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Sum m ary Guide

SUMMARY GUIDE

This Summary Guide provides a checklist for staff involved in R&D project management. 
It highlights the steps involved in project development and the necessary approvals required. 
It does not attempt to provide all the details, but draws attention to the relevant sections of 
this Manual where further information can be found.

It is divided into two sections: the first summarises the steps in project development; and the 
second lists the documents which must be produced in the approval process.

Project Development

This section provides a summary checklist of the main steps involved in project development. 
The "Stage" column references the appropriate section of the Manual. The "Work" column 
gives the activity with comments in the "Notes" column. The "Responsible" column details 
the officer responsible for the given stage and should be used by all appropriate staff to focus 
on what is required. Finally the "Log" column can be used either as a tick list or for dates. 
The Region’s R&D Co-ordinator is the primary Regional focus for information, advice and 
assistance on the use of this Manual.

Stage Work Notes Responsible Log

B l. 1.3 Complete Summary 
Appraisal Form

Reviewed by Head o f  R&D. Topic Leader

B2.1.1 
and 
B 1.1.4

Complete PID:
- involve IS;
- external reviewer;
- review PID;
- complete Form A.

Drafting undertaken by PL 
if  significant IS implications 
if  over £100k
by Topic Leader & Head of R&D 
under SoD

Project Leader

B2.1.3 Procurement Process 
- Competitive Tender

Draft ToR 
Pre-tender selection 
Invitation to tender 
Evaluate tenders 
Approval o f contractor 
PBA issued

R&D C o­
ordinator

B2.1.3 - Single Tender Action Confirm STA conditions are met 
Complete Form C 
PBA issued

R&D Co­
ordinator

B2.3
and
B3.1

Complete Contract Agree contract conditions 
Send signed copies

R&D C o­
ordinator
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B3.1 M onitor project
- Financial m onitoring
- Technical progress
- Q uality m onitoring
- Change control

Produce reports as required, may be 
monthly

Quality Review Panel 
Form G required ?

Project Leader

B4.1.1 C om plete ER.SA
- output produced
- ERSA signed o ff
- uptake accepted

May need an implementation plan 
Output accepted by customer 
including Regional PAB 
By EG/Board

Project Leader

B 4 .1 .2 Post-Project Appraisal Recommended by PAB PPA Team

A pproval

This section provides a summary checklist for checking that documents have been produced 
and approved before a project can start. The documents which are required depend on the 
category of project.

The approved Financial Form A allows expenditure to be incurred on a project. This enables 
work to be started and commence the process of procuring a conractor. The Project Budget 
Authorisation (PBA) gives the Region the authority to commit expenditure, by financial year, 
from the National R&D budget.

Category of project4

Documents "Small" "Medium" or 
"Large"

Summary Appraisal Form plus Project Plan ("Small 
PID ”)

/ N/A

Project Initiation Document N/A /

Financial Form A 1 / /

Procured services approved 2 / /

Project Budget Authorisation3 / /

Note:
1 Refer to Financial Memorandum and Scheme o f  Delegation for levels of approval 

required.
2 Refer to Section B 2 A 3  for details of the relevant forms i.e. Form B or C.
3 Refer to Section B2.2.10  for explanation of PBA.
4 Refer to Section A3.1 for description of category of project.
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A1 G UIDE TO USE

The purpose of the Guide to Use is to introduce the Manual to explain its structure and
content, and to indicate how it is intended to be used to help to manage R&D projects
successfully for the NRA. The Guide to Use is structured in four sections:

• "Purpose of the Manual" explains what the Manual is intended to achieve and who it is 
aimed at in terms of readership.

• "Structure of the Manual" explains how the Manual is structured into parts and what each 
part is used for.

• "Use of the Manual" describes, for new and existing users, how the manual should be 
used and gives the terminology that is used and notes on cross referencing and other 
procedures that have to be complied with.

• "Updating the Manual" explains how the manual should be kept up to date and what 
document control procedures should be followed.

A l . l  Purpose of the M anual

This Manual is intended to provide guidance on the management of R&D projects. It 
describes the way in which R&D projects are organised and structured and has been written 
primarily for:

• Project Leaders
• Project support staff (Regional R&D Co-ordinators and R&D Section in Head Office)

It is also an essential source of reference for other NRA staff who are involved in the 
management of the R&D programme, particularly the Topic Leaders.

The Manual conforms with the NRA’s overall project management framework which is 
defined in the parent Policy Implementation Note (PIN) - Project Management Procedures 
PIN dated August 1993 - and sets out the basic requirements for the structure, management 
and control of projects.

Compliance with PINs is mandatory. Where necessary, PINs are supported by guidance 
manuals which give practical advice and guidance. This Manual performs that function for 
R&D project management. It does not replace the Project Management Procedures PIN, but 
builds on various sections where specific procedures exist for R&D. In other places it adds 
explanatory detail. In either case the PIN is cross-referenced with the PIN section numbers 
being shown in bold italics e.g. Project Management Procedures PIN - Section 4.6.
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This Manual also complies with Cabinet Office requirements for public sector R&D as set 
out in R&D Assessment (HMSO, 1989).

A1.2 Structure of the Manual

A l.2.1 Introduction

It is recognised that different NRA staff involved in R&D have differing levels of experience 
of managing R&D projects. This Manual has therefore been designed to provide both a 
briefing on R&D project management as well as detailed procedures and guidance for 
undertaking projects. Depending on the needs of the user, either the Manual can be read in 
full or the user can simply refer to the appropriate procedures or guidelines.

There are certain issues which are extremely complex e.g. commercial issues, which are not 
covered in any depth in this document. In such cases, reference is made to the R&D Section 
numbered paper or to other sources of guidance, such as the Procurement Manual or a 
particular NRA officer.

A l.2 .2  Part A

Part A of the Manual explains the environment within which R&D projects are undertaken 
in the NRA and discusses the particular issues which apply to R&D. It outlines the 
organisation of the NRA, its functions, its Regions and its management framework. It places 
R&D within this context and establishes the major links that exists with, and the features that 
distinguish R&D from, other project activities in the NRA. The importance of "project 
outputs" and their proper uptake are also discussed. It is likely that a user would only need 
to refer to Part A occasionally for general guidance, once the basic principles and 
organisation are understood.

A l.2 .3  Part B

Part B leads the user of the Manual, stage by stage, through a typical project and contains 
the "Management Procedures" which should be followed in each stage. Each procedure is 
divided into three sections:

1. Introduction, which describes what each stage is for, what is needed before the stage can 
start and what the stage will produce. As the principle is to plan the next stage in detail 
as part of a previous stage, the procedure comprises not only what work is carried out 
during the stage but also what needs to be considered when planning for the next stage.

2. Process description, which explains (with a flow chart), step by step what needs to be 
done in each stage of a project and by whom.
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3. G uidelines, which contain guidance on the specific issues or documentation needed to be 
completed or produced during the stage and which are referred to in the process 
description.

A l.2 .4  Index and Appendices

T he Index allows the user to find the main references for a particular subject area. 

A ppendices at the back of the Manual contain further supporting information covering:

• terms of reference;
• project management forms;
• examples of completed forms;
• example file records;
• detailed guidance on standard R&D form of agreement;
• references R&D numbered papers; and
• glossary of terms.

A1.3 Use of the M anual

A l.3 .1  New Users

New users should acquaint themselves with the R&D environment described in Part A and 
the terminology used in R&D management by reading the Glossary. Much of this is generic 
to NRA project management as a whole, other terminology derives from the Cabinet Office 
guidelines on R&D Assessment. This Glossary should be referred to whenever the user is 
unclear o f the meaning of a word or phrase. Following this, the new user should then skim 
through Part B, reading the "introductions", following the process flow charts and referring 
to each guideline as required. There is a considerable amount to understand and it is not 
expected that a new user will retain all that is presented in each section. It is only necessary 
that sufficient understanding is obtained for the user to follow Section A 1.3.2.

Regional R&D Co-ordinators have a dual role:

• in providing support to Project Leaders working on projects in their Region; and
• on the management of their Region’s portfolio of R&D projects.
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They will therefore need to familiarise themselves with the full Manual as they will need to 
be able to respond to any requests from the Project Leaders for advice and support. They 
should also not hesitate to seek advice from other more experienced R&D Co-ordinators or 
from the R&D Section in Head Office.

Note this manual does not seek to take the place o f project management training, ft is 
assumed that the users at least have a grounding in the techniques required and the concept 
o f the NRA’s Project Management framework.

A l.3 .2  All Users

Once a broad understanding has been obtained then the user should concentrate on the task 
in hand. The Project Leader will usually have been appointed at the start of the Detailed 
Planning and Project Authorisation Stage (Section B.2), if not before. They should read 
procedure B l - Identification, to recap on how the project came to be identified, selected and 
who has been involved. This will support the initial project briefing which each Project 
Leader should obtain from the Topic Leader. They should then read the procedure for the 
stage which is about to be undertaken; this should be read in full detail, referring to other 
procedures when prompted. Finally they should read the next stage to remind themselves 
of its full scope: project management is concerned with looking ahead and always planning 
the next stage before the present stage is completed. If further clarification is needed then 
the Project Leader should not hesitate to ask the Regional R&D Co-ordinator.

The Manual has to cover a!! sizes and complexities of R&D projects, but the principles and 
procedures apply to all projects. However, if a procedure is not followed fully,then this 
should be a deliberate decision which is driven by the needs of the particular project and not 
a wish to cut corners because time is short. Notes are given in Part B to indicate where a 
procedure can be "collapsed" down to the basic minimum e.g. Section B2.0 - Introduction. 
In all cases the relevant PINs must be adhered to.

A l.3 .3  Use of Standard Forms and Report Contents

The manual contains a number of standard forms and report contents. The reasons for using 
these are given below. Some are mandatory, others are optional and provided to help the 
user deal with particular circumstances.

S tandard forms: many of the procedures require standard forms to be used, some of which 
are common for all NRA projects. For example, proposed changes to an approved project 
are recorded on a Change Report (see Appendix B). Other forms fulfil the same purpose of 
an equivalent form in the Project Management Procedures PIN . Forms are used so that:

• important information is given in a consistent and complete way;
• the information is easily recognisable by others;
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• time can be saved by avoiding the need for writing memos; and
• so that standard information can be used as appendices to progress reports if needed.

S tan d ard  report contents: similarly, the Manual prescribes the headings used in various 
progress reports and similar "short term" documents which are produced as part of the 
project. These documents must be sufficient to match the needs of the particular project and 
often only a single sentence is needed to fill them in. The standard headings are used to 
ensure consistency and completeness and to aid reviewers. The latter may have to read a 
number of project reports and are assisted greatly if the documents are written in a 
recognisable order.

A l.3 .4  Other NRA Procedures

Other procedural documents which will need to be referred to include:

For the NRA generally:

• NRA PIN Volume 14 Project Management Procedures',
• NRA PIN Volume 7 Financial Memorandum and the Scheme o f  Delegation (FM/SoD);
• NRA PIN Volume 9 Procurement Manual\
• NRA Economic Appraisal Manual,; and
• local instructions.

For R&D in particular:

• Guidance Note on the Production o f  R&D Outputs for the NRA
- R&D Note 180

These are introduced in Part A and referred to at the relevant points in the procedures. 

A l.3 .5  Cross-references and Other Conventions

Extensive cross-referencing has been made to make the Manual easy to use. Each page 
contains the following information:

• on the header: the section reference and title; and
• on the footer: the name of this Manual, date, a page reference and version number.

Section/paragraph references comprise a letter indicating the Part of the Manual (A, B etc.) 
with a reference number, followed by up to two sections e.g. B2.1.3

In Procedure B l, the guideline on the numbering of submissions and proposals is referred 
to as "Section B 1.2.1."
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Cross-references are given for interna) references between sections of the Manual and for 
external references to other documents/publications. They are in bold italics within the text.

Page numbering comprises the section number plus a page number i.e.:

Bl, followed by consecutive page numbers e.g. "Bl/12".

In this way additional pages can be added in a section without upsetting the complete page 
numbering of the whole document.

If an individual page is photocopied, it will be possible to know which document it came 
from and the version.

A 1.4 Updating the Manual

The Manual is a day-to-day working procedural document and as such has to reflect 
up-to-date practice. Changes to the Manual can occur for a variety of reasons:

• external procedures change (e.g. Scheme of Delegation);

• procedures within the Manual are enhanced or developed; and/or

• errors are found and need to be corrected.

It is essential that all users of the Manual are using the most up to date versions. This is 
achieved by means of "Document Control" as follows.

Al.4.1 Issue of Manuals

Each manual is individually numbered and is allocated by R&D Section to a named 
individual. If multiple copies are given to R&D Co-ordinators, they must maintain a log and 
inform the R&D Section of the individuals they have been given to. Thus, a register of all 
recipients is held by the R&D Section.
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A l.4 .2  Version Numbering of Procedures

Each procedure within the Manual has a document control section, similar to that used on 
PINs, which records the version number of the procedure, the date of issue and a comment 
giving the reason for issue. The current list of latest versions for each procedure is recorded 
on the contents sheet for each part of the Manual.

Version numbering is in two parts:

• a release number; and
• an amendment number.

For example, a procedure with version number 1.5 indicates that the procedure was issued 
as part of release 1 of the Manual and that there have been five subsequent amendments 
issued.

Once a considerable number of amendments have been issued and the Manual, in its current 
release status, has been used for some time, it will be convennient to scrap the previous 
release and issue a new release of the full Manual for example, Version 2.0 would replace 
Version 1.9.

Release "0” (e.g. 0.3) is always used to indicate drafts of sections which have been produced 
for review purposes.

A l.4 .3  Comments on Existing Releases

The Manual is issued by the R&D Section through the Head of R&D, who is responsible for 
ensuring that document control is maintained. If users have any queries or comments on the 
manual then these should be directed, in the first instance, to the respective Regional R&D 
Co-ordinator. The Regional R&D Co-ordinators should then pass on the comments to the 
Head Office R&D Section.
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A2 - General Background

A2.0 Introduction

This chapter provides the framework within which R&D projects are managed. It outlines 
the organisation of the NRA, its functions, its Regions and its management framework. The 
significance of project outputs and their uptake is also discussed.

It is likely that a user would only need to refer to this part of the manual occasionally, for 
general guidance, once the basic principles and organisation are understood.

A2.1 Project M anagem ent in the NRA

A2.1.1 Corporate Structure

The NRA’s statutory duties and responsibilities for its seven "core functions” (i.e. Water 
Quality, Water Resources, Flood Defence, etc. as given in Figure A2.3 - Commission and 
Topic Structure) are undertaken by operational staff in its eight Regions. The management 
structure is therefore a '’matrix", with the Regional line management structure on the one 
hand and the core function structure on the other (See Figure A2.1 - NRA Corporate 
Structure).

Overall management responsibility is taken by the Executive Group (EG) which is chaired 
by the Chief Executive and reports to the NRA Board on matters of policy and resource 
allocation.

Each Region is managed by a Regional General Manager (RGM) assisted by a Regional 
Management Team (RMT). Operational activities are co-ordinated through the Operations 
Team (OT). All NRA staff are assigned to either Head Office or one of the Regions.

Each core function's activities are co-ordinated by a Head of Function assisted by a Function 
Committee (FC) which comprises the function managers from each of the eight Regions. 
Each FC reports either to the Director of Water Management or to the Chief Scientist on the 
EG concerning policy development and national developmental initiatives (which includes 
R&D).

The policy development and operational lines meet at the Executive Group.

A2.1.2 NRA Management Procedures

There are various mandatory management, financial and other policies and procedures in the 
NRA. Those which impact most directly on R&D projects are listed below. This manual 
does not reiterate what is contained in these, but refers the user to them as appropriate.

The Project M anagem ent Procedures PIN sets out the project management procedures
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which must be applied to all projects undertaken by the NRA. The procedures provide a 
basic framework for project management.

The Financial M emorandum contains the rules on financial, staffing and related matters 
through which the Department of the Environment, as sponsoring department, administers 
control over the NRA.

The Scheme of Delegation gives the limits of responsibility which have been delegated to 
the various tiers of management in the NRA. It is approved by the NRA Board and should 
be read in conjunction with the Financial Memorandum. Advice and guidance on this should 
be sought from the Region’s Scheme of Delegation (SoD) Co-ordinator.

The NRA Procurement M anual aims to ensure that goods and services are obtained in an 
efficient and effective way which provide value for money.

NRA Economic Appraisal M anual contains guidance on the economic and financial 
appraisal of projects to ensure that a consistent approach is used throughout the organisation 
in line with Treasury guidelines.

Regional instructions and guidelines. Whilst the NRA seeks to limit the proliferation of 
diverse procedures and practices for managing the business, it is recognised that particular 
differences may exist between Regions. Local instructions/guidelines are therefore permitted 
provided they follow the principles of overall NRA policy.

A2.1.3 Basis of R&D Programme

Having an effective R&D programme is an essential element in the business of an 
organization such as the NRA. The overall purpose of the programme is to make the 
organization more efficient and effective in its business operation, and innovative and 
proactive with regard to the issues it has to tackle. All of these are vital to the NRA, which 
will remain under pressure both to carry out more work with the resources available and to 
develop approaches to deal with new and often increasingly complex environmental issues.

