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A standard which makes 

the blah blah blah work.



Specification not 

Guideline

Shall should

Not must



Specification is a mirror for assurance.

A show-me statement



100% compliance is not mandatory

But proof that every statement has been considered is.

Context is crucial.



Specification Show me



The Controls Landscape

APROJECTS 1,2,3,4,5 ∞

Programmes

CONTROL ANALYTICS
HORIZON

Identification 
& Prioritisation

Research 
findings/ 
Impact



The Controls Landscape is informed by ideas that become projects and the use 
they are put to after they have been delivered. 

The Control Analytics Horizon extends from the                           of an idea and its potential benefit 

through                          of scope and change into                          which could be 20 years or more  ahead whilst the 
planned benefits are delivered through use . 
The microscope and telescope illustrate the close-up  detail and far-off overview range of required control analytics. 

The purpose and benefits arising from an idea should be defined in a business case and benefits realisation 
map  tracked from origin and through  creation and use. Benefits are possible from the very start of creation 
in projects and programmes  through to final use long after the projects and programmes have finished. The 
delivery of benefits should be tracked throughout this time line and compared with the original creative idea 
recorded in the approved business case.

Research evidence, lessons learned, expert analysis can inform improvements to practice which in turn can be fed back 
into the entire process at the appropriate point.



Business case

Benefits

Risk, assumption, constraint and 

dependency/interdependency management

Baseline

Scope definition and/or scope book

Configuration management

Structures

Client requirements, business cases and project briefs

Estimating cycle

Estimating and whole life cycle costing

Harnesses for Projects; Programmes; and Portfolios

Operational readiness and transition

Commissioning and handover

Delivery strategy

Contracting strategy

Controls

Cost management and forecast

Budget setting

Different contexts eg waterfall agile blended

Oversight and suppliers (sub/trade contractors)

Rework

Commercial

Contract specification – defines controls requirements

Procurement controls

Finances controls (funding, sanction, authority, 

contingency)

Oversight and suppliers (sub/trade contractors)

Bid controls

Set budget

Dispute

Quality

Quality management system

Needs and requirements

Developing solutions

Learning from experience

Document control/management and information 

management

Change control

Client and contract

Issues management

Documentation (includes significant agreements, 

impact controls)

Dispute records impacting change

Control

Risks

Issues

Change control

Configuration management

Information management

Reporting

Stakeholders

Communications

Governance

Assurance

Planning

Planning Scope Schedule

Resources Costs

Assembly and integration

Reporting

Business rhythm and reporting (drumbeat)

Monitoring

Dashboard analytics – KPI tracking

Narrative reporting, evolution of project and performance

Communications with stakeholders, external and internal



Knowing what to do,vision,strategy
Deciding what to do,portfolio
Communicating what is needed
Assessing submissions
Scoping and defining 
Maintain existing funding
Obtain new lines of funding
Government relationships
Academic relationships
Industry relationships
Professional 
organisationrelationships
International connections
Shop window, marketing&comms

Managing the programme
Issuing work
Progressing work
Closing work
Status reporting
Recruiting and developing 
participants
Assessing developing insights
Looking ahead.
Archiving work
What works
Innovative practices
Analytical analysis and 
recommendations

Publishing insights.
Publicising
Presenting
Discussing
Measuring
Monitoring
What works
What doesn’t
Web
Media
Knowledge
Practice into theory into 
policy into practice..
Futurism
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Project 

Controls Cycle
Project 

Controls Cycle
Project 

Controls Cycle
Project

Controls Cycle
Project 

Controls Cycle
Project 

Controls Cycle

Version 3 August  
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Project Controls Lifecycle Overview – How Does Project Controls Support Programme Project Delivery 

Identify project

Verify policy, business 
need or opportunity

Appoint Senior 
Responsible Owner 

Undertake project 
validation review 

Prepare proposal 

Obtain approval 
to start project

Initiate project 

Mobilise team 

Undertake an initial 
investigation to 
determine a range of 
possible outline 
solution(s) and their 
viability and risks

Select a short list 
of options for 
further study 

Undertake 
assurance review 

Prepare strategic outline 
case 

Approve next stage

Manage project: 
Manage delivery 

Mobilise team 

Undertake a detailed 
appraisal of the 
shortlisted options, 
cost-benefit, risk and 
procurement 
approach 

Select 
preferred solution 

Prepare outline 
business case 
and plans 

Undertake 
assurance review 

Approve next stage

Manage project: 
Manage delivery

Mobilise team 

Appoint suppliers 

Undertake the work 
defined in the project 
documentation to 
develop the outputs and 
achieve outcomes 

Update business 
case and plans 

Undertake 
assurance review 

Approve next stage

Manage project: 
Manage delivery -
Close project 

Mobilise team 

Oversee initial use of 
the outputs and check 
outcomes are as 
expected; take 
corrective actions 

