplified Organisational Chart of the Department 

In order to facilitate project working a matrix style of organisation is now envisaged.  
This will not change current line management and supervision arrangements but will 
require flexibility in the range of project working undertaken.  People will increasingly 
work to and with other people within the Department whose line management is 
separate from their own. 

A revised way of picturing this is illustrated below. 
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Director

Secretariat Head of HR & Training

Project
Managers

Children’s
Division

AdultsCommunity
Care

Performance and Strategy

Project Working

 
Figure 3  The Department viewed as a Matrix Organisation 

4.1.2 Project Support Team 

A Project Support Team is envisaged working from within the resources of the 
Performance and Strategy Division.  It will have the following responsibilities: 

• To develop and facilitate the necessary processes for project initiation, 
monitoring and evaluation; 

• To develop a directory of projects and the application of appropriate 
technology, for example in producing a Gantt chart for projects underway; 

• To provide the DMT with regular updates and advice regarding the progress 
being made within projects and the overall capacity of the Department to 
undertake projects; 

• To support the general development of projects both individually and across 
programme areas through the identification and facilitation of development 
and training needs. 

4.2 Programme areas and project structure 

Within the time agreed by the Department for the delivery of specific time-limited 
projects the following diagram has been prepared to illustrate the relationship of 
projects and programme areas.  Because of the time-limited nature of projects this 
diagram will never be stable.  Projects will end and new projects emerge.  Over time 
this may necessitate the development of new programme areas or the disbanding of 
programme groupings in favour of a series of projects. 

The Project Support Team should keep a constantly updated map of the projects 
underway within the Department. 
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Programme Board

Carers Complaints/enquiries

Local Implementation Strategy

First level reporting

Management informationFinancial Processes

Business Excellence

Performance & Strategy

Mental Health services Front-line children’s services

Assessment & care mgt Major adaptations

Looked after children placementsPhysical Disability services

Best value Programme Area

Listening to children

Children with disabilities

Workforce planning

Management information

Life chances

Quality assurance

Leaving care

Enhancing placement choice

Assessments

Quality Protects Programme Area

Promoting independence

Brokerage

Day services

Partnership in Action work
with other agencies

Learning Disability Customer Focus Initiative

Information system

Front desk

Older people’s services

O.P. homes re-focussing

Home care contracting

Older People

 
 

Figure 4  Programme and Project Structure 

4.3 Project Managers 

The project areas identified above have varying needs in terms of dedicated Project 
Management.  A review of this in early January suggested the following resources 
being available: 

• Partnership in Action – resources are available within this programme area 
for the appointment of project managers; 

• Older People Residential and Nursing Home care – part funding for project 
management has been identified; 

• Customer Focus Initiative – Project Management funded. 

• Quality Protects – Project Management funded. 

• Leaving care – Project Management funded. 

• Best value Programme – 1½ posts available but unclear as to whether this is 
sufficient capacity; 

• Financial Processes Review – no funding after April. 

• Business Excellence Model – no funding identified. 

• Day services for people with a learning disability – no funding identified. 
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5 Processes 

5.1 A typical project life-cycle 

The Project Management Awareness workshops held within the Department provide 
significant background in the theory of project life-cycles and the implications for 
project management.  The handbook accompanying the workshops provides a 
record of these issues and a brief bibliography is provided in the appendices to this 
handbook.  Key to the understanding of project working is the unique nature of each 
project in terms of process and output. 

However, there remains an important need to provide a framework for the starting, 
monitoring and ending of projects.  This will ensure that projects do not ‘drift’ and will 
clarify people’s commitment and the overall resources required by the Department 
to achieve its targets.  A four-stage process is envisaged and is illustrated below. 

Proposal not appropriate for
project working OR capacity

not present to support.

Work either delayed or continued as
part of normal management

responsibilities.

DMT

Identification of
Projects

Development of Project
Plan and identification

of Project Team

Project
Support Team

Project Launch

Project
Support Team DMT

Project milestones

Project milestones

Project milestones

End of Project

Evaluation

1

2

3

4

Project Path

Information flow

Advice/involvement

 
Figure 5  The Project Pathway 

5.1.1 Stage 1 – Project Initiation 

A new project may come from external or internal sources, for example either 
Government initiatives or local service reconfiguration objectives.  In order to 
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‘register’ such work as a potential project a Project Notification Form should be 
used, normally completed by the potential Project Sponsor. 

Action required:  A Project Notification Document should be completed by the 
potential project sponsor and should be submitted to the Divisional Management 
Team (DMT) meeting.  With advice from the Project Support Team the DMT will 
determine whether the outline merits development into a full business case for the 
project. 