The importance of the NRA using research to support its business tasks - outside, but related 
to, its day-to-day operational duties - was recognized in the NRA’s formation. The Water
Resources Act 1991 places a duty on the NRA to "....... make arrangements for the carrying
out of research and related activities (whether by the Authority or others) in respect of 
matters to which the functions of the Authority relate". R&D objectives are thus set 
principally by the NRA’s mainstream staff in its different core function business areas as the 
customers of research. The NRA is not therefore to be regarded as simply another research 
funding organization with a general remit to carry out environmental research.
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Figure A 2A  - NRA Corporate Structure (schematic)
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Within the NRA’s R&D programme, an R&D project can cover any initiative aimed at 
developing new or improved tools and procedures, or in filling gaps in knowledge which 
address a particular problem, need or opportunity relating to the effectiveness of the NRA’s 
business operations. The element common to all is that of innovation or the acquisition of 
new knowledge or identification of best practice. In common with Government departments, 
the NRA uses a range of "primary purpose" indicators along with standard OECD "Frascati 
definitions" to classify its R&D projects in terms of justification and type (e.g. applied) of 
research.

The R&D programme is funded from Grant-in-aid (GIA), plus contribution from the Water 
Resources and Flood Defence accounts. The cost of R&D in any Commission is treated as 
an overhead on the core function(s) to which the project relates. Because the programme is 
undertaken on a national basis, R&D costs are charged through to each Region by Head 
Office on a pro-rata basis, taking into account that Region’s proportion of the function’s 
overall expenditure. Some R&D projects are collaboratively funded with external 
organisations (see Section A2.2.6).

A2.1.4 Organisation of R&D

Overall responsibility for ensuring that the NRA carries out its R&D duty in an effective 
manner rests with the Chief Scientist and Director of Water Quality (hereafter referred to as 
Chief Scientist for brevity). The management structure developed by the NRA has sought 
to achieve the active involvement of the R&D customer (i.e. the core function, or cross- 
function, sponsor) in both the identification and management o f each Commission’s 
programme in order to ensure that R&D objectives and outputs properly address the NRA’s 
business needs (see Figure A2.3 - Commission and Topic Structure). The management 
structure therefore involves both the core functions and the R&D Section of the Chief 
Scientist’s Directorate - each having defined responsibilities (see Figure A2.2 - R&D 
Organisation fo r  Programme and Project Management).

The R&D is thus effectively integrated with core function activity. R&D staff provide a 
support service to ensure that R&D is carried out in an effective and co-ordinated manner. 
Identification of R&D objectives and implementation of R&D outputs begin and end with the 
customer, with the Chief Scientist having responsibilities for ensuring the effective quality 
control, planning, management and delivery of the R&D to meet those objectives. This 
relationship can be seen in Figure A2.4 - R&D Project Cycle, which indicates the key stages 
in the R&D project cycle.

Reporting to the Chief Scientist, the Head of R&D is responsible for promoting and 
co-ordinating R&D activities within the NRA and for the day-to-day management of the 
R&D support service. This is done with guidance from the R&D Committee which has both 
Regional and core function representation. Membership of the R&D Committee is shown 
in R&D numbered paper R&D(94)2. The R&D Committee normally meets twice a year - 
following the end/start of the fiscal year and at the half year stage.
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Location: Head Office Region (or Head Office)

_____ '\________

Accountability: Head of R&D r a d  Contact Point Core Function
{up to Chief Scientist) {up to Function Committee)

Responsibility: R&D Support Service responsibility: Core function responsibility:
- Quality assurance * Project management
- Progress monitoring - Implementation of project outputs
- Project management support
- Overall R&D budget

Figure A2.2 - R&D Organisation o f Programme and Project Management
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The following officers are represented on the Committee:

• Chief Scientist;
• Head of R&D;
• R&D representative from each core function ("R&D Commissioner");
• R&D representative from each Region ("R&D Contact Point"); and
• Head of Corporate Planning.

In order to place all R&D work within the context of a single national programme, it has 
been essential to provide a coherent overall framework for the development of the R&D 
programme and the management of R&D projects.

For the overall programme structure, R&D in areas of different core function responsibility 
has been arranged into Commissions, (i.e. it is work commissioned by the core function as 
"customer"), each Commission being in turn divided into Topic Areas, which in turn consist 
of Projects of related nature (see Figure A2.3 - Commission and Topic Structure). The 
Topic Areas reflect appropriate management divisions and/or business areas within the core 
function’s business plan or function strategy, and provide a basis for technical co-ordination 
both between projects and with the core function. The seven Commissions (except the last) 
thus reflect the NRA’s core function areas:

A. Water Quality
B. Water Resources
C. Flood Defence
D. Fisheries
E. Recreation and Navigation
F. Conservation
G. Cross-functional

The Cross-functional Commission is being progressively developed to deal with issues for 
which an integrated approach must be adopted for two or more core function areas, and for 
the limited number of projects undertaken to improve the effectiveness of support services.

Commission/Project structure

In each of the core function Commissions, responsibility for identification and justification 
of R&D rests with the relevant FC, as indicated in Figure A2.4 - R&D Project Cycle. Each 
FC comprises the Head of Function plus Regional function managers, thus providing a 
balanced national perspective as the R&D '‘customer" for the function. The FC determines 
not simply the content of the Commission programme, but also the level of resources which 
the core function allocates to R&D.
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Research and Development Programme

Figure A2.3 - Commission and Topic Structure
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One member of each FC takes lead responsibility for R&D work at Commission level as 
"R&D Commissioner". Within each Commission, Topic Leaders are responsible for 
planning a portfolio of projects and through individual Project Leaders, delivery of the 
outputs on time to the function. The current list of Commissioners and Topic Leaders are 
given in the R&D numbered paper (R&D(94)2). Project Leaders are responsible for detailed 
planning and supervision of individual projects within a defined brief. It is expected that all 
Regions will contribute equitably to provision of staff resources for commission management
- resourcing being co-ordinated at a function/region level through the FC and at national level 
through the corporate planning process. This significant level of involvement of operational 
staff in R&D is deliberately aimed at enabling the NRA to be innovative and proactive in the 
way it achieves its business objectives. Commissioners, and Topic and Project Leaders, are 
expected to be assisted in their duties by R&D Section staff in a programme planning or 
project management support role.

In the Cross-functional Commission, there are no Topic Leaders as such. Every project must 
have a Project Sponsor - usually a Director, or a chairman of a relevant NRA business group 
who occupies a recognised national position in that subject area. The Project Sponsor is 
responsible for appointing the Project Leader. The R&D Section will assist the Project 
Leader to set up links with relevant core functions.

Regional S tructure

Within each Region, a Regional R&D Co-ordinator is responsible for providing management 
support to the Project Leaders and for co-ordinating management of the portfolio of projects 
allocated to his Region (the roles of the Project Leader and Regional R&D Co-ordinator with 
respect to projects are described in Section A3.2). Each Regional R&D Co-ordinator is 
accountable, in the line management sense, via a Regional R&D Contact Point, to his 
respective Regional Management Team. The Regional R&D Contact Point acts as a focal 
point, at a senior level, for R&D matters in the Region and represents the Region on the 
R&D Committee; ideally, they should be a member of the Regional Management Team.

Within the NRA’s Regional structure, R&D Coordinators and R&D Contact Points are 
expected to be within the Region’s Technical Management Services section, where its 
technical and scientific expertise will be concentrated. However Project Leaders may be 
drawn from any appropriate part of the NRA’s organisation.
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A2.2 R&D within NRA

It is essential that R&D supports the business needs of the NRA and provides high quality 
outputs which give value for money. The framework for technical and financial management 
of the R&D Programme has been developed to support these principles. It is outlined below.

The subdivision of the NRA’s R&D Programme into Commissions, each of which relates to 
a core function, is described in Section A2.1.4 The FC are generally the "customers" for 
R&D. They, supported by function working groups if any, identify the key issues facing the 
function, build these into their Function Strategies/Business Plans, identify related R&D 
needs and make funds available for undertaking R&D. This concept of "customership" is 
crucial to the success of projects.

Customership is equally important in cross-functional projects. All those functions involved 
should feel a strong sense of ownership which should be realised by identifying a "sponsor" 
and setting up a Project Board at an early stage.

Whilst the customer for R&D is usually a FC (represented by the R&D Commissioner), there 
are projects which have such a significant impact on the NRA that the customer (i.e. 
sponsor) may be a member of the OT or EG. The "Customer Acceptance Level" is used to 
define the level in the NRA at which final acceptance of outputs is agreed. It is essential that 
this is also the level at which the PID is approved in the first place.

The NRA, through the Chief Scientist, must be sure that the R&D Programme is structured 
in an effective manner, and that R&D resources address the NRA’s key business and offer 
value for money. "Assessment" is a term used to describe the processes of appraisal, 
monitoring and evaluation which ensures quality is built in to an R&D Programme. The 
Cabinet Office have developed the "ROAME" guidelines as a framework for the assessment 
of public sector R&D; the assessment of R&D in the NRA follows this principle. The 
"ROAME" guidelines are fully consistent with the principles of NRA project management, 
the initials stand for:

No project or programme should be funded unless it has an acceptable plan which addresses 
why it is needed (Rationale), what it is expected to achieve (Objectives) and how it is to be 
achieved (Appraisal). The remaining parts (M,E) address how and when monitoring and

A2.2.1 Customership

Rationale

Appraisal

M onitoring

Evaluation
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evaluation will be done. In short, the assessment process ensures the right projects are done 
and that they are carried out in the right way.

Assessment in R&D takes place at three levels:

• Commission or "Business Strategy" level;
• Topic Area level; and
• Project level.

The processes are similar, but are more detailed, relating to specific needs, at project level. 
Each level needs to be justified, monitored whilst it is being carried out and evaluated once 
it is completed. At Commission and Topic Area levels the rationale, objectives and appraisal 
are addressed through the Function Strategy/Business Plan, and the Topic Investment 
Appraisal (TIA) respectively. These are reviewed annually as part of the corporate planning 
cycle. At project level, the PID (described in this Manual) define the rationale, objectives 
and appraisal, whilst monitoring and evaluation and carried out using the management and 
control procedures in this Manual.

Reference: R&D Assessment - A Guide for Customers and Managers of R&D; 
HMSO, 1989.

A2.2.3 External Liaison

The effectiveness of the NRA’s R&D programme depends partly on the extent to which it 
links into other R&D programmes and to which collaboration takes place with other research- 
commissioning organisations. In particular, collaboration helps to avoid duplication of R&D 
and to achieve value for money. Collaboration in R&D can enable organisations having 
similar business interests to develop common approaches to these, and provide a better 
platform for the uptake of results. In some cases, collaboration in R&D may be the best way 
for the NRA as an organisation to get involved with a wider national or international forum. 
The R&D Section maintains specific contact with research arms of the following 
organisations and groups;

• DoE and MAFF;
• Welsh Office;
• Scottish and Northern Ireland regulatory bodies;
• Research Councils;
• Other Public Bodies;
• Water Industry;
• Commission of European Communities;
• Industry generally; and
• European Groups.

Further information can be obtained from the R&D Planning Officer, in the R&D Section, 
who has specific responsibility for maintaining these links.
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The NRA also supports some basic and applied strategic research at Higher Education 
Institutes through post-doctoral NRA Research Fellowships in subject areas of particular 
interest to the NRA.

A2.2.4 Collaboration

The term "collaboration" is used to imply some form of shared commitment to undertake a 
project. This may be in terms of funding, providing resources or expertise. Collaboration 
is only undertaken on the basis that it is beneficial to the parties involved. Whatever the 
approach, the interests of the NRA must not be compromised. Practical issues such as 
timing of the availability of funds and differing priorities between organisations will influence 
whether collaboration takes the form of a joint venture (see "co-funding" and "contribution 
in kind" below) or is at a purely liaison level.

Co-funding

Co-funding exists when two or more organisations jointly develop a project. It is usual for 
one organisation to take the lead and receive financial contributions from the other(s). The 
precise arrangements for such a partnership should be formally laid out in a "Memorandum 
of Understanding". Advice on this should be obtained from the R&D Section. The three 
most common approaches to co-funding are:

• one research-commissioning organisation acts as the lead funder and receives contributions 
from the others. The lead funder engages the research contractor and is responsible for 
supervising the project. A Steering Group, comprising all the funding bodies, can be set 
up either as an advisory group or as an executive;

• the future research contractor promotes the project and receives contributions, from 
interested parties, under similar agreements. The funders then exercise control over the 
project through a Steering Group. The powers of the Steering Group must be defined in 
advance; and

• the research contractor makes a significant contribution to the project in terms of a 
reduced contract price. This may happen when the contractor has some unique or novel 
technique/product and requires additional funding to develop it. Any such agreement 
must comply with the Financial Memorandum.

Contribution in kind

In this case, a project is developed jointly, as above, but one or more of the parties 
contribute by providing resources (use of facilities, labour etc.) rather than money.
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Liaison

In this case the NRA develops its project(s) alongside those of other organisations with a 
view to a common use of the results. The projects interface but do not overlap, typically by 
having commonly agreed objectives and outputs. Such an arrangement may or may not have 
a Steering Group.

A 2.2.5 Commercial Issues

In developing the PID and later in setting up the R&D Contract, the Project Leader must 
consider the possible commercial issues which relate to the production and use of the project 
outputs. For any project that has commercial issues, the R&D Coordinator must inform the 
Head of R&D as soon as this is known. It is also necessary to consider the future use of any 
other results or know-how which are produced under the project even though these may not 
be o f immediate interest to the NRA end-user.

In general, the NRA undertakes R&D to make it more efficient in carrying out its own 
business. The Financial Memorandum does not provide for the NRA to promote 
commercial business opportunities per se. Therefore the following basic principles have been 
adopted and should be taken into account when any R&D project is being planned:

• the NRA does not enter into R&D for commercial purposes but, as far as can practically 
be foreseen, no other party should be allowed to profit unduly as a result of the NRA’s 
investment in R&D;

• the NRA should not relinquish, without good reason, its due share of the exploitation 
rights for R&D results for which it has paid; and

• wherever appropriate, the project should be structured (or limited) so that the commercial 
sector takes up the development of products which have potential commercial value, or 
which will require continuing support. The potential for future profit by commercial 
parties should be used to minimise the NRA’s net investment in R&D.

For example, it is generally appropriate for the NRA to develop the requirements 
specification for a particular piece of equipment and then call for potential suppliers to submit 
prototypes for evaluation, rather than to fund the development of the prototype. On the other 
hand, the market for some of the NRA’s requirements may be so specialised that the NRA 
has no option but to invest in development. In such cases, some commercial involvement 
by the NRA might be necessary in order to recoup its investment.

In many cases, the commercial party’s interest will hinge on its perception of the risks 
involved in development of a commercial product in relation to the future potential market 
and its future liabilities.
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Always bear in mind that the NRA’s publicised involvement with any commercially available 
product can provide a considerable commercial advantage to the producer and will, 
irrespective of the legal position, link the NRA with the future use of the product.

The Cabinet Office has recently sought to establish the right of any person or organisation 
involved in undertaking basic or applied research to retain the Intellectual Property Rights 
(IPR) to the results, but for the exploitation of those results to be the right of the person or 
organisations funding, or providing other inputs in kind to, the research. This is a broad 
principle and not a legal requirement. (See R&D numbered paper, Commercial Issues 
related to R&D Projects R&D(93)16A and Intellectual Property in the Public Sector Research 
Base, HMSO September 1992.)

A2.2.6 Annual Programme Review

As with all NRA activities, the R&D programme is subject to an annual review within the 
corporate planning cycle. Key steps in this review and identification process are indicated 
in Figure A2.4 - R&D Project Cycle. New projects to be started during the coming fiscal 
year are identified, and a provisional programme for each commission is agreed and 
prioritised, by the FC within Corporate Planning guidelines on priority development 
initiatives and available resources. The Flood Defence programme must also be confirmed 
by Regional Flood Defence Chairmen. The latter includes the NRA management resources 
available to undertake and implement new projects.

This annual review of each Commission's programme is "customer-driven’'. It is undertaken 
by the Commissioner and Topic Leaders, assisted and co-ordinated by R&D staff. The 
review takes the following aspects into account:

• existing Topic Area and objectives, and progress with the on-going programme;
• R&D issues related to key development initiatives within the function’s business plan and 

strategy;
• operational problems, opportunities and needs identified by Regions;
• proposals from key external organisations; and
• programmes of related R&D undertaken by other bodies, in particular DoE and MAFF.

Where appropriate, discussions are held with significant external research-commissioning 
bodies. The principal consideration nevertheless remains the NRA’s own business objectives. 
Any projects having a significant component related to Information Systems must be 
developed in liaison with the NRA’s Information Systems Section.