Undertake 
assurance review 

Formally close the 
project when completed 

Approve closure

Review project 
outcome 

Assess benefits and 
operation performance 

Take action to exploit 
opportunities and 
correct any shortfalls 

Undertake 
assurance review

PROJECT 

Conception 
& Initiation

1

PROJECT 

Definition 
& Planning

2

PROJECT 

Delivery

3

PROJECT 

Performanc
e & Control

4

PROJECT 

Entry Into
Operation

5

PROJECT 

Project 
Close

6
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Document Control / Management of Information 

Lifecycle & Stage Gate Management

Plan the work Work the plan Handshake

Scope, 
Deliverables,

Outputs & 
Outcomes Defined

Key Outputs

Client 
Requirements, 
Sponsors and 
Project Briefs

Phase/Stage Cost, 
Time, 

Sustainability & 
Resource 

Estimative/s 
Updated

Whole life cost 
assessment & 
Affordability

Controls Strategy

Strategy Defined & 
Agreed

Controls Strategy

Controls 
Governance & 

Process 
Methodology 

Defined & Agreed

Controls Strategy

Measurement 
Controls 

Established 
(Cost, Safety, 

Environmental)

Controls Strategy

Financial Controls 
& Control Accounts 

Established 
(Budget Setting)

Controls strategy

Update, 
Refinements & 

Rework

Reporting

Dashboard 
analytics – KPI 

tracking

Reporting

Reporting 
requirements 
established, 

rhythm 
(drumbeat) agreed

Reporting
Business 

Communication
s with 

stakeholders, 
external and 

internal

Control

Risk, Opportunity 
and Issues Analysis 

Affirm 
Requirements 

Specification, key 
deliverables, 
Activity List, 

durations, 
resources and costs 

‘Planning’ 
(Forecast)

Control

Change Control 
Management 

(Client & Contract)

Control

Information 
management 
Requirements 

Control

Stakeholder/s 
identification & 

evaluation

Control

Governance, 
Ethical & 

Assurance 
Requirements 

Specified

Change Control 
Closeout

Assurance

Quality 
Management 

System enabled

Assurance

Specifications 
defined - needs and 

requirements

Assurance

Learning from 
experience

Supplier Information

Commercial 
Model established 
& contract terms 

agreed

Contract Close Out 
With production 

of  Final Account/s

Oversight & 
Management of  

suppliers 
Undertaken  

Assurance

Review Previous 
Experience & learn 

lessons

Reporting

Communicatio
n Channels 

Established & 
Enabled

Reporting

Dashboard 
analytics – KPI 

tracking

Control

Records 
Management 

Closeout & 
Completion

Current and Future 
Phase Plan, 

including 
Contractor/s Plan 

Integration

‘Planning’ 
(Estimate)

monitoring, 
review, update & 

Re-Planning

‘Planning’ 
(Review)

Version 7 – September 
2021

Control

Evidence, 
Monitoring & 

Review – Establish 
Insight

Reporting

Dashboard 
analytics – KPI 

tracking

Oversight of 
suppliers 

(sub/trade  
contractors) 
Established

Control

Evidence, 
Monitoring & 

Review – Establish 
Insight

Key Outputs Key Outputs Key Outputs

Control

Establish 
Monitoring & 

Review 
Capabilities

Control

Define Monitoring 
& Review 

Requirements

Control

Key Outputs

Readiness review 
of Phase/Stage 

Outcomes & 
Outputs

Key Outputs
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Project Controls Lifecycle Overview – The Project Controls Lifecycle

Requirements 
Specification, key 

deliverables, 
Activity List, 
durations, 

resources and 
costs 

‘Planning’ (Next 
Stage Readiness)

Factors

Review External & 
Internal 

Uncertainties; 
Volatility; Market 

Influences & 
Environment

Environment

Define 
Requirements re: 
Socio-Economic; 

Environmental etc

Key Outputs

Controls Strategy

‘Planning’

Supplier Information

Assurance

Control

Factors

Reporting

Environment

Validate & Finalise 
Stage 

Requirements re: 
Socio-Economic; 

Environmental etc

Environment

Monitoring & 
Review – Establish 

Insight

Key 
deliverables 
to be 
produced at 
each stage.

The 
selection of 
governance 
and 
methods 
needed for 
control of 
the project.  
- REWORD 
FOR CLARITY

Generic term for 
scheduling, estimating, 
resourcing, materials, and 
logistics.

Information 
Requiremen
ts needed 
by the 
project.

Control of 
‘Doing the 
right things 
right’.Working and 
managing 
the plan. 
Internal and 
external 
factors & 
dynamics 
potentially 
influencing 
the plan.

Communicat
ion of 
trusted  
information 
to enable 
and support  
decision 
making.

Delivery of 
Phase/Stage 
Outcomes & 

Outputs

Supplier Information Supplier Information Supplier Information
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Time for Conversation