5.1.2 Stage 2 – Development of the Project Initiation Document (supported if 
necessary by a Business Plan) and the identification of the Project 
Team 

Before a Project is launched there will need to be a Project Initiation Document that 
develops the themes identified in the Project Notification Document.  For large 
projects a full Project Plan may be necessary to fully scope and describe the 
rationale and project details envisaged.  Both the content and the process by which 
these are developed are important.  The latter needs to be an inclusive process 
involving the prospective project team and having sign-up by key individuals who will 
either provide resources to deliver on the project or who will be affected by the 
changes envisaged. 

Action required:  A Project Initiation Document (supported if necessary by a 
Business Plan) should be prepared by the Project Manager with the Project Team 
and should be submitted for approval to the DMT. 

5.1.3 Stage 3 – Delivery of the Project 

The project will then commence it’s work and will use the Project Initiation Document 
and Business Plan to monitor progress.  The Project Support Team will be pro-
active in assessing progress against milestones, which will be agreed with the 
Project Manager at the outset of the Project.  During the delivery of the project the 
Project Manager and Project Sponsor will stay in close contact and will discuss any 
issues that may impact on the success of the Project. 

Action required:  The Project Support Team will monitor progress against 
milestones and report to the DMT on an exception basis using the Project Review 
Document, normally on a three monthly basis.   

5.1.4 Stage 4 – Ending of the Project 

Proper closure of the project is important to ensure that there is clarity about the 
ongoing management and responsibility for the change brought about by the project, 
if this is relevant.  In addition it is important that people know when their involvement 
in a project has ended in order to prioritise other areas of work.  An evaluation of the 
project will also indicate the extent to which it met the original objectives and 
timescales and can be fed into future project work. 

Action required:  An end of project review should identify clearly where any 
ongoing work or management of a new service lies and what lessons can be learnt 
from the delivery of the project. 
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Appendix 1 – Review of Existing Projects 
The simple proforma on the following page is designed to assist the 
Department in integrating existing strategic programmes of work into a 
consistent and co-ordinated project management approach.  The attached brief 
paper outlines the range and organisation of the projects identified by the DMT 
that should be included in this review. 

The projects identified will be part of a co-ordinated approach across the 
Department, which will report progress on projects regularly to DMT.  A project 
support team is being identified to provide specialist assistance in undertaking 
project work. 

Other work for which a project management approach might be adopted can be 
notified to the respective Divisional Manager on a separate proforma.  The 
possible extension of the Department-wide co-ordinated approach including 
these notified projects will be considered after the completion of the fist phase 
of rollout. 

The action taken on receipt of each Project Review will be to consider: 

• Whether the objectives and the project plan underpinning the work is 
clear enough to facilitate progress; 

• Whether project team arrangements are clear and deliverable in the 
light of the range of commitments made by staff; 

• Whether satisfactory progress is being made against milestones. 

This review will enable the DMT to consider any refocussing or re-profiling of 
resources committed to a particular project and whether there needs to be an 
opportunity provided for redefining its scope. 

In addition it is intended to develop a Department-wide Gantt chart illustrating 
the range of projects under way and progress that is being made.  This will be 
developed in future to support decision-making about the capacity of the 
Department to undertake new project work. 

On the following pages there are: 

1. The Project Review Proforma for use on those projects identified by the 
DMT for inclusion in this first phase of rolling out a co-ordinated project 
management approach. 

2. The list of projects included in this review. 

3. A Project notification proforma for use within Divisions for work that 
individuals or teams intend to progress on a project management basis. 

 



Woodville Consultancy  22/10/03 

Appendix 2 - Project Review Proforma 
(For existing projects identified by DMT and listed on an attached paper.) 

Programme Area (if appropriate): 

Project Title: 

Project Sponsor: 

Project Manager: Status (describe here the degree of protected time or special 
funding made available for project management); 

 

 

Project Plan (describe here whether there is a project plan and if so how and by whom 
was it developed). 

 

 

Project Timescale: 

Phase Description Date 

 Initiated  

Milestone 1  

 

 

Milestone 2  

 

 

Milestone 3  

 

 

Milestone 4  

 

 

Milestone 5  

 

 

 End of project  

Project Team: 

Name Role Time commitment 
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Appendix 3 - Programme and Project Areas agreed 
with DMT 

1 Overview 

The list below identifies the Projects agreed by the DMT for inclusion in the first 
phase of adopting a project management approach to delivering key objectives 
for the Department.  Programme Areas have been identified where a range of 
projects have significant overlap and interdependencies and therefore require 
co-ordination at a senior level within the Department.   

All projects will be run on the same principles.  Those identified as being within 
a programme area may require an additional Programme Management Group 
made up of the individual project managers and possibly key people who have 
a cross cutting interest in a number of the projects within the Programme Area.  
Otherwise it is expected that there are, or need to be, project teams for each of 
the following. 