The Commission programmes are then consolidated into a provisional national R&D 
Programme by the R&D Section and presented to the EG Priorities Sub Group and NRA 
Board for review alongside other NRA plans. The resource allocation, including an R&D 
budget, is confirmed and details of the national programme are finalised by the R&D Section 
(see Section A 2J.4). The confirmed programme of on-going projects and new starts is then 
published internally with an abridged version for public use.
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A 2.2.7 Uptake of R&D

The effective targeting of R&D outputs to achieve business objectives, together with the 
planning and management of the process of uptake of the R&D output by the end-user, are 
critical activities which contribute to the success of an R&D project. An approach has been 
developed to ensure that there is a logical progression through the project cycle from the 
R&D stage into uptake. The steps of uptake planning, End-of-R&D Stage Assessment 
(ERSA), sign-off by Chief Scientist, and uptake are explained in detail in Chapter B4 - 
Project Closure.

Planning of the R&D outputs and the activities needed to deliver these to the end-user is done 
in outline in the Summary Appraisal Form (see Appendix B). The detailed specifications for 
the project outputs and uptake plan are developed during the course of the Detailed planning 
and authorisation stage (Chapter B2). The uptake plan will cover:

(a) dissem ination (delivery of the project outputs to the end-user), which the Chief 
Scientist ensures is undertaken, including appropriate external release; and

(b) im plem entation (putting the project outputs into use by the end-user), for which the 
end-users - usually NRA core-function staff - are generally responsible.

Acceptance (or otherwise) of satisfactory completion of the R&D stage is achieved by sign- 
off of the ERSA by the R&D customer and any other person or group specified in the project 
plan. Finally the completed ERSA is independently reviewed by the Chief Scientist in 
confirming that the R&D stage has been satisfactorily completed (or otherwise) and that the 
R&D output may be taken forward to uptake.

Uptake of outputs from R&D projects can follow one of three defined routes 
(see Figure A2.4  - R&D Project Cycle):

(a) outputs whose benefits are self-evident and readily taken up with minimum policy 
impact or resource input by the core function/Regions - for example, an improved 
analytical technique;

(b) outputs which have policy implications or significant resource requirements for 
implementation - for example, an automatic system for quality monitoring; or

(c) outputs which are taken up into other core function development initiatives or R&D 
projects - for example, data produced for developing Statutory Water Quality 
Objectives.

Uptake for category (b) requires the EG and Board to approve the implementation plan - in 
a similar way to other policy implementation. Approval will normally be sought through the 
annual corporate planning process. At other times, plans will be submitted by the Chief 
Scientist with the business case presented by the Director concerned. Clearly, 
implementation of category (b) outputs may need to be held back pending resource
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availability. Uptake of category (a) and (c) outputs will simply be reported to the EG 
Priorities Sub-group and OT by the Chief Scientist on a routine basis. Notification for 
Regions to implement R&D outputs will be given by the Director o f Operations.

A2.2.8 Operational Investigations

The NRA’s R&D programme is undertaken to address national issues. A distinction is 
therefore maintained between the nationally-funded R&D work and "Operational 
Investigations" (OI), which are projects that address site-specific issues in one particular 
Region only and are therefore the responsibility of the Region concerned. OI projects can 
nevertheless have important secondary national benefits. An interface is therefore maintained 
between OI projects and the R&D Programme (and indeed with the NRA as a whole) to 
achieve optimum benefits from OI projects and to ensure that they are developed within the 
national context (this includes avoiding wasteful duplication in other Regions). In some cases 
this may result in a proposed OI being incorporated into, and developed within, the R&D 
Programme as an R&D project. A range of interfacing categories of OI has been developed:

Regional O I is undertaken by a Region and has limited or no national interest.

OI, reported nationally is identified as having sufficient national interest to warrant 
reporting nationally.

OI. external liaison is developed in conjunction with other on-going work being undertaken 
either by a national working group or another Region and some form of liaison is deemed 
beneficial. These are aiso reported nationally.

Part R& D /Part OI is developed with two parts of the project defined and funded separately, 
the R&D resources provided though the national R&D Programme.

A register of all OIs containing basic information is held by the Director of Operations. 
See also R&D numbered paper R&D(92)25.
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A2.3 R&D Project M anagement

A2.3.1 Outputs

The objectives of any R&D project generally address the NRA’s business needs. Unless the 
output of the project enable those objectives to be achieved, it is unlikely that the NRA will 
have benefited. The term "Output" is used to describe a product from a project for the end 
user (project output) or from a research contract or package for use within the project 
(research output). Outputs are dealt with in detail in the "Guidance Note on the Production 
o f  R&D Outputs fo r  the National Rivers Authority - R&D Note 180”.

It is important that the intended end-use and uptake requirements for any project output are 
understood. To achieve this, project outputs are categorised in terms o f end-use by a series 
of standard designations (for example "O" for ''operational guidance" or WM" for "procedural 
manuals").

Outputs can be in different forms, including:

• computer software;
• operational equipment;
• documents; and
• videos.

C o d e n *  It m i tt  b q t i W M m t f

2 .  D i a g t n  ion  •a! x r t r t W i  t w n W  h  if r n i a l w r f W

1  O n t y f f l  c n < « n « a f W f  W f m w r i X t i *

Figure A2.5 - Outputs and associated Uptake
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Any output should be suited for its purpose, for example:

• a laboratory manual may be in A4 ring-bound form to allow easy updating, whilst a field 
guide may be pocket-sized and waterproof;

• a working group, as end-user, may only require the briefest and most specific of report 
to feed into another development activity they are undertaking.

To clarify intended use, all R&D outputs are presented for uptake with a short "Statement 
of Use". They are also given an internal and external dissemination status as follows:

Internal - Limited release
Released via Function Committee 
Released to Regions

External - Restricted
Released to Public Domain

It should be appreciated that the "customer" who has commissioned a  project output may not 
necessarily be the end-user. For this reason the end-user should be represented on the 
Project Board, the Quality Review Panel or in some advisory role to the project. It is 
important to define, by name in the PID, who has responsibility for accepting the output; this 
is called the "Customer Acceptance Level". For major projects, with substantial resource 
or policy implications, this may be at EG level, but for smaller ones it may be at Topic 
level.

Project management of R&D is often directed towards identifying the most suitable output 
for the identified business need and then delivering it to the end-user in the most suitable 
format. No matter what special outputs are produced (e.g. video, computer software etc.) 
some supporting document will always be required. At the minimum, an R&D Digest will 
be required. The Guidance Note on the Production o f R&D Outputs fo r  the National 
Rivet's Authority (R&D Note 180), explains these in detail and how to select the most 
appropriate.

General dissemination of R&D

While specific dissemination activities such as workshops and seminars are addressed in the 
uptake plan for any R&D project, the R&D Section is responsible for maintaining awareness 
of the NRA’s R&D Programme both internally and externally. The general approach 
concerning external dissemination of R&D information and results is that these shall be 
deemed confidential until such time as internal processing has been completed. The results 
shall then be released to the public domain. Completed R&D outputs may not be withheld 
from the public domain unless this is justified by virtue of their confidential or sensitive 
nature. The NRA will ensure that this policy complies with the EC Directive on Freedom 
of Access to Information on the Environment.

R&D Project Management M anual
28 February 1994

A2/19 Version 1.0



A2 - General Background

The NRA positively encourages the dissemination of information on R&D projects through 
papers and articles in the technical and scientific literature and through seminars and 
conferences both during and following the work (see R&D(93)33). Wherever possible the 
N R A ’s Project Leader should be involved as a named author. Permission to publish should 
be sought first, although it will not be unreasonably withheld. Because publication of papers 
on NRA R&D projects in the literature has not been as extensive as it might be, the NRA 
intends to make it a contractual requirement that, where appropriate, each research contractor 
will publish at least one paper on their particular project. This will also act as a controlled 
means of peer review.

NRA R&D publications (i.e. those documents released to the public domain) are distributed 
through an appointed agency. The costs of external dissemination should, as far as possible, 
be self-financing; however the price of each publication has to be assessed against desirable 
circulation. Any policy to develop income from R&D publications will be in line with the 
guidelines on commercial issues to be agreed with the DoE. The NRA makes its publications 
available to the UK water industry through the Foundation for Water Research.

The following aids to dissemination of R&D outputs are now produced:

• List of all R&D Outputs - updated annually;
• R&D Newsletter - produced quarterly, provides interest articles on R&D programme, 

lists new start projects and outputs in quarter;
• R&D Digest - single-page or purpose-made "flyer" to publicise each R&D output; and
• Annual R&D Review - formal annual report; reviewing the previous year’s outputs; 

describing current year’s R&D programme and development of strategic R&D.

In addition, Regions have been requested to ensure that a minimum standard of archive 
facility for R&D output documents is made available in each Region. A full set of R&D 
output documents is also held by the Head Office Information Centre.

A 2.3.2 Quality of outputs

Having identified the most suitable form of output to address the business need, it is 
essential that the desired quality of the outputs is adequately specified and acceptable to the 
"customer".

All projects are a balance between cost, time and product objectives. In planning any project 
a realistic timescale and budget must be provided to achieve the specified product 
requirements. It is also essential that the deliverables from a project are defined in such a 
way that the quality criteria can be demonstrated to have been achieved.

The Project Management Procedures PIN - Section 6 gives details of the quality assurance 
process that is required. This is further explained in Section B2.2.8 Quality Plan and 
B3.1.3 Quality Monitoring of this manual.
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A2.3.3 Typical Project Lifecvcle

A project, regardless of its size or objectives, may be divided into a number of distinct parts 
which represent stages through its life, from identification to completion. These stages are 
collectively called the "Project Lifecycle". It is a sound principle to consider the various 
stages in the lifecycle when planning a project. Neglecting this may result in important 
stages or packages of work not being recognised until part way through the project. A 
standard lifecycle for a typical R&D project is shown in Figure A2.5 - Typical Project 
Lifecycle and includes the following stages:

• identification, when the issue to be researched is formally "noted";
• summary appraisal, obtaining initial authorisation to include a project as part of the R&D 

programme;
• project authorisation, when the project is formally authorised;
• research contractor selection, when tenders are obtained for research work;
• undertake research, when the research or development work is done and the outputs are 

produced;
• uptake, when project outputs are disseminated and implemented;
• project closure, when the project is formally completed; and
• post project appraisal, when the actual benefits are compared to those planned.

Each stage ends with a control point, when plans for the next stage are approved and a 
decision is made on whether to proceed further with the project. Table A2 lists the key 
project management documents which will be prepared during each stage; these are described 
more fully in Part B of this Manual.

Considerable benefits are gained by using lifecycle stages for project management; in 
particular:

• an emphasis is placed on control points for reviews, approvals and authorisations;
• the project concentrates on definable activities in the current stage;
• the project cannot continue until detailed plans for the next stage have been developed;
• the need for particular resources for each stage can be seen more easily; and
• the lifecycle is itself a check list of the complete scope of the project.
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Figure A2.6 - Typical Project Lifecycle
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Table A2 - Key Project Management Documents

A2 - General Background

Lifecycle Stage Document Responsibility:

Identification Draft Summary Appraisal Form (PM1) Proposer/Topic Leader

Summary Appraisal Summary Appraisal Form (PM1) Project/Topic Leader

Project Definition Initial Appraisal document, if required Project/Topic Leader

Project
Authorisation

Project Initiation Document (PID)

Project Budget Authorisation (PBA) 
Project Authorisation forms (finance)

Project Leader

R&D Section 
Project Leader

Contractor
selection

Tender documents Regional R&D 
Co-ordinator

Undertake
Research
Stage{s)

Authority to commit expenditure forms 
(finance)
Change request forms
Progress reports - technical, financial and
quality

Document Status and Use Note
End of Contract Reports
End of notD Stage Assessment {ERSA)

Project Leader

Originator 
Project Leader 
Package/contract 
managers 
Project Leader 
Project Leader 
Project Leader

Uptake Stage(s) Authority to commit expenditure forms 
(finance)
Change request forms
Progress reports - technical, financial and
quality

Project Leader

Originator 
Project Leader 
Package/contract 
managers

Project Closure End of Project Report Project Leader

Post Project 
Appraisal

Post Project Appraisal Report Review team leader

NOTE: the Regional R&D Co-ordinator has an advisory role to assist the Project Leader in 
the preparation of all the project management documents.
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The basic project management principles given in the PIN apply to all projects. However, 
R&D projects have specific characteristics which are different to, say, construction or IS 
projects. R&D projects, particularly those associated with applied research (as distinct from 
development), are less easily defined and technical quality can be difficult to express and 
quantify. In many cases the exact output requirements which are needed to meet the project 
objectives cannot be fully defined at the outset; the process of R&D is a means by which the 
"product" is defined. This level of uncertainty does not prevent the project being scoped and 
objectives set. However, the principle of adopting a step-by-step approach is very important 
in R&D; the project should be divided into lifecycle stages. These should all be planned in 
outline from the start, and the detailed planning of each stage should be undertaken or 
confirmed during the preceding stage. During each stage, the Project Leader can therefore 
consider:

• is progress being made towards the objectives in the most direct manner?
• what should be done next and how best is this scoped?

In this way the project is steered, in a logical way, from control point to control point from 
concept to final outcome.

The lifecycle stages can also be broken down into smaller work packages each with its own 
scope, cost and timescale. The process of breaking the project into manageable packages is 
called “work breakdown". An example of this is in Figure A2.7 - Undertake Research 
Stage options fo r  the typical project, case (b), where the "undertake research" stage could 
be divided into two work packages, one undertaken by NRA staff and the other undertaken 
by a contractor. The decision on whether to break the project into two research stages as 
opposed to using more work packages depends on whether the Project Leader feels that the 
change over from one stage to another represents a key control point.

Thus the Project Leader, in discussion with the Topic Leader and R&D Co-ordinator, may 
need to consider modifying the typical lifecycle models to suit an individual project. In 
particular, larger projects may have more than one research contract which could be carried 
out in more than one stage. In such cases, it is appropriate to have more "undertake 
research" stages than given in the typical model. Similar changes may be needed to reflect 
the diversity and complexity of related uptake activities. It may also be that some of the 
stages do not run in the sequence shown and may even overlap. It is a matter for the Project 
Leader to adopt a work breakdown which best suits the needs of the project.

In some cases, a separate project may need to be undertaken to define the objective of the 
research. For example, the Function Business Plan may identify the need for a "tool" for 
a particular use. In the first instance the R&D project may not be concerned with actually 
producing that "tool" but rather undertaking applied research to find out if the development 
of the "tool" is possible and what options are available. A subsequent project may actually 
develop the new "tool".
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Figure A 2 .7 - "Undertake Research " Stage options fo r  a typical project
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A 2.3.4 Roles within Project Organisation

This section summarises the roles of NRA staff in the organisation of R&D projects. Project 
organisation must encourage:

• single point responsibility for each work package;
• a clear definition of roles and responsibilities;
• clear lines of project authority for decisions and issue resolution; and
• a correct balance between project and other "normal" functional duties.

Further details of Project Management Organisation are given in Chapter A3. Full 
descriptions of the roles and responsibilities of each party given in the Appendix A.

The Topic Leader has a key role as he represents the customer’s interest in the specific area 
concerned and will have been closely involved in developing the Summary Appraisal. A 
good relationship between the Topic Leader and Project Leader is essential and will enhance 
the likelihood of project success as it is through this contact that the Project Leader gains an 
understanding of the business and technical issues driving the project. As the role is 
demanding, the R&D Section has a management support budget for providing assistants or 
expert advisers as appropriate to Topic Leaders. The Topic Leader will have links to the end 
users or managers, such as existing functional working groups, with a vested interest in the 
outcome of a project, but who do not take an active role in either managing or undertaking 
the project.

The role of the Project Leader is to develop and manage the project throughout its life. 
Whilst not actually undertaking the research itself, the Project Leader is responsible to the 
customer for the project overall, in respect of both ensuring the contractor adheres to their 
contract, and that internal staff and external advisers are involved effectively. The Project 
Leader is supported by the Regional R&D Co-ordinator who assists in the setting up and 
management of the project including advising on contract matters, technical and managerial 
quality; financial authorisation processes and not least the interpretation of this manual! As 
Regional R&D Co-ordinators are either professionally qualified engineers or scientists, they 
can, by agreement, also be involved on some technical aspects of the project. A good 
working relationship between the Project Leader and Regional R&D Co-ordinator, with 
properly agreed and defined roles on each project, can keep a project running smoothly, with 
the minimum of disruption to their other duties outside the project. If it is agreed that the 
Regional R&D Co-ordinator undertakes some of the Project Leaders duties, this is perfectly 
acceptable, but the Project Leader still remains responsible for all aspects of their project.

The Regional R&D Co-ordinator also has management responsibilities for the full portfolio 
of projects which his Region is managing on the NRA’s behalf. This is described in Section 
A2.3.5  below.

More complex projects include the basic roles described above. However these may be 
supplemented by additional ones. For example, the project may need a larger team, be this
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more contractors or more NRA staff. In such cases it is likely that the role of the customer 
will be greater. The project may be linked more strongly to an NRA functional working 
group whose opinions and needs have to be taken actively into account, and whilst they may 
not have any executive power over the project, they will review and sign off key project 
deliverables and hence help to ensure the utility of the outputs. Certain of these individuals 
will be part of the Quality Review Panel, and it is their role to ensue that the functional 
working group is satisfied with the outputs. Other end users may also be part of the Quality 
Review Panel. A functional working group is also a good source of advice and means by 
which stakeholders or sponsors can be involved. For cross-functional or collaborative 
projects, a named sponsor and/or a high level steering group will be introduced into the 
structure (which will be defined in the PID). The Project Assessment Board (PAB) will 
approve the membership of a Project Board (PB) which will also be written into the PID.

If a project, or group of projects, is particularly demanding, it may be appropriate for a 
full-time Project Leader to be appointed or for other project management support to be 
contracted in.

A2.3.5 Project and Programme Management

Figure A2.8 - Project and Programme Management shows how the line management of 
projects and the line management of the programme relate to one another. The key person 
involved in programme management is the Regional R&D Co-ordinator; they have to report, 
on a regular basis, on the overall status of all projects in the Region’s portfolio. The Project 
Leader is responsible for ensuring the R&D Co-ordinator has correct, and up to date, 
information on their project. The information is then passed on to Head Office R&D Section 
using the R&D Information System (see Section A2.4) where it is consolidated with 
information from other Regions to cover the full NRA R&D Programme. Various reports 
are then prepared for R&D Commissioners, Topic Leaders and others as required. These 
reports are described in Section B3. The R&D Information System can be used by anyone 
in the NRA to see the latest position on any R&D project.

The R&D Committee which includes all R&D Commissioners and Regional R&D Contact 
Points has a central role which, by nature of its membership, brings together the project and 
programme management lines and the Regional and functional lines. All are ultimately 
responsible to the EG. The Terms of Reference of the R&D Committee are given in 
Appendix A.

Program m e m anagem ent

The Chief Scientist is responsible for ensuring that the NRA undertakes its R&D duty in an 
effective manner. Thus, while the core function as "Customer" has responsibility for 
identifying and managing its R&D and implementing its R&D outputs, the Chief Scientist 
has specific responsibilities for:

• maintaining quality control and value for money with R&D, for both the overall
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programme and individual projects;
• ensuring that a cohesive overall programme with effective cross-functional links is 

maintained, and that cross-functional issues are properly addressed;
• ensuring quality and delivery of R&D outputs; and
• maintaining effective links with external researchers and research-commissioning 

organisations.

Thus overall effectiveness of R&D depends on both the core function and Chief Scientist 
working together within the project management framework.

The Chief Scientist’s management responsibilities are discharged through the R&D Section 
in the Science Directorate (comprising the Head of R&D, the R&D Planning Officer, the 
R&D Programme Officer and two assistants). The R&D Section liaises closely with the 
R&D Co-ordinator in each Region.

By providing the Project Leaders, each Region or Head Office takes responsibility for the 
technical and financial management of a portfolio of research projects. Programme 
management support for this is provided by the Regional R&D Co-ordinator.

A2.4 R&D Information System

The purpose of the R&D Information System is to enable progress on the R&D Programme 
to be monitored and to provide a readily accessible database covering both technical and 
financial aspects on aii projects in the programme. At any one time, it is likely to contain 
information on about 200 active R&D projects.

The R&D Information System is used to produce various targeted reports, either in summary 
or in full detail, including monthly cost reports and six monthly progress reviews. The 
technical information is based on data in the PID and shows the project as currently 
authorised as well as information on outputs produced. Financial information comprises a 
record of actual expenditure to date and expected future expenditure. This is divided into 
expenditure for each financial year and is compared against the authorised budget (for total 
project costs) and the annual budget (for programme cash flow management). The R&D 
Information System only contains summary data and does not include full details of costs 
which are found on financial ledger systems and individual project management files and/or 
software. Reports can be aggregated by Topic Area, Region and Function so that various 
parties can monitor their own groups of projects.

Data input to the R&D Information System is managed on a Regional basis, with each 
Regional R&D Co-ordinator being responsible for maintaining the data on his respective 
Regional portfolio. Project Leaders are responsible for ensuring that the Regional R&D 
Co-ordinators receive correct and up-to-date progress data for input to the system. The only 
exception is that the R&D Co-ordinator keeps records for tracking actual costs, and liaises 
with the Regional Finance Department accordingly.
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The consolidated national database is co-ordinated by the R&D Programme Officer in the 
R&D Section, Head Office. Information from the eight Regions and on projects managed 
in Head Office, is sent monthly to the R&D Section for consolidation in a single database. 
The consolidated database is then used for programme management purposes and is also 
redistributed to the Regional R&D Co-ordinators for information. This file transfer is done 
using the NRA X25 data network.

The R&D Programme Officer in the R&D Section is responsible for the support and ongoing 
development of the R&D Information System. Any queries concerning its use should be 
addressed there. Full details of the system are included in a comprehensive User Manual 
which includes:

• background and general information;
• detailed information on the facilities available; and
• examples of reports which can be generated.

Reference: R&D Information System User Manual.
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A3 PR O JEC T MANAGEM ENT ORGANISATION 

A3.0 Introduction

This chapter explains the organisation of project management. It builds on the Project 
Management Procedures PIN  - Section 2. It explains the difference required in the 
organisation of the different size of project (small, medium and large) and details the roles 
and responsibilities of general project management and those specific to R&D projects.

A3.1 M anagem ent S tru c tu re  for Projects

The management structure described in the Project Management Procedures PIN - Section
2 provides the NRA with levels of control appropriate to the size, complexity and nature of 
the project. The PIN explains the role of three management bodies:

The Head Office and Regional Project Assessment Boards (PABs) have responsibility for 
control of a group of projects. The Project Board and the Project Manager have greater 
management responsibility, albeit generally only for single projects. See Figure A3 A .

All projects are categorised by size as small, medium or large, depending upon the type and 
total estimated cost given in Financial Form A (Project Authorisation). For R&D projects 
these are given as:

However, where a Topic Leader decides that a project is of high risk, it should be moved 
into the next category i.e. a financially Small project should be treated as a Medium project. 
(See Project Management Procedures PIN - Section 4.4.12)

The R&D Programme is presented by the Chief Scientist, as Director responsible for R&D, 
to Executive Group’s Priorities Sub-Group and once it has been approved in principle by the 
EG, a Project Board (if appropriate) and Project Leader can then be appointed. The 
responsibility for the management and control of the project is then devolved to the 
Region/Head Office in which the Project Leader resides.
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The Regional/Head Office PAB will perform the key roles during the life of the project as 
defined in the Project Management Procedures PIN - Section 2 and in the relevant flow 
diagrams in Part B of this Manual.

Where an R&D project falls into the "Small" category, it is recognised that the PAB may 
delegate its roles to the R&D Contact Point, as the Manager responsible for R&D in the 
Region, and Topic Leader. Similarly, in these circumstances, it is unlikely that a Project 
Board will be necessary. The roles and responsibilities of the Project Board could be 
delegated to the R&D Contact Point and the Topic Leader. References in the remainder of 
this Manual to PAB and Project Board should also be taken to refer to R&D Contact Point 
and Topic Leader, where appropriate to "Small" projects.

R&D projects that are termed either "Medium" or "Large" will be overseen by the 
Regional/Head Office PAB. This body may establish a Project Board to which it may 
delegate many of the more time consuming tasks of the PAB. It is expected that this Board 
may well have members from other NRA Regions and may include the Topic Leader. The 
work of this group may be performed by correspondence with a reduced number of meetings.

Recommended members 

to include

n ey iu i iai n & u
Contact Point/ 
Head of R&D

Regional/Head Office 
PAB

Topic Leader Project Board Project Board

Project Leader Project Project Project

Project Board

Project

Figure A 3 J  - Management structure fo r  R&D projects

R&D Project Management Manna!
28 February 1994

A3/3 Version 1.0



A3 - Project M anagement Organisation

There may also be benefits in having an independent expert adviser assisting the Topic 
Leader with various activities. The R&D numbered paper R&D(92)16 provides further 
information. For projects over £100k it is necessary for an independent external expert to 
review the PID and ensure there is no duplication of work with other commissioning bodies 
and that the project is structured in a realistic manner. They are also able to peer review the 
work and ensure the quality of the science is acceptable. There may be internal Technical 
Specialists who should also be consulted.

As the majority of R&D projects are contracted to outside research contractors, the 
responsibility for overseeing the day-to-day management of R&D projects is performed by 
the Project Leader. This term is used in preference to Project Manager, (as the latter is used 
for the Research Contractor’s manager) but the roles described in the Project Management 
Procedures PIN are broadly the same.

A3.2 Roles and Responsibilities

A3.2.1 General Project Related Roles

P ro ject Assessment Board (PAB)

The role of the Regional/Head Office PAB is given in Project Management Procedures PIN
- Section 2 and Appendix I. This Board has a number of key roles at each stage in the life 
of a project. These are:

• S tage 1, to approve the Summary Appraisal Form and the management structure for the 
project;

• S tage 2, to review the PID and Financial Form A and provide a recommendation for 
approval to the appropriate authority under the Scheme of Delegation;

• Stage 3, to review financial monitoring reports and approve Change Reports where 
applicable; and

• Stage 4, to approve the End of R&D Stage Assessment Form (ERSA), where required, 
and recommend projects for Post Project Appraisal.

In approving the management structure for R&D projects, the PAB must consider who are 
the most appropriate people to be involved.

Project Board

The role and responsibilities of the Project Board are similarly given in Project Management 
Procedures PIN  - Section 2 and Appendix /. This Board is established to assist the Project 
Leader and to control and monitor the project. Its composition will depend on the size and 
complexity of the project. Its activities will include:
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• providing advice and support for the Project Leader;
• reviewing key appraisal documents and monitoring reports; and
• establishing and monitoring the work o f the Quality Review Panel.

The membership o f the Project Board may be altered at any time during the life o f the 
project in order to accommodate changing circumstances, but it is essential that the Topic 
Leader is involved in some capacity as he has important responsibilities as detailed in Section 
A3.2.2 below.

A3.2.2 Specific R&D Related Roles 

Project Leader

Project Leaders are appointed for their ability to develop and supervise R&D projects. They 
are not necessarily expected to undertake any R&D work. Their responsibility is to develop 
the PID from the Summary Appraisal Form (where appropriate) handed over by the Topic 
Leader and, as ’’customer" representative, to supervise the Research Contractor (or internal 
research team) and take the R&D output through to implementation. Supervision implies 
sufficient contact with the Research Contractor to ensure that targets are achieved and 
problems are identified and resolved as early as possible. In order to achieve effective co­
ordination between projects, in some cases it may be desirable for a Project Leader to 
manage a group of projects. In other cases, the necessary project management skills may 
not be available within the NRA, and the services o f an experienced research manager may 
need to be contracted-in. Whatever the approach to project leadership, it must be appropriate 
in terms of both technical knowledge and management skills of the staff concerned.

Details of the role and responsibilities of Project Leaders are given in Appendix A  o f this 
Manual.

Topic Leader

Topic Leaders take a national responsibility for a specific subject area o f the R&D 
Programme. They will generally be selected because of their knowledge and standing in 
their subject area. The Topic Leader will be linked into any NRA National Centre or core 
function business group dealing with the issues to which that Topic area relates. In some 
cases they will take advice from an independent external advisor in setting the research 
objectives and planning the projects. Topic Leaders are expected to liaise closely with 
colleagues in other Regions.

The responsibilities of Topic Leaders include briefing the Project Leaders and checking and 
signing off the PID. They must, as a member of the Project Board, be involved in the 
monitoring o f deliverables from all projects in their Topic Areas. They are responsible for 
delivering the outputs for their Topic Areas to the customer.
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Further details o f the role and responsibilities of Topic Leaders are given in Appendix A of 
this Manual.

R & D  C ontact Point

The Regional R&D Contact Point (see R&D numbered paper R&D(94)2 for current list) acts 
as a focus, at a senior level, for R&D matters in the Region and represents the Region on 
the R&D Committee. Ideally, they should be a member of the Regional Management Team 
and Regional PAB. The R&D Contact Point may also be the line manager of the R&D Co­
ordinator.

The R&D Contact Point usually has signing powers under the Scheme o f Delegation PIN 
as a Second T ier M anager to authorise Financial Forms A (Project Authorisation) and Gs 
(Project Supplementary Expenditure), up to £10,000. They must be consulted and sign all 
Financial Forms before these are passed on to the Regional General Manager (RGM) and/or 
Head Office.

They can also be delegated to take on the responsibility of the PAB and/or the Project Board. 

C om m issioner

The Commissioner is appointed by their Function Committee to oversee their Commission 
and any Cross-functional projects. They review the Topic Investment Appraisals and other 
reports prepared by Topic Leaders. They arrange for key R&D outputs to be reviewed by, 
o r presented to, the Function Committee. They are able to sign off less significant R&D 
outputs on behalf o f the Function Managers.

Further details are given in Appendix A o f this Manual.

R & D  C o -o rd in a to r

Each Region has an R&D Co-ordinator (see Appendix A) (with the R&D Programme Officer 
fulfilling this role in Head Office), who assists in the setting up and management of a 
portfolio of projects, including advising on contract matters, technical, quality and financial 
authorisation processes (see A2.3.4). A good working relationship between the Project 
Leader and Regional R&D Co-ordinator, with agreed and defined roles on each project, can 
keep a project running smoothly, with the minimum of disruption to their other duties outside 
the project.
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B1 IDENTIFICATION AND INITIAL APPROVAL OF R&D PROJECTS 

B1.0 Introduction

This chapter explains the process by which potential projects are identified and how the R&D 
Programme is approved, through to obtaining initial approval for commencing work on a 
project. The first stage of this development process is undertaken by the Core Function as 
Customers - principally through the Commissioner and Topic Leaders - and by the R&D 
Planning Officer. The process is given here in general terms only.

R&D projects are undertaken to address some "need", "opportunity" or "problem" which 
effects the effectiveness of the NRA in carrying out its business. T he potential for R&D to 
improve the effectiveness of some aspect o f the NRA’s business may be identified by almost 
any person or group in, or dealing with the NRA.

One o f the activities at this stage is to carry out a broad screening o f  both functional issues 
and the existing R&D Programme to identify those issues which will potentially benefit from 
R&D.

Following the identification of a potential issue for R&D, a formal "submission" is made, 
which is considered for inclusion in the R&D Programme (see Section Bl.1.2). An initial 
appraisal and/or approval for a "Small" project will then be required. W here an initial 
appraisal is required to define the project, the results will be used to prepare the Business 
Case (see Section B2.2.4).

The process of the proposal being screened and selected by the customer helps to develop 
ownership and commitment to it from an early stage. With strong competition for NRA 
resources, only R&D projects which either support priority developmental initiatives and 
continuing activities, or provide major operational benefits should be brought into the R&D 
programme.

The process has been divided up into four stages, the high level overview (which takes place 
June to October in the previous year), the inclusion of a proposal in the R&D Programme, 
the approval o f the R&D Programme and approval for "Small" projects.
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RESPONSIBILITY COMMENTS
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B l.l  Proccss Description

This section explains the process by which projects are identified and developed through to 
obtaining initial approval to commence work. Further supporting information'is given in the 
R&D numbered paper on Planning and Development o f  Strategic R&D Projects 
(R&D(93)17).

BL1.1 High Level Overview

The steps to be completed during this stage are described below and shown schematically in 
the associated flow chart on the facing page. The numbering below relates to the step 
numbers on the flow chart.

1. The R&D Planning Officer, in liaison with the Commissioners, will consider the 
present programme and any proposed change to function priorities. They will assess 
the balance of the projects in the programme and what is being delivered from each. 
Coherence and links with the developmental initiatives and continuing activities will 
also be checked.

The budget available for new starts will also be considered by looking at the level of 
commitments to on-going projects and the anticipated R&D budget for the following 
year.

2. The Chief Scientist and Director of Water Management have meetings with the Chief 
Executive (bilaterals) to confirm the priorities. This confirms the status o f continuing 
activities and identifies any further developmental initiatives.

3. The Function Committees then agree on the function’s business priorities within the 
developmental initiatives and continuing activities. They confirm a business 
programme of work and identify those areas where there are gaps in knowledge.

4. The high level issues develop from 3. above. There are discussions with other 
research commissioning organisations e.g. UK Water Operators and Natural 
Environment Research Council over collaboration on common R&D issues. The 
Commissioner can also set priorities for specific issues o r those crossing several 
Topic areas.
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B l.1 .2  Inclusion in R&D Programme

The steps to be completed during this stage are described below and shown schematically in the
associated flow chart on the facing page. The numbering below relates to the step numbers on the
flow chart.

1. Proposals for R&D can be submitted by anybody with knowledge o f the NRA’s business. 
Research commissioning organisations and other bodies can submit outline proposals - finally 
as a draft Summary Appraisal (see Appendix B) - to the relevant Topic Leader. It is 
important to remember that there could be Intellectual Property Rights (IPR) associated with 
these submissions. (See R&D(93)16A - Commercial issues related to R&D projects).

Similarly any internal NRA working or business group should flag up any potential R&D 
issues to the relevant Topic Leader. It is important that these support the Business Plans o f 
the working or business groups. The Topic Leader is responsible for keeping the relevant 
group informed as to the progress o f their proposals.