2 Programme areas 

2.1 Partnership in Action (Overall Programme Sponsor – Hannah Miller) 

This programme area is distinct in that it encompasses all the key inter-agency 
change initiatives and integration agenda.  The role of the Programme Sponsor 
and the project working arrangements will therefore be different from other 
programme areas noted below as it responds to the needs of inter-agency 
working. 

The Projects identified within this area are: 
• Child & Adolescent Mental Health 
• Mental Health Integration 
• Learning Disabilities 
• Children with a disability 
• Older People integration 
• Joint Equipment Stores 
• Occupational Therapy integration 
• AIDs/HIV 
• Substance Misuse 

2.2 Quality Protects (Overall Programme Sponsor – Delroy Pommel) 

The following projects will be run within this programme area: 
• Enhancing Placement choice 
• Leaving care 
• Assessments 
• Quality assurance 
• Listening to children 
• Life chances 
• Children with disabilities 
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• Management information 
• Workforce planning 

2.3 Best Value (Overall Programme Sponsor – Jeff Jerome) 

Project areas: 
• Looked after children placements 
• Major adaptations 
• Physical Disability services 
• Assessment and care management 
• Mental Health services 
• Front-line children’s services 

2.4 Older People’s Home Care (Overall Programme Sponsor – M T Phung) 

Project areas: 
• Promoting independence team 
• Brokerage 
• Contracting out 

2.5 Other Projects 

The following projects will be run with individual project sponsors.  They will be 
approved and monitored by the Divisional Management Team. 
• Older People residential and nursing care (Sponsors - John Duggleby/Jane 

Doyle); 
• Refocussing of day services for people with a learning disability (Sponsor - 

Jane Doyle); 
• Customer Focus Initiative (Sponsor – John Duggleby); 
• Leaving Care (Sponsor – Delroy Pomel); 
• Financial Processes Review (Sponsor – Jeff Jerome); 
• Business Excellence Model (Sponsor – Jeff Jerome). 
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Appendix 4 - Project Notification 
This form should be used to notify the appropriate Divisional Manager that a project 
management approach is being adopted to achieve a particular objective within the 
Department.  Future integration into the project support arrangements being developed within 
the Department will be reviewed at an appropriate time. 

 

Programme area (if appropriate): 

Project title: 

Project sponsor: 

Key objective of project: 

 

 

 

 

Project outline 

Overall time-frame (start/finish): 
Action Milestone date 

  
  
  
  
  
Consultation requirements and timescale: 
 
 
 
 
Project Team 

Project Manager: Core Project Team: 

 Name Base Level of commitment 
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Appendix 5 – Overview of PRINCE 2 methodology 
[This overview is drawn from ‘Practical PRINCE 2’ as noted in the bibliography 
in appendix 8.] 

PRINCE 2 helps to ensure that from the outset of a project everybody involved 
knows where the project is going, what the steps are to get there, and who is to 
do what.  It provides checks at key moments to ensure the four key targets are 
being achieved – time, budget, functionality and quality. 

In PRINCE 2 a project is driven by its business case.  A project should have 
clearly defined roles, established at the outset.  The roles should include some 
means of assuring senior management of the correct functioning of the project 
within its constraints, a means that is independent of the Project Manager. 

Each Project should begin with work to define: 

• What is required; 

• Why the effort is justified; 

• Who is involved and in what capacity; 

• How a solution will be developed; 

• When the various products of this solution with be developed. 

PRINCE 2 is built around: 

1. A set of processes – the steps by which you manage a project; 

2. A number of components – the what and why of managing 
projects; 

3. A number of techniques supporting the processes – the how of 
managing a project; and  

4. Definitions of a number of products whish will be useful in a 
project. 

PRINCE 2 also offers descriptions of each role which might be needed in a 
project and product descriptions of the purpose and content of the 
management and quality products of a PRINCE 2 project. 
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15 
 

Appendix 6 – Terms of Reference 

 

Appendix 7 – Outline Project Plan 
The Project Plan should reflect and expand on the key issues identified in the 
Project Notification or Review Proforma.  The plan will seek to prescribe the 
key elements and stages of a project without constraining the inevitable need 
for flexibility throughout the project.   

The plan will act as a working document throughout the course of the project 
and will be key when evaluating the project after it has ended.  The length of 
the project plan will depend on the complexity and scale of the project in hand. 

The key sections to a plan would be: 

1. Background and context setting including justification for the Project. 

2. Project definition including goals, scope and interdependencies with 
other areas of work. 

3. Identification of key stakeholders and their role and influence on the 
project. 

4. Identification of the Project structure including the Project Sponsor and 
the Project Team reflecting time commitment, roles and responsibilities. 

5. Description of the Project timescale and milestones with a breakdown of 
the necessary steps required to achieve the overall objectives including 
key milestones against which the project will be monitored. 

6. The identification of risks for the project including internal and external 
factors on which the delivery of the project will rely. 

7. The identification of resources necessary to deliver the project. 
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