The Regional Management Teams (RMTs) should encourage their operational staff to put 
forward any problems or opportunities which may warrant tactical research. The R&D Co­
ordinator can advise the RMT on how to do this and co-ordinate the Regional receipt o f these 
proposals.

2. The proposals produced in the Region must be sent to the relevant Regional Function 
Manager for consideration. The Regional Function Manager must then consider if the issue 
is something that may benefit the function nationally.

3. If the Regional Function Manager does not feel that the proposal is sufficiently important, 
then the R&D Co-ordinator must inform the proposer o f this decision giving reasons (from 
the Regional Function Manager) as to why it was rejected. The Topic Leader then archives 
the proposal for consideration next year.

4. The supported proposal is then sent by the R&D Co-ordinator to the relevant Topic Leader. 
If the proposal is thought relevant to other Topic Leaders, it should also be circulated to 
them for comment. Where a proposal is thought to be cross-functional then the R&D Section 
should be consulted.

5. The R&D Co-ordinator logs all the proposals they have received and sends a copy o f these 
to Head Office for information. This can be done in batches or as they are passed to the 
relevant Topic Leaders.

6. The Topic Leader then reviews the proposals consulting with relevant staff as required. Any 
Function or Topic Technical Specialists should be consulted at this stage.

7. Having all the proposals the Topic Leader is now able to put forward their proposals, if 
appropriate, and to complete the Topic Investment Appraisal (TIA), together with a draft 
Summary Appraisal Form supporting those proposed new start projects. Further guidance 
on completing Topic Investment Appraisals is given in R&D(93)20.
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8. Where the relevant Topic Leader has not included proposals in his TIA , then the 
R&D Co-ordinator must inform the proposer o f this decision, giving reasons (from 
the Topic Leader) as to why it was rejected.

9. The Business Groups (where they exist) will then consider the TIA and assess the 
proposed projects against function priorities.

10. The draft Commission programme is then assessed by the Function Committees where 
the proposals are ranked in order of importance.

11. The Schedule o f Ongoing and Proposed New Starts is then drafted from the 
prioritised list of proposals in the TIA.

12. The Schedule is then reviewed by the R&D Programme Working Group (see 
Appendix A for Terms of Reference). Cross-functional issues are discussed and an 
agreed programme results.

13. The proposed programme schedule from 11, above is then submitted to the National 
Project Assessment Board (PAB). This role will be performed by the Executive 
Group Priorities Sub-group.

14. A report on the proposed R&D Programme is then submitted to the Executive Group 
(EG) by the EG Priorities Sub-Group. As a result o f this consultation process various 
modifications and amendments to the programme may be requested by the EG 
Priorities Sub-Group.

15. Following approval by EG, the R&D Programme will be circulated. It is then for 
the relevant R&D Co-ordinators to inform the proposers o f the R&D projects of the 
outcome of their proposals.

16. The approved R&D Programme is submitted to the Board for information.
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B l.1 .3  Approval of R&D Programme

The steps to be completed during this stage are described below and shown schematically in
the associated flow chart on the facing page. The numbering below relates to the step
numbers on the flow chart.

1. Once the R&D Programme has been approved; it may be necessary to undertake 
further scoping or feasibility studies to define the project or to clarify the options to 
be considered. Where this work costs less than £25k, a Financial Form A is not 
required.

2. The Summary Appraisal (see Appendix B) must be completed. This will be the 
responsibility of the Topic Leader who may delegate this to  a Project Leader, if  
known at this point. If the definition study or scoping study is contracted out, note 
that the NRA Procurement Manual must be adhered to.

3. Where the appraisal work is expected to cost £25k o r more, then a Financial Form 
A must be approved by the relevant authority as defined in the Scheme o f  
Delegation.

4. The details o f the Summary Appraisal must be entered onto the R&D Information 
System by the R&D Co-ordinator. This ensures that the R&D Section can monitor 
progress on all projects and that the information is widely available.

5. The Summary Appraisal must be sent to the Head o f R&D for quality review and 
checking the overall approach. The R&D Co-ordinator will provide a copy o f the 
Form for comment. The Head of R&D will complete the review by confirming the 
document is approved and that all issues have been addressed. He also confirms that 
this project has been approved by the EG and the Board when signing the Summary 
Appraisal.

6. The Summary Appraisal will be submitted to the relevant PAB for approval to incur 
expenditure on the detailed planning of the project.

7. Following approval by the PAB, it is possible to undertake the further planning o f the 
project. This may include an initial appraisal to define the scope of the project.
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The procedures for managing "Small Projects" are different from those for "Medium" or 
"Large Projects" in that Stage I - Approval of Programme and Stage 2 - Detailed Planning 
are combined. Therefore, the approval o f a "Small" R&D Project has been included in this 
section. Reference should also be made to the section on "Small Projects" in the NRA 
Project Management Manual. An example of the additional information required to obtain 
approval is given in Appendix C.

The steps to be completed during this stage are described below and shown schematically in 
the associated flow chart on the facing page. The numbering below relates to the step 
numbers on the flow chart.

1. Once the project has been confirmed as being in the "Small" category, the Project 
Plan and the Product Descriptions should be developed. In general, the level o f detail 
should relate to the size and complexity of the project and should provide sufficient 
detail for appropriate tender documents to be developed. Refer to Section B2.2.1 . 
for further details. These two documents, together with the Summary Appraisal, 
constitute a "Small PID".

2. The R&D Co-ordinator must update the R&D Information System with these details.

3. The R&D Co-ordinator must then send the "Small PID", signed by the Project 
Leader, to the Topic Leader and then Head o f R&D for review and approval.

4. The Project Leader is then responsible for signing the Financial Form A and attaching 
the updated, where necessary, "Small PID".

5. The document from 4. above is then sent to the PAB, (or R&D Contact Point or 
Project Leader’s line manager (see Section A3.2 - Roles and responsibilities)) for 
approval prior to obtaining the authorisation under the Scheme of Delegation.

B l . l . 4 Approval of a "Small” R&D Project
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Submissions

The Regional R&D Co-ordinator, or R&D Programme Officer in Head Office, is responsible 
for allocating a submission num ber to all proposals received by o r generated in their Region.

T he num ber is in three parts:

• the year, e .g . "93" for 1993;

• the sequential num ber in the Regional R&D Co-ordinator’s log, e .g ."012"; and

• the code for the NRA Region, e.g ."ST" for Severn Trent.

A typical submission num ber is thus: 93/012/ST.

P roposed  P ro jects

The Topic Leader allocates a proposal number to all proposed projects detailed in the TIA. 

T he proposal number is in three parts:

• a code for the identifying Topic Area, e .g .”A03";

• the year, e .g ."93" for 1993; and

• the sequential num ber in the Topic Leader’s log, e.g ."03"

A typical proposal num ber is thus: A03(93)03.

A fter the review o f the proposals a particular proposal may be reassigned to an alternative 
Topic Area. If this happens the proposal number is not changed.

B1 - Identification and initial approval

B1.2 Guidelines
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The Topic Investment Appraisal (TIA) justifies why a programme of work should be carried 
out. It provides the essential link between the Function Strategy and Business'Plan or tactical 
issues and the proposed projects. Guidance on completing the TIA  is provided in R&D 
numbered paper R&D(93)20 - Topic Investment Appraisal.

TIAs are revised once each year by the Topic Leader to provide a  broad justification for 
undertaking the proposed programme of projects within each Topic Area.

B l.2 .3  Summary Appraisal

The purpose of the Summary Appraisal (Appendix B has a copy of the standard form 
together with guidance notes on how to complete it) is to define and justify the need for and 
benefits o f a project, and to consider options so that a decision can be made on whether the 
project appears sufficiently justified for a full appraisal to proceed. A draft Summary 
Appraisal can be prepared either by NRA staff or by external organisations. The total length 
o f this will not generally exceed the two A4 pages, although in the first instance it is unlikely 
that the second page could be completed.

It is should not be an onerous task to draft the Summary Appraisal. It is intended simply to 
give a brief and considered statement o f what benefits the proposed project will deliver. The 
Regional R&D Co-ordinator will be able to advise on the level o f  detail which should be 
included.

If the submission is accepted and becomes a proposal in the TIA, the objectives, outputs, 
benefits, costs, timescales and other factors will be reviewed and worked up in more detail 
and with greater certainty in the subsequent stages of project appraisal. The content o f the 
document is described below and a model example is included in the Appendix C. 
Supplementary sheets may be added to give greater detail to any part o f the form. A 
WordPerfect proforma is available.

When drafting this form for a submission of a proposal to be considered, it is important that 
the following are completed:

1. P roject Reference
This is the submission number discussed in B l.2 .1 , which is later changed to the proposal 
number if the proposed is accepted into the TIA.

2. T itle
The title should be concise yet descriptive of the project objectives. It should not exceed 
60 characters.

3. Proposed Total Cost
This will be a "best guess” at this stage.

B l.2 .2  Topic Investment Appraisal

R&D Project Management Manual
28 February 1994

Bt/15 Version 1.0



Bl - Identification and initial approval

4. Description of Problem, Need or Opportunity
Explain why the project has been identified, including which developmental initiative or 
continuing activity it supports.

5. Objectives
Define what the project objectives are and how they meet the issue noted in 4. above. 
Objectives should be described in a maximum of 30 words using a "to... to ... " 
statement, i.e. to do something to achieve some changed position for the NRA in terms 
o f its business needs.

6. Products
Give an outline o f the output to be produced from the project.

7. Justification/Benefits/Consequences of Doing Nothing
Give reasons why the project should be undertaken at the time proposed. Include benefits 
which will accrue and explain the consequences of not undertaking the project.

8. Summary of Options Considered
Either a b rief description of each option considered, including "do nothing". Best 
estimates o f costs and benefits, where known, must be included. Costs and benefits must 
be discounted over time, using 6% at present, to give a NPV.

These provide the basic information necessary for the Function and R&D Section to assess 
whether the submission should be considered further. Further information can be given if 
so wished.

These proposals are used to support the TIAs and subsequently, where successful, to 
com plete the draft Schedule o f Ongoing Projects and Proposed New Starts (see R&D(93)23 
as an exam ple), which is submitted to the R&D Programme Working Group, Once the R&D 
Program m e has been approved by EG, further work will be required to complete filling in 
the Summary Appraisal Form.

B I .2 .4  Urgent Proposals

It is possible that during the course of the financial year tactical (or strategic if 
corporate/function priorities change) projects are required to provide answers to specific 
problem s. These will not have been developed following the procedures mentioned in B l . l  
above, as the R&D Program m e Working Group only sits once per year.

W here the Function Com m ittee decide that a piece of work is urgently required, which has 
not previously been approved, then the project has to be developed in accordance with the 
process described in B 1.1.2. However, the draft Summary Appraisal Form must be 
com pleted by the Topic Leader and sent to the R&D Section for submission to the National 
PAB (EG Priorities Sub-group) for approval.
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Once the National PAB have approved the project for inclusion in the R&D Program m e, the 
project will be further developed through the process set out in Bl.1.3.

B 1.2.5 National Centres

The NRA is establishing national centres in a number of areas. Such centres should be 
consulted by the Topic Leader when considering relevant proposed projects. A list o f these 
centres and the technical specialists will appear as an R&D numbered paper in due course.

B1 - Identification and initial approval
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B2 DETAILED PLANNING AND PROJECT AUTHORISATION

B2.0 Introduction

This chapter provides an explanation of the detailed planning and project authorisation 
process for "Medium" and "Large" projects. For such projects, the process commences with 
the PAB approving the Project Leader and Project Board and ends with the authorisation to 
commit expenditure on a project. This equates to Stage 2 of the project lifecycle as 
illustrated in the Project Management Procedures PIN  - Appendix 1.

For "Small" projects, the Summary Appraisal (see Section B l . l .5) and a Financial Form A 
provide the necessary authorisation to procure R&D services. Thus, a conventional PID is 
not required for "Small" projects. For this category of projects the reader should skip to 
Section B2.1.3 - Procurement Process.

The next stage in the project cycle is B3 - Project monitoring. The way this is to be done 
must be considered when completing the PID.
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B2.1.1 Project Initiation Document (PIP)

This section expands on the Project Management Procedures PIN - Section 4 .2 . The steps 
to be completed during the preparation o f the PID are described below and shown 
schematically in the associated flow chart. The numbering below relates to the step numbers 
on the flow chart.

1. The PAB will appoint/approve the Project Board and Project Leader. The Project Board 
will have the Topic Leader and an IS nominee for those projects with (or Head Office) 
from the Project Leader significant IS implications. These people may be located in a 
different Region (or Head Office) from the Project Leader.

2. The Regional R&D Co-ordinator must inform the R&D Section of those projects with 
significant IS implications and the proposed IS nominee, if known.

3. The R&D Section will inform the Head of Systems Development o f the projects 
concerned and the IS nominee where known.

4. The Head of Systems Development will then either confirm the IS nominee o r will 
recommend the use of someone else to the PAB.

5. The PlD can then be drafted. This has fuur parts together with the Product 
Descriptions, which should be completed using the PM2 forms (see Appendix B .) The 
Business Case is further considered in Section B2.1.2. The Project Plan should also 
consider which is the most appropriate route for procuring the services to undertake the 
project.

6. For "Medium" and "Large" projects, the draft PID must be reviewed by an independent 
expert. This provides a check to ensure that the R&D does not duplicate work done 
elsewhere and that the most appropriate option has been taken. Further guidance on the 
selection of the independent experts can be found in R&D numbered paper - Independent 
Advisors for R&D Projects (R&D(93)3).

7. The Project Leader will then issue the draft PID for review. The R&D Co-ordinator 
will review the PID to ensure that it conforms to the R&D standards, (see Example PID 
Appendix E). The Topic Leader, IS nominee and other relevant parties should also 
informally review the PID. The Head of R&D will finally review the draft PID and,
if satisfactory, approve it.

B2.1 Pi 'ocess Description
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B2 - Detailed planning and project au thorisation

8. The Project Leader will amend the draft PID taking into account any comments 
and changes requested and then complete the Financial Form A. It is essential that 
the figure for authorised total cost on the Financial Form A, including provision 
for inflation for projects over 2 years in duration, corresponds to the total figure 
for authorised total cost in the PID.

9. The R&D Co-ordinator will enter the PID onto the R&D Information System for 
the next exchange of data. This is performed monthly by the R&D Co-ordinator 
sending their Regional data files via the Wide Area Network (W AN), to Head 
Office. This will involve updating the information already contained on the 
Information System, to correspond with that on the Summary Appraisal.

10. The Project Leader will send the completed PID and Form A to the Regional PAB 
for review and any recommendations.

11. The Form A will then be approved by the appropriate authority as defined under 
the Scheme of Delegation. (See also R&D Expenditure on National Projects 
(R&D(92)IA)).
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B2.1.2 Business Case

This section builds on the Project Management Procedures PIN - Section 4 .4 . The steps
to be completed during the preparation of the PID are described below and shown
schematically in the associated flow chart. The numbering below relates to the step numbers
on the flow chart.

1. The overall project objectives will have been defined in such a way as to clearly support 
a developmental initiative or continuing activity. (See Project Management Procedures 
PIN  - Section 4.4.4 and the Example PID - Appendix E.)

2. A wide range of options should be considered, always including a "do nothing" and 
preferably a "do minimum possible" statement. A Feasibility Study may have been 
undertaken which further developed options and/or an independent advisor may have 
been consulted.

3. The NRA has an Environmental Policy which must be complied with. The Project 
Management Procedures PIN - Section 4.4.6 has a checklist against which the options 
should be considered.

4. The financial appraisal only considers cash flow of both expenditure and any tangible 
benefits. The results of this exercise should then be discounted to produce a discounted 
cash flow. (See Project Management Procedures PIN - Section 4.4.7  for further 
details.)

5. The economic appraisal considers both private and social costs and benefits, including 
environmental and other intangible social effects. As above the results o f this should be 
discounted. (See Project Management Procedures PIN - Section 4.4.8  and NRA 
Economic Appraisal Manual for further details.)

6. The effects of other "costs" and benefits may not quantifiable. Where these are deemed 
to be relevant to the decision making process they should still be recorded. The Project 
Management Procedures PIN - Section 4.4.9 provides a method of undertaking this.

7. Having undertaken the steps 3 to 6 above, the preferred option should be stated, 
explicitly giving the reasons.

8. The risks associated with the preferred option must be assessed and may also need to be 
assessed for other likely options.

9. The draft Business Case can now be completed ready for review.
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B2.1.3 Procurement Process

Introduction

The procurem ent process aim s to ensure that users obtain the goods and services required in 
an efficient and effective way, ensuring value for money. The NRA Procurement Manual 
provides a framework within which the organisation can undertake a range o f procurement 
practices. The procurem ent process must not only be above reproach, but must be seen to 
be so - being fair to potential suppliers, meeting the needs o f the NRA in the most cost 
effective way and at the same time ensuring that staff involved are free from any allegation 
o f prejudice or malpractice.

The underlying policy is that procurement of R&D contracts should be on the basis o f value 
for money i.e. quality (or fitness for purpose) and delivery against price. The services of 
Research Contractors should therefore be acquired by competitive tendering (see Figure 
B2.1.3.A  - Competitive Tender) unless there are convincing reasons to the contrary. 
Competition avoids any suggestion o f favouritism and the encouragement of monopoly. It 
can also help to prom ote efficiency and economy. Maximum advantage should be taken of 
the procurem ent and legal specialist services available within the NRA to ensure that best 
procurem ent practice is maintained and used to the benefit o f the organisation. The NRA 
Procurement Manual provides further guidance on this process. In particular Section 4.2 
o f  the Procurement Manual explains the minimum number of tenders who have to be invited 
and the Appendix B and C - Section 5 outlines the related procedures. The Regional 
Procurem ent O fficer and the Regional Tender Board can offer valuable advice on 
procurem ent issues.

The NRA is also covered by the EU Procurement Directives. Guidance explaining when the 
Directives must be applied has been circulated to R&D Co-ordinators and Regional 
Procurem ent Officers by the Head o f R&D and Head of Procurement. In case o f query, 
please consult first with Regional procurement and R&D staff and then with Head Office 
colleagues.

An R&D contract which is not awarded by competitive means is referred to as a "Single 
Tender Action" (STA), i.e. only one tenderer was considered. The NRA Procurement 
Manual places a strong presumption against Single Tender Actions. This leads to a separate 
flow diagram being produced for STA, see Figure B2A.3B - Single Tender Actions.

However, on some occasions STA is the only option available e.g . in establishing a 
collaboratively funded project with other organisations, or where a UK National Centre is 
rightly used to undertake the R&D. In these circumstances a competitive tender would be 
inappropriate. Further guidance is given in R&D numbered paper R&D(93)34 - Special 
Single T en d er A ction S itua tions R elating to R&D. The arguments for a STA must be 
given in the Business Case and Project Plan.
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Competitive Tender

The steps to be completed for a competitive tender are described below and shown 
schematically in the associated flow chart. The numbering below relates to the step numbers 
on the flow chart.

1. The Project Leader, with assistance from the Regional R&D Co-ordinator, should draft 
the invitation to tender, including the specifications for the contract which covers the 
objectives, background, outline method, timescales and products built up from relevant 
sections of PID as appropriate, as described in Section B2.2.4. The criteria against 
which the tender documents are to be evaluated should be set down at this stage.

2. The Project Leader should, in consultation with the Topic Leader and Regional R&D 
Co-ordinator, confirm the list o f potential tenderers.

3. From the list o f potential tenderers, a short list may be arrived a t by undertaking a pre­
tender selection. This will establish those tenderers who have the necessary resources, 
knowledge and expertise to successfully undertake the project in the required timescale. 
A list of criteria are produced against which the contractors are asked to provide a brief 
statement, together with the wish to be considered. (See NRA Procurement Manual for 
further details.)

4. The Regional R&D Co-ordinator should prepare the invitation to tender on behalf o f the 
Project Leader, based on the terms of reference and specifications from step 1 above. 
They will also include the Standard Conditions of Engagement and the executive 
summary from the Guidance Note fo r  Production o f R&D Outputs (R&D Note 180). 
If necessary, the R&D Section can advise on the form and content o f the tender 
documents. Once the documents are agreed they can be issued to the tenderers in 
accordance with the Procurement Manual.

5. The tenders will be opened by a Tender Panel, the time and date each was received 
being noted. Envelopes showing postmarks proving the dispatch date should be kept. 
These documents are then copied to members of a panel who will evaluate the 
submissions. This Tender Evaluation Panel should comprise as a minimum the Project 
Leader and the Regional R&D Co-ordinator; the Topic Leader may also be on the panel. 
It may also be appropriate to include others such as a person from a working group or 
steering group.

6. The Tender Evaluation Panel review the tenders taking into account the tender evaluation 
criteria, the technical competence, quality of team, timing as well as cost and number 
of man days being offered. They should conduct bid clarification meetings, if 
appropriate, and select a preferred tenderer.
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7. The Tender Evaluation Panel recommend a contractor to the Regional Tender Board (or 
its equivalent).

8. The recommendation may be:

rejected with instructions to abandon or choose an alternative; or 
accepted with qualification; or 
accepted without qualification.

If the former is recommended, the Tender Board will state what action is required.

9. If the preferred tender is not the lowest in cost, then a Financial Form B must be 
completed. If the accepted tender price is above that allowed for in the approved Form 
A, then a Project Supplementary Expenditure Form (Financial Form G) must also be 
completed and signed by the appropriate authority as in the Scheme o f  Delegation.

10. Once a contractor has been selected, the Project Leader should amend the PID to take 
account of the tendered costs, method and timescales. If these are significantly different 
from the estimates, the Project Leader and the Regional R&D Co-ordinator should 
decide if a full review of the PID is necessary. If there are any doubts, the Topic 
Leader and R&D Section should be consulted for advice. The contract can be drafted 
at this stage (see B2.3 - Contract documentation), but the award process is included in 
B3.1 - Project monitoring.

11. The amended PID together with the relevant financial forms must be sent to the R&D 
Section. The R&D Section will undertake the final quality control and budget check, 
the Head of R&D will sign off the PID and the Project Budget Authorisation (PBA) will 
be issued. This authorises the project to commence.

12. The R&D Co-ordinator must update the R&D Information System before the next 
monthly exchange o f data.
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The steps to be completed if a single tender action is deemed appropriate are described below
and shown schematically in the associated flow chart. The numbering below relates to the
step numbers on the flow chart.

1. The Project Leader should, in consultation with the Regional R&D Co-ordinator, 
confirm that there is in fact only one suitable contractor who can be invited. This needs 
to be checked against the criteria given in the Scheme o f Delegation. If more than one 
potential contractor exists and the conditions for STA (see R&D(93)34) cannot be 
satisfied, then the competitive tender route given in Figure B2.1.3.A must be used.

2. The Project Leader should reconfirm, to the Topic Leader, that the STA route as 
approved in the PID, is being followed. Details of the proposed contractor and the 
reasons for the choice o f STA should be given and noted on the file.

3. The Project Leader, with assistance from the Regional R&D Co-ordinator, can then start 
to develop the Plan of Approach (see Section B2.2.1 - Drafting the PID) and Schedule 
o f Costs (see Procurement Manual - Section 4.3) for the contract. These are developed 
as part o f the PID and will eventually form part of the formal contract documents. It 
is essential that the Project Leader ensures that the Plan of Approach and Schedule o f 
Costs match the PID and that interfaces to other activities in the project (but outside the 
R&D contract) are clearly stated.

4. The Project Leader, once satisfied with the Plan of Approach and Schedule o f Costs, 
should ask the prospective contractor (not informing them that they are in a STA 
position) to complete the Schedule o f Costs and provide an alternative Plan o f Approach 
if appropriate. The proposed Research Contractor must demonstrate that charging rates 
and resources allocated to the work are reasonable and agreed, and this must be included 
in the PID.

5. Once the Plan of Approach and costs have been confirmed, the Project Leader should 
amend the PID to take them into account. If the amended PID is significantly different 
from the original, the Project Leader should consult with the Regional R&D 
Co-ordinator to decide if a full review o f the revised PID is necessary.

6. The financial form to authorise a STA (Form C) must be completed by the Project 
Leader in conjunction with the Regional R&D Co-ordinator.

Single Tender Action
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7. The completed Financial Form C and amended PID should be sent for authorisation by 
the appropriate level of NRA officer as detailed in the Scheme o f  Delegation and R&D 
numbered paper, R&D Expenditure on National Projects (R&D(92)1A). The Head of 
R&D will be involved in this process.

8. Once authorisation of the Financial Form C has been given, the R&D Section will issue 
the PBA. This authorises the project to commence.

9. The R&D Co-ordinator must update the R&D Information System before the next 
monthly exchange nf data.
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B2.2.1 Drafting the PID

T he PID is a dynamic docum ent that may, if  necessary, be changed during the life of the 
project. The Project Leader is responsible for the preparation and update o f the PID, in 
agreem ent with the Project Board. The Project Management Procedures PIN - Section 4.2 
provides further details.

Before starting to draft a PID , the Project Leader should ensure that he is familiar with:

(a) the background to R&D in the NRA as given in Chapter A2 - Introduction, or 
summarised in the relevant sections o f the latest Annual R&D Review;

(b) the relevant Function Strategy, Business Plan (where they exist) and Topic Investment 
Appraisal, and has been briefed by the Topic Leader on the background to the project, 
together with receiving a copy o f the approved Summary Appraisal Form for the R&D 
project; and

(c) the approach to project development and appointment o f Research Contractor (see 
Section B2.1.3). The Project Leader should have discussed this with their Regional 
R&D Co*ordinator and should be aware - in particular - of the stages in project 
developm ent. The Procurement Manual PIN and the Financial Memorandum and 
Scheme o f  Delegation must also be followed. The Project Leader and the R&D Co­
ordinator should agree who writes what in the PID. This will vary depending on their 
relative skills, knowledge, time availability, etc.

The four sections o f the PID - Project Brief, Product Descriptions, Business Case and Project 
Plan - that must be com pleted are further explained below.

B 2.2.2 Project Brief

The Project Brief, except for appendices, will be held in the R&D Information System. The 
following section numbers generally, except the front sheets, refer to memo fields presently 
held or planned in the R&D Information System:

1. Front Sheets (specific fields)

Standard front sheets will include:

• the project title (as given in the Summary Appraisal)
• the R&D Commission reference and title
• the Topic Area reference and title
• the proposal reference and (when issued) project number
• the R&D Frascati category

B2.2 Guidelines
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• the R&D primary purpose
• the names o f the R&D Commissioner, Topic Leader and Project Leader.
• the details of the contractor

- • the type o f contract
• the contract dates.

For cross-functional projects,the names o f the customer representative taking on the 
role of Topic Leader and R&D Commissioner as sponsor should be given.

2. Objectives

"Overall objective" explains w hat the project objective is and the business need 
which is being addressed. It should be the same as given in the Summary Appraisal 
unless changes have been agreed with the Topic Leader, R&D Commissioner and 
Project Board.

"Specific objectives" are defined to provide finite, usually interim, objectives which 
the project team will need to meet. These will frequently reflect the packages o f 
work into which the project is divided into and key targets against which progress 
can be monitored. They will also reference each permanent output that will be 
produced.

3. Problem , need o r opportunity  (new memo field)

The problem, need or opportunity must be identified as in the Summary Appraisal. 
This will give the reasons why the project has been identified and will include the 
developmental initiative or continuing activity which the project supports.

B2.2.3 Product Descriptions

4. Deliverables (previously O utputs)

The Product Descriptions must be prepared and presented on PM2 forms (see 
Appendix B). Each perm anent output produced from the project must have a form 
completed. This provides a brief outline of the output planned to be produced. 
These will need to be attached as an appendix to the PID.

Additional details should be completed on the R&D Information System which will 
give details on both short-term documents and permanent R&D outputs. The types 
and Designation o f outputs and Customer Acceptance Level are described in the 
Guidance Note on Production of R&D Outputs (R&D Note 180) and must also be 
added.

It should be noted that Project Outputs can be specified at interim stages of a 
project - e.g. a Report following a Literature Review.
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B 2.2.4 Business Case

Section B2.1.2 outlines the process producing the Business Case. The following gives 
further details of what is required.

The "b ack g ro u n d ” to the project should be as short as practical. It must state 
which developmental initiative or continuing activity the project supports, and 
indicate why the NRA needs to undertake R&D (e.g . to improve its operational 
effectiveness in som e area) thus elaborating on the primary purpose. Cross- 
references to Topic Appraisals or other relevant projects should be made if 
appropriate. Sim ilarly any policy implications should be highlighted. The 
proposed/actual procurem ent route (competitive tender or single tender action) 
should be given with supporting reasons (see Section B2.1.3).

There must also be an explanation o f the possible "options" considered in deciding 
on the approach o f R&D project, in particular the reasons for rejecting options for 
not "doing nothing" or doing the minimum possible. All the options considered 
must be consistent with the objectives or strategy of the NRA and must accord with 
the N RA ’s Environmental Policy. Refer to Section 4.4.6 Project Management 
PIN. (Note this links in with statements on Finance Form A). The level o f detail 
should relate to the size o f project.

It is necessary to identify the costs, benefits and risks of undertaking each of the 
various options (Sections 4.4.7  - 4.4.12 Project Management PIN). In R&D 
projects it is often difficult to quantify the benefits, but it will still be necessary to 
record the benefits associated with each option. Further details o f ranking these 
"intangibles" are given in the Economic Appraisal Manual. (Note that a full 
economic appraisal may become a project in its own right.) On completion o f this 
assessment, the preferred option must be stated. Where a discounted cash flow has 
been produced, this should be shown in an appendix.

"C on tex tn explains the context of the project in relation to the overall R&D 
Programme and to research undertaken by others. Attention should be drawn to 
relevant external practice and other research programmes (in UK and overseas, 
especially CEC) with which the project team must liaise. If technical or financial 
collaboration has been arranged with external bodies, this should be mentioned.

This section defines the benefits that will be realised upon successful 
implementation o f the project. It answers the question "what will the project outputs 
do for the NRA?". Benefits may be categorised as:

5. B ackground

6 . Benefits
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• tangible: e.g. savings, cost avoidance or revenue enhancement;

• intangible: i.e. unquantifiable benefits such as meeting new statutory
requirements.

It is important to check whether the intangible benefits can in fact be translated at 
least in part to tangible benefits. Further guidance is provided in the Economic 
Appraisal Manual. It is also necessary to state how the benefits will be monitored 
and hence how the success o f the project will be measured. Unless this is done, the 
NRA will have no objective method of evaluating project success. (In parallel with 
the Economic A ppraisal M anual there are also a list of Regional experts (Finance 
Directorate, Head Office, has the list) who can help with providing advice and 
guidance.)

1. A ssum ptions, C onstraints and Risk

"A ssum ptions" made in drafting this PID should be listed, including those which 
relate to cost, timescale, benefits and performance of contractor. Also state those 
assumptions on which project success may depend, for example data being ready 
from another project or input from NRA function staff.

"C onstraints" are limitations on the scope or execution o f the contract and should 
be listed. These may exclude specific avenues of research, time necessary for data 
collection, liaison with certain groups reliance on other project outputs, date by 
when results need to be known etc.

"Risks" are any potential threat or occurrence which may prevent the project from 
achieving its objectives. A risk assessment must be carried out for the preferred 
option identifying both the probability of identified events occurring and the impact 
the event would have on the project. Each risk identified should be listed and each 
identified as either high, medium or low. High and medium risks should each have 
a contingency plan outlined which says how the risk will be managed if it actually 
occurs. Note that projects containing high risks will not normally be undertaken 
by the NRA and therefore, if encountered, specific statements on how the risk is 
to be managed must be included. When assessing risk should be taken into 
account. (See Project Management Procedures PIN - Section 4.4.12). If a project 
is medium or high risk, then it must be considered in the next category i.e. "Small" 
regarded as a "Medium" project.

B2.2.5 Project Plan

Every R&D project, whether "Small", "Medium" or "Large" will produce a Project Plan. 
The level of detail will obviously change according to the category. There are three parts 
to the Project Plan i.e. Technical, Resource and Quality. This section builds on Project 
Management Procedures PIN - Section 4.5.
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B2.2.6 Technical Plan

The Technical Plan details the activities and stages in the project, the outputs produced and 
their estimated time for production. Some R&D projects are complex and the management 
and control o f a project is facilitated by its division into manageable packages as well as into 
lifecycle stages. For most R&D projects, which comprise work done under a single 
contract, the contract itself is one o f the "work packages". Another package would be the 
work that the NRA has to do itself in order to complete a particular research stage. Each 
package is undertaken by a research contractor, or group of NRA staff, and has a specific 
output. A "contract" should not be confused with a uproject,,; the former need only be one 
part o f the w hole project. Each package of work must have a single person responsible for 
its management; this person may be the contractor’s contract manager, the Project Leader 
or any other named m em ber o f the project team.

Phases of projects

In Chapter A 3 , the nature o f the development of R&D projects was described and, in 
particular, the need which often arises to limit how far work may proceed before a formal 
reappraisal is conducted. For some projects, it is inappropriate to seek authorisation for the 
full project or even the full extent of the R&D, but only for work to a specified milestone. 
The period between successive formal reappraisal points is called a "phase" and may include 
one or more project stages.

The Technical Plan must clarify how the phases and stages o f work fit together. Each phase 
must produce an output which is stated in the objectives.

8. A pproach  (previously  M ethod)

In this section, the Project Leader should state how the project is to be carried out. 
They will need to decide the stages through which the project will pass, the key 
control points, the order in which major work items will be done and the type of 
resources needed. This will cover, not only undertaking the R&D, but also 
dissemination and implementation.

O verall ap p ro a ch  summarises the overall plan and organisation of the project, 
particularly any packages o f work into which the project is divided, the reporting 
link to the end-user, and how progress will be monitored.

U n d ertak e  R& D  summarises the main R&D activities in the programme of work 
in sufficient detail to indicate the steps (e.g. literature review) in which the work 
will proceed. (The Project Leader will subsequently report progress in his regular 
M onitoring report against these activities (see Chapter B3 - Project monitoring)). 
Some activities should be selected to link in with Specific Objectives (Item 2) in 
order to provide interim Targets (see Item 9). This provides the means for the 
monitoring fram ew ork to test the achievement o f objectives. Ensure that each
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Package of work (listed in Budget Plan, Section 11 Costs) is described. Note that 
final packages are frequently internal NRA activities.

U ptake covers:

(a) Dissemination by appropriate NRA officers through any workshops or 
seminars funded through the R&D budget; and

(b) Implementation by the Function for end-users.

This section needs to indicate the broad philosophy of how the Outputs are to be 
taken up. (See also Section A2.3.1 - Outputs for background information.) 
Implementation activities maybe minimal if the project output simply feeds into 
another project. In such cases, the project into which the R&D will feed should be 
stated. In other cases, full implementation may potentially be a long activity, and 
only a limited implementation phase might be included in the project. In all cases, 
the activities to be undertaken in implementation must be outlined and the scale of 
cost indicated. This outline plan is progressively developed during the project as 
the "Implementation Plan" in discussion with both end-users and custom er for the 
R&D.

The three routes for uptake are explained in more detail in Figure B.4.2 - Uptake 
o f R&D and in Section B4.2.2.

9. Targets and Timescales

This section explains when various significant points in the project are to be 
achieved, particularly the dates for key deliverables. Key targets by which the 
effectiveness and success of the work can be assessed (as distinct from simply 
progress in activities listed in Item 8), as well as for the completion o f activities or 
delivery of outputs should be given. Wherever possible interim targets should also 
be specified so that progress can be assessed. If the project is divided into multiple 
stages or contracts then the start and end dates of these should be given. A Gantt 
chart relating to the approach and method in Item 8 must be included as an 
appendix.

A software tool, Microsoft Project, is to be used by all R&D Co-ordinators to 
produce these Gantt charts. All significant tasks identified under this Item must be 
shown in the chart. The bars will be regularly updated to show how progress on 
these tasks is progressing. The Microsoft Project software will also be able to hold 
manpower information in order to show when inputs are required and easily 
highlight if problems exist.
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B 2.2 .7  Resource Plan

The Resource Plan details the costs and manpower estimates required for each activity to 
com plete each output successfully. The project organisation and staffing responsibilities are 
detailed in Item 10. M ore than one R&D contract may be needed in order to meet the 
project objectives. Each contract may be supervised directly by the Project Leader, or it may 
be delegated to another NRA staff member who reports (in the project line) to the Project 
Leader. In effect, the project is broken up into manageable "sub-projects" The Project 
Leader retains overall responsibility for the project, but may allocate subsidiary packages to 
others.

This process o f dividing the project into manageable pieces is influenced by:

• the project organisation and lifecycle stage

• the need for control points and phasing of the work

• the scope of work packages and the contractor concerned

• the time availability o f NRA staff on the project to apply to the project related 
work.

10. O rg an isa tio n  (new memo field)

P ro jec t O rg an isa tio n  explains the responsibilities and reporting relationships o f the 
principal parties, including Function Working Groups. This section should list the 
names and the roles o f the people involved in the project, as approved by the PAB 
(see Section B2.1.1 - PID). It should also document the working or steering groups 
(if any) associated with the project with the names o f the members o f the group. 
For more complex projects, an organisation chart should be given in the Appendix. 
It is assumed that the roles and responsibilities are as given in this manual; only 
changes from the standard need be explained. If the project is being done in 
collaboration with others, then the roles, responsibilities and relationships should 
be defined here.

P ro ject M o n ito rin g  explains the responsibilities and reporting lines for monitoring 
progress. R&D Project Leaders will report to a Project Board comprising staff 
including the Topic Leader. The Topic Leader should be a member of a relevant 
NRA W orking Group or in some cases a member o f an external Steering Group, 
representing the end-users o f the research.
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All "Medium" and "Large" projects can have an external independent expert as part 
of the Project Board. Those with significant IS impacts will have an IS nominee.

11. C osts

Costs (including manpower resources) explain how much the project will cost and 
where the budget comes from. It is accepted that not all costs shown can be readily 
monitored at present. Details are set out in schedules covering:

• O utline Cost P lan, which gives an overview of the project on a stage by 
stage basis.

• Stage Cost Schedule, which gives the cost breakdown of significant work 
packages as each is started and PID is updated. Optional for small 
packages, but needed for budget variations.

• Budget Plan, which gives the cost and required cash flow by financial 
year for each activity. This is mandatory for projects having several work 
packages or needing significant function staff resources.

• NRA S ta ff Resource P lan , which indicates the Function and R&D staff 
resources required to manage and undertake the project.

• Funding Plan, which shows the sources of funding.

The "Authorised Total", in the outline cost plan, covers the full project costs, 
including project management costs. This total figure links in with that on the 
Financial Form A. It includes costs borne by the Function’s budget and by external 
agencies. (Note that budget not controlled by the NRA should not be included in 
the Financial Form A, but will be recorded in the PID.) The Authorised Total 
cannot be changed following PID approval except by formed reappraisal and 
approval of the changed project.

The NRA Staff Resources plan should show best estimates of staff inputs. Project 
Management by Function Staff should cover only the Project Leader and Topic 
Leader. Project Leaders are normally expected to spend between 5 and 10% of 
their time (average 8%) on project management per project, and Topic Leader 10% 
o f their time on Topic activities. The Regional R&D Co-ordinator input to support 
the Project Leader will depend on their degree o f technical involvement and the 
complexity of the project.

Uptake costs are approximate estimates only to identify their nature and scale. 
These may be relatively low for projects having uptake routes (a) or (c) (see Section 
B4.2.2 - Uptake). Uptake costs and timing will always be re-appraised during and 
at End o f R&D Stage.

Tolerances for reporting change must be set in this section (see Section B3.1.4 - 
Change control).
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B2.2.8 Quality Plan

This details the quality strategy, the quality acceptance criteria and the resources required for 
the quality reviews and relative timings of the reviews in relation to the outputs identified in 
the Technical Plan. The Project Management Procedures PIN - Section 6.2 has further
details.

12. Quality Plan (new memo field)

This memo field on the R&D Information System will be used to detail the Quality 
Plan. It will state which outputs are to be subject to Quality Review, the general 
acceptance criteria against which the outputs are to be reviewed, the procedures to 
be used - i.e. formal or postal (see Project Management Procedures PIN  - Section 
6.5-6.6) and any tests which may be required. Where the acceptance criteria are 
highly com plex, it is only necessary to give a general description of the type o f test 
here.

A Quality Review Panel (QRP) will be assembled from staff who either have an 
interest or a particular technical expertise in the outputs under review including the 
independent Topic Advisor where relevant. The Project Board will provide the 
Chairman o f this Panel and can decide who are the further members o f this Panel. 
These details are to be entered into this memo field. The role of this Panel is to 
review the outputs for "fitness of purpose" and consistency to the Product 
descriptions, further details are given in Appendix A.

The establishment o f the QPR should be undertaken as early as possible - they may 
be required to review the PID! The roles should be agreed, even if names have not 
been agreed by the tim e the PID is complete and submitted for approval.

The way in which the QPR operates should also be stated. It may not be necessary 
to hold a specific meeting, but rather to undertake the review by correspondence. 
The output will be sent to Panel members who will be given a specified time in 
which to respond. In this case, the Chairman must ensure all action points have 
been signed off. If a review by correspondence is to take place, then this must also 
be documented.

B 2.2.9 Choice o f Potential Research Contractors

Register of potential contractors

R&D Section and the Regional R&D Co-ordinators can advise on the choice of potential 
research contractors. The R&D Section maintains a register of those which have registered
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bona fide R&D interests with the NRA. A record of performance on each contract is also 
kept; this is derived from the End-of-R&D Stage Assessment (ERSA) forms (see Section 
B4.2.1).

Selection of tenderers

Detailed advice on selecting tenderers is given in the NRA Procurement Manual. The 
Regional Procurement Officer is able to offer further information and advice. Tenderers 
should be selected on the basis o f their ability and/or facilities to undertake the work outlined 
in the specification. They must be able to demonstrate normal project management skills -
i.e. being able to work to specification, to time and to normal budgetary control. However, 
most importantly for research contracts, they must have staff available with appropriate 
experience and intellect to tackle the research issues concerned.

Selection as a tenderer is taken to imply that the NRA deem the organisation suitable to 
undertake the contract concerned. Particular care must be taken to ensure that the selection 
criteria reflect the criteria on which the technical quality o f the tenders will be judged, (see 
Section Tender Evaluation and Clarification page B2/32).

The NRA Procurement Manual - Section 3,2.4 , recommends that a pre-tender discussion 
takes place. This is particularly useful when the scope and specifications o f the work need 
to take account of the views and capability o f potential researchers, as such a discussion will 
enable the NRA to improve the specifications for the work concerned. The location of 
potential contractors and the budget of the project may affect the decision to hold such a 
meeting, in aii events, the pre-tender seieciion process should ensure that the potential 
contractors are:

(a) willing to undertake the work;
(b) skilled in research project management; and
(c) able to satisfy basic technical criteria relating to the specifications.

Depending on the complexity and cost of the proposed work the Project Leader should use 
the appropriate means o f obtaining this information.

Use of in-house work force and NRA as a "contractor"

The particular blend of skills necessary to successfully undertake the work may be found in 
an in-house work force. They must be treated in the same way as any other potential 
research contractor. This happens when either the NRA has unique experience o f the issues 
concerned, or it is beneficial for the NRA to gain experience by actually undertaking, as 
opposed to managing, the research. Allocating staff from their routine duties to a project 
may be disruptive to operational activity. Employing temporary replacement staff on a 
contract basis is acceptable in the NRA and can be used to provide a stand-in for mainstream 
staff member(s). However care needs to be taken to ensure that the latter do not feel their 
routine job is threatened if it is taken over by another person. Staff who are concerned about
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their security will not perform well on a project. The Regional Personnel Department should 
be able to provide further assistance if needed. Arrangements for charging staff to the R&D 
project budget must be made with the relevant Regional Finance and Personnel Departments.

B 2 .2 .I0  Tender process

Invitation to Tender

The Invitation to Tender (see NRA Procurement Manual - Section 4.3) will be sent out by 
the Regional Procurem ent Officer. It will consist of:

(a) covering letter;
(b) work specifications;
(c) requirement o f tenderers to include names o f staff to be used with

staff CVs, etc;
(d) blank schedule o f costs;
(e) relevant summaries from R&D Note 180\
(0 Standard Conditions o f Engagement for Research Contracts;
(g) various items including response card, labels, etc; and
(h) requirement for proof o f financial viability and adequate insurance.

Examples o f (a) and (d) can be found in the NRA Procurement Manual - Section 4.3. The 
specifications are discussed below in B2.2.9 - Choice of potential research contractors.

Specifications

This section provides guidance on drafting a specification for an R&D contract. It explains 
the points which need to be addressed in the specification, where their origin lies in the PID 
and other planning activities, and how the specification is incorporated into the Agreement 
between the Research Contractor and the NRA.

The specification outlining the proposed work is drawn up by the Project Leader, with 
assistance by the R&D Co-ordinator who will be familiar with generic aspects. Subject- 
specific aspects can be produced through a project definition (or scoping) study, and - as with 
the PID - specialist advice may need to be obtained to develop the "Objectives" and 
"A pproach" which are specified.

Note that general information on specification is given in the Procurement Manual. This 
explains how the specification should be drafted so as to be unambiguous, comprehensive and
- as far as uniqueness will allow - unbiased. In particular, the degree of time which should 
be expended on writing the specification should be broadly commensurate with the value and 
strategic nature o f the project output.

The specification should be explicit in giving details of the work required in terms of 
objectives, key activities and outputs. In general, emphasis should be on the characteristics

R&D Project M anagem ent M anual
28 February 1994

B2/30 Version 1.0



B2 - Detailed planning and project au thorisation

of the output ("function and performance" - e.g. its quality requirements) rather than every 
detail o f how the research should be done ("materials and workmanship" - as, for example, 
the specification for building a house). If the specification is too prescriptive, it may 
discourage tenderers from coming forward with their own ideas and making the best 
contribution to achieving the objectives. However, the specification should not be so vague 
that tenderers have to rely on their own interpretations of the NRA’s requirements.

Guideline price should not be given, but rather an indication o f the scale or size o f the work.
For example, a literature review might specify that "a report of a b o u t.........w ords’ length
is required, covering key references in ......... and ........... subject areas, and taking between
.... a n d __ man-days’ effort from an experienced practitioner". In particular, a  specification
should provide sufficient on issues with cost or resource implications to enable tenderers to 
submit meaningful tenders.

Clearly, the coverage of the specification (e.g. detailed technical requirements) will vary 
depending on the type of output. Details for specification of R&D document outputs are 
given in the Guidance Note on the Production o f R&D Outputs (R&D Note 180).

The specification should cover the following:

Background Use information from "Background" in Business Case. Add any 
helpful data for setting the project in the wider NRA and (international context, 
referring to any relevant documents and other source material (e.g. Function 
Strategy).

O bjectives Use objectives from Project Brief in the PID (for phase concerned if 
necessary)

Program m e of W ork This section should build on the "A pproach" given in the 
Technical Plan as appropriate to indicate how the objectives are to be achieved. It 
is important to describe each activity and task in sufficient detail for tenderers to 
understand the technical scope of the work. For most R&D, it is appropriate to 
give a broad framework of activities. Tenderers can also be given the opportunity 
to suggest alternative approaches, having first costed the NRA’s requirements, and 
to indicate other issues which they consider relevant. W here appropriate, questions 
and pointers for response should be included to establish the scientific quality of 
tenders.

Details in the Programme of Work should cover persons and organisations to be 
consulted; and relevant survey methodology, including approximate sample size; 
method of compiling and presenting the work. The quality requirements, or 
acceptance criteria, for checking any deliverable should be stated (see Section 
B2.2.I - PID) The Programme of Work must include details o f the form (e.g. 
style) and any technical requirements (including quality standards) o f the outputs.
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D eliverables are described (at the end of the Programme of Work under a 
subheading) as in the list of deliverables in the Product Descriptions section of the 
PID.

C on tract M anagem ent describes how the contract will be managed, including any 
steering group arrangem ents. This should be based on the Resource Plan in the 
PID.

E stim ated  R esources describes the range of man-days within which tenders are 
expected to be provided. Any other significant resource requirements - e.g. 
equipment - must be indicated. This also should be based on the Resource Plan in 
the PID.

The calibre o f staff needed should be indicated (e.g. graduate environmental
scientist with minimum __  years experience in ......... ) and tenderers asked to
provide CVs for staff in key positions (see Invitation to Tender above). These 
categories o f staff can be linked into the future Schedule of Costs to be attached to 
the Agreement.

T argets an d  Tim escales This section should build on the Timescales and Key 
Targets in the Technical Plan in the PID. A G antt ch art should be provided. 
Only sufficient detail as is deemed necessary for tender purposes should be 
provided.

Tender Evaluation and Clarification

When the specifications are being prepared, it is important that the criteria against which all 
the tender documents are to be evaluated are also considered. These criteria can be set out 
in a table format and each member o f the Tender Evaluation Panel can then independently 
score each submission before the Panel meets. This provides the framework for the Tender 
Evaluation Panel meeting.

The criteria may be given a weighting. This can be discussed and agreed by the Panel. This 
evaluation of quality and price provides a logical process by which the preferred tender can 
be arrived at. It enables the Panel to decide where best value for money can be obtained and 
will form the basis o f the report to the Regional Tender Board.

W here information in the tender submission is not clear, or felt to be inaccurate, then it is 
permissible to clarify the bid. The important point to remember is that competition must not 
be distorted. Further advice can be obtained from your Regional Procurement Officer.
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Approval

This section provides a summary checklist to ensure the necessary documents have been 
produced- and approved before a project can start. It depends in which category a project 
falls as to which documents are required.

The documents required to be completed and approved are described below in a table format.

Category of project

Documents "Small" "Medium" or 
"Large"

Summary Appraisal plus Project Plan ("Small PID'') ✓ N/A

Project Initiation Document N/A ✓

Financial Form A 1 / y
Procured services approved 2 / y
Project Budget Authorisation S y

Note:

1 Refer to Financial Memorandum and Scheme o f  Delegation for levels of approval 
required.

2 Refer to Section B2.1.3 for details o f the relevant forms i.e. Form B or C.

Project Budget Authorisation (PBA)

The PBA enables the R&D Section to monitor and control R&D expenditure on all projects. 
It provides a statement that there is the budget available, not that the other Project 
Management and Scheme of Delegation approvals have been given.

The PBA number (and consequent Project Number) will reflect a record on the R&D 
Information System. Where a further phase of a project has a separate PID, then a new PBA 
number will be given. If the further phase is produced by simply modifying an existing PID 
then a revised PBA will be issued with the same number, but showing the further budget 
provision.
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This Section provides details of the present (April 1990) standard R&D contract 
docum entation. It explains the basis on which it has been produced, the content and format 
(see Appendix G for copy) and provides examples of clauses that can be altered in certain 
circumstances. This section will be revised in the light o f future revision o f the NRA 
Conditions o f Engagement for R&D and further work on commercial issues in the near 
future. References to the existing clauses have been left in.

B2.3.1 Basis o f the Standard Conditions for R&D

The basis on which the Standard Conditions of Engagement for R&D were drafted are given 
below in order to aid understanding and interpretation.

• there must be equity between parties to a contract; courts will not uphold manifestly 
unfair contracts; the Contractor has a right to be treated fairly and provision is made 
for:
- the requirem ent for the NRA to adhere to timetables for decision making
- some flexibility on annual spend
- some virement between cost categories

• a single, named, point of formal contact is given for both the Contractor and the NRA

• the Contractor is obligated to use named staff; if changes have to be made, the NRA 
has the right to approve replacements

• unless agreed otherw ise, the results of the Contract belong to the NRA exclusively and 
it has sole discretion on whether to publish the results externally

• costs will generally be on a time plus expenses basis up to a ceiling. This ceiling figure 
can only be varied under the conditions laid down in the Contract. The costs are 
presented in a schedule which allows the calculation o f variations to be done on a 
reasonable basis

• liquidated damages have not been provided as they need to bear some relation to an 
actual loss which the NRA would suffer. It is considered that for R&D contracts this 
may be difficult to establish

• there is no "m aintenance period" for outputs o f the R&D contract

• there is no arbitration clause see B2.3.3 - Relating to Additional Clauses

• tiie NRA has the right to terminate the Contract.

B2.3 C on trac t  docum entation
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The standard R&D contract documentation is described in brief below. More detail on the 
Standard Conditions o f Engagement and Schedules is given in the Appendix G . A typical 
contract comprises the:

• Preamble (optional)
• Memorandum of Agreement
• Standard Conditions o f Engagement of a Research Contract
• Schedules 1 to 9 as appropriate

Pream ble

This is an optional section in the contract documents and is not part o f  the legally enforceable 
contract. In some cases, it could be helpful to use this to provide background information 
which would not otherwise appear in Schedule 2.

M em orandum  of A greem ent fo r Research C ontracts

This is an essential legal document signed by both parties to the contract and refers to the 
Standard Conditions o f Engagement and Schedules which also comprise part o f the contract.

The Memorandum highlights key features of the Contract which are laid out as a proform a, 
as follows:

• project reference number
• NRA contract reference number
• project title
• names o f contacting parties
• start and completion date of contract
• name o f NRA’s Nominated Officer
• name of Contractor’s Nominated Officer
• contract cash flow
• retention
• maximum total liability
• list of schedules
• signatures

Ideally the NRA’s Nominated Officer should be the Project Leader. However, in some cases 
this person may not have the delegated authority to act for the NRA. In this case, it is 
simpler from the NRA’s viewpoint to name a Nominated Officer who has the authority to 
sign the Contract and for this person to delegate the day-to-day running of the project to the 
Project Leader. This should be recorded in the Project Initiation Document. The 
Contractor’s Nominated Officer ideally also should be directly involved in the execution of 
the contract and be the single point of formal communication between the parties.

B2.3.2 Standard Contract Documentation
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A standard list o f schedules is included and given below. These retain their reference
numbering even if one is not used on a particular contract.

S ta n d a rd  C onditions of Engagem ent

The Standard Conditions o f Engagement are included in the Appendix together with notes
on interpretation and use. The basis of the conditions is described in Section B2.3.1.

Schedules

The additional information to be provided by purpose-written schedules is as follows. This
is described m ore fully in the Appendix:

1. S upp lem en tary  conditions (mandatory) is for inclusion of additional clauses or 
amendm ents to the Standard Conditions. In the event o f a conflict between the two, 
the Schedule 1 conditions shall rule. See B2.3.3 below for an outline o f what this 
contains.

2. T erm s of R eference (to  be renam ed Specification) (mandatory) o f the Contract 
should be a complete specification of the work the contractor is to undertake.

3. O rg an isa tio n  C h a r t  (recommended) is for the contractor to show how his team is 
organised, including sub-contractors if any. For a simple project this may not be 
necessary and the team and their roles can be included in Schedule 4. This relates to 
Item 10 o f the PID.

4. S ta ff R esources (mandatory) is for the contractor to list the team and its qualifications. 
It may be supplemented by CVs and is likely to influence the choice o f contractor.

5. P lan of A pproach  (mandatory) for tendered contracts, the contractor will develop this 
in response to the specification. For an ST A, a similar approach is adopted, although 
the contractor may provide a preferred alternative Plan. It should include both a 
statement and program m e (bar chart). It relates to "work specification" in the ITT and 
Item 8 o f the PID, but is worked up, by the tenderer in far more detail.

6. Activity Schedule (optional) tabulates, in the form of a Gantt chart, the activities to 
be undertaken, the resources needed, duration and work content; it provides in a visual 
format that which is in Schedule 5. This relates to Item 9 of the PID and is prepared, 
by the tenderer, based on his Plan of Approach.

7. C apital' E quipm ent (optional) relates to procurement o f any capital items within the
Contract.
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8. Project Budget (to be renam ed C ontract Cash Flow) (mandatory) is a Schedule 
which shows the contractor’s expected invoicing profile including, total spend (see 
Schedule 9) and spend in each NRA fiscal year with retention shown specifically. The 
instruction to tender should state whether the Contractor should provide estimates of 
spend by month or by quarter. This relates to section 6 of the Project Plan.

9. Schedule of Costs (mandatory) is presented under set categories defined in the tender 
instructions. This Schedule also indicates whether certain expenses are "at cost" or 
covered by an all-in daily rate. This relates to Item 11 of the PID.

B2.3.3 Non-standard Contract Schedules

Schedule 1 - Supplem entary C onditions

Schedule 1 is used to vary the Standard Conditions o f Engagement. The following lists some
of the items which frequently appear in this Schedule. More examples are given in the
Appendix G.

Relating to existing clauses:

cl 1.1 Contract Year: state the NRA’s fiscal year unless circumstances dictate
otherwise.

cl 2.7 Progress and Interim Reports: define here unless already in Schedule 2.

cl 2.8 Final Reports: define here unless already in Schedule 2.

cl 2.11 Computer Software: if the 12 months stated is not suitable, state a different
period.

cl 2.13 Invoicing: the contract allows for monthly or quarterly invoicing. In order to
reduce administration, it may be agreed that the quarterly invoices are full 
submissions and the two previous monthly ones are estimates. In this case 
ensure the quarterly ones match the NRA’s quarterly financial reporting needs. 
State if the monthly invoices are only interim in nature and subject to 
correction until final account.

cl 3.4 Project Review Meetings: state if required more frequently than the six
months given. Also amend 14 days notice for ad hoc meetings if necessary.

cl 3.5.2 Completion of Work: amend this clause to reflect the relative responsibilities 
for testing, acceptance and installation of computer software.

cl 3.7.3 Inflation: the basis for inflation for the prices in Schedule 9 should be stated 
(or if none, state none.)
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cl 3 .9 .2  Retention: any changes to the standard 10% off each invoice should be stated.

cl 3 .9 .5  Annual Expenditure: any change to the 10% tolerance on annual spend shall 
be stated.

cl 3.10.1 Virement: any change to the 20% tolerance for each cost category shall be 
stated here.

cl 4.1 .1  Term ination: if 28 days is inappropriate then an alternative can be given, 

cl 4 .8  VAT: amend the clause to account for exempt supply or other special cases.

R ela ting  to ad d itio n a l clauses:

Settlement o f Disputes: no clause exists but, if necessary one may be inserted. Without one, 
it is implied that disputes would be settled in a court of law, rather than by arbitration.

M aintenance Period: .can be appropriate for contracts involving supply of bespoke or special 
equipment. This should not affect the NRA’s statutory rights.

Postponement: there is no clause; for multi-stage contracts it may be worth considering this 
to cover gaps between stages. Head Office R&D Section should be consulted if this is 
considered important.

Foreign Currency: if part o f the contract requires foreign currency it should be made clear 
how the contractor is to be paid (exchange rate, etc.).

Special C ircum stances

If the contract involves any special or extraordinary circumstances, then advice should be 
sought, in the first instance from R&D Section; the NRA has specialist legal and 
procurem ent services which can be called upon to give advice.

C o n trac ts  involving cap ita l equipm ent

In certain cases, the contract may involve the delivery of items of bespoke capital equipment. 
In these cases, it may be worth considering a 6 to 12 month "maintenance period" starting 
from when the work is complete. The Contract is then complete at the end o f the 
maintenance period. The objective o f this period is to allow the NRA to use the capital 
equipment for a given period and, if faults are found, the Contractor is obliged to rectify 
them at no cost. In the event o f any problems, the NRA would not release the full retention 
money until the faults have been rectified. Day-to-day maintenance o f the equipment would 
rest with the NRA as it has accepted delivery. The maintenance period should not be used 
to modify the equipment; if modifications are needed they can be arranged by using a 
mutually agreed variation and the contractor being paid accordingly.
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C ontracts with commercially exploitable outputs

If a contract contains an output which is potentially commercially exploitable then the 
contract needs to include clauses to cover the particular circumstances which may apply. 
General guidance is given in Section A2.2.5 - Commercial issues and more specifically in 
the related R&D numbered paper R&D(93)16A.

Contracts involving com puter software

All projects in the NRA involving a significant IS element must be reviewed via Head Office 
R&D Section by the Information Systems Department to check their compatibility with 
overall NRA IS policy.

Contracts involving computer software as part of the outputs must be considered carefully 
as the following issues, among others, need to be considered:

• who will keep the source code after the contract is complete?
• what are the arrangements for subsequent modification?
• who will "support" the software and deal with users queries?
• what happens to the source code if the contractor goes into liquidation?

Any matters concerning intellectual property rights and other Commercial Issues should be 
dealt with in line with the preceding section. It may be that alternative forms o f contract are 
more appropriate. The Procurement Department and R&D Section should be consulted.

Use of contracts put fo rw ard  by others

The NRA’s policy is to use its own Conditions of Engagement, except where the NRA is a 
minor funder in a collaborative project, on all occasions and R&D Section should be 
consulted if contractors propose alternatives.

Legal advice on contract m atters

All Regional R&D Co-ordinators should ensure that their Regional Solicitor o r departmental 
legal officer are familiar with the Standard Conditions of Engagement. Detailed queries 
should be routed through the R&D Section which can then draw on the advice of the 
professionals who drafted the conditions and the Legal Services Department. Any proposal 
giving rise to commercial issues (see above) should be discussed with the Legal Service 
Department in Head Office.
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B3 PROJECT MONITORING

B3.0 Introduction

This chapter explains how R&D projects should be monitored, what reports have to be 
produced and who has to review and approve any changes to the original plan. It builds 
upon Project Management Procedures PIN, Section 7 and 8. The chapter starts with the 
briefing o f the Contractor and finishes with the production o f the final product.

The first section (B3.1) describes the processes involved. It explains the procedures for 
technical, quality and financial monitoring and ends with the description o f the change 
control processes.

The second section (B3.2) gives guidance on various matters concerned with monitoring 
projects. The third section (B3.3) explains the sort of project files that are required when 
running a project.
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The steps to be completed lor the Project Monitoring stage are described below and shown 
schematically in the associated flow chart (Figure B3.1 Project Monitoring).

1. Once the project has been authorised and the PBA issued, the Project Leader should 
notify the team as given in the PID. It is recommended that a briefing meeting is 
held which includes the Topic Leader and other key members of the team to check 
the understanding of the PID and to confirm working relationships. This meeting 
should also involve the Regional R&D Co-ordinator, research contractor (see Section 
B3.2.4) and, if there are significant in-house inputs, NRA staff who would be 
responsible for co-ordinating these.

2. The Regional R&D Co-ordinator should arrange for the formal award o f any R&D 
Contracts (whether external or internal). Two copies o f the contract need to be 
signed, one for the research contractor and the other for the NRA (signatory in 
accordance with the Scheme o f  Delegation). Letters o f Intent may be used in 
accordance with the NRA Procurement Manual.

3. The Regional R&D Co-ordinator should send:

• a signed copy of the Contract to the Contractor;
• a signed copy of the Contract to the formal records store within the Region 

(follow Regional procedures); and
• a working copy of the Contract to the Project Leader.

The Regional R&D Co-ordinator must also keep a working copy for their own use.

4. The research work can now start. All the principles o f project management described 
in the Project Management Procedures PIN apply. Particular attention should be 
given to ensuring that all staff involved in the project know and understand what their 
role is, when they are to contribute to the project and what benefits they may receive; 
it is only through people that anything at all will be achieved. The guidelines 
following this section provide more information on supervision (B3.2.1) and 
managing the contractor (B3.2.2). The cyclical nature of each stage is represented 
in the flow chart by the Project Control Cycle:

• work is carried out;
• progress is measured;
• progress is compared against the plan; and
• corrective action is taken if needed.

The full range of project controls are applied wherever appropriate as described in 
Project Management Procedures PfN - Section 7.4 and Section B3.1.4 o f this 
chapter. Guidelines are given in Sections B3.2.1 to B3.2.4.

B3.1 Process Description
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RESPONSIBILITY COMMENTS
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5. It is the responsibility of the Project Leader via the contractor, to produce Progress 
Reports to enable the Project Board to monitor progress. The content will be in the 
format specified R&D Note 180. These will be produced quarterly or as determined 
by the Project Board. The R&D Co-ordinator will enter progress details onto the 
R&D Information System every 6 months.

Where significant changes are required to be made to the approved PID, then a 
Change Report is required (see Section B3.1.4). This ensures that any major 
adjustments to the PID are approved.

6. The Project Leader completes the Change Report Form (PM5, see Appendix B) 
which is sent to PAB for approval.

B3.I.1 Technical Progress Monitoring

Technical progress must be monitored regularly to ensure that the Project Plan is being 
followed. It is important that products are produced on time, to cost, to specification and 
that the planned method of working is being followed. The monitoring o f financial 
information is covered in Section B3.1.2 and that of quality in Section B3.1.3.

The contract is the legal document which states the agreement that is reached between the 
NRA and the research contractor (see Project Management Procedures PIN - Section 7.3). 
It is the responsibility of the Project Leader to ensure that the contract is being adhered to 
and that, if any change is required, it follows the process described in Section B3A.4. By 
closely monitoring progress against the contract, the Project Leader will ensure that the NRA 
is obtaining value for money and that the products will be delivered to time, cost and quality.

The technical information will be an important element o f the R&D Progress Report (see 
R&D Note 180).

These will need to consider the intermediate targets and milestones and to check that work 
is being undertaken as planned. The objectives should still be addressed and it is required 
to ensure the Plan of Approach is still being followed.
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The Project Management Procedures PIN - Section 8 details the requirements for financial 
monitoring. These enable a high-level monitoring of the R&D programme to be undertaken 
and inform the PAB of project progress. It is necessary to establish the points at which 
monitoring must commence and end for individual projects. These are detailed in Project 
Management Procedures PIN - Section 8.3.

The steps to be completed for Financial Monitoring are described below and shown 
schematically in the associated flow chart (see Figure B3.1.2 Monthly Financial 
Monitoring).

1. The Project Leader must check the accuracy and validity o f all invoices.

2. Once the invoice has been checked, it must be signed off by the appropriate person 
under the Scheme o f Delegation (SoD). It must then be passed through to the 
Regional Finance Department for payment. It is essential that the R&D Co-ordinator 
and the Project Leader liaise through out this process.

3. The R&D Coordinator must ensure that the Project Leader provides monthly 
statements of the costs, both of accrued and forecast outturns for the project.

4. The Regional Finance Department must be informed of this information by the R&D 
Co-ordinator acting in liaison with the Project Leader.

5. The R&D Co-ordinator must update the R&D Information System with this 
information before the monthly transfer o f data electronically to Head Office.

6. The Regional Finance Department will submit a report to the PAB in accordance with 
the requirements of Project Management Procedures PIN - Section 8.5.

B3.1.2 Financial Monitoring
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RESPONSIBILITIES
COMMENTS

| From Item 5 of B3.1 Project Monitoring j

P R O JE C T BOARD Set up Quality Review Panel

P R O JE C T LEADER ■ SencJ QUl invitations and documents (PM3)

QUALITY REVIEW 
PANEL

...... ......... T . .
Review producUs)

i
\ *

T4 . . . .  ...................
QUALITY REVIEW Agree actions and any changes (PM4) required
PANEL

_______ T ________
P R O JE C T LEADER 5 Instruct Contractor to maks

changes, if appropriate

..................... i __________ ______

RAD CO-ORDINATOR 6 Update Project Plan on R&D information System

7 Smn-ofl actions
CHAIR OF QUALITY “
REVIEW PANEL

Figure B3.1.3 Quality Monitoring

R&D Project M anagem ent M anual
28 February  1994

B3/10 Version 1.0



B3 - Project monitoring

133.1.3 Quality Monitoring

This section builds upon the Project Management Procedures PIN - Section 6. The Quality 
Plan, which is part of the Project Plan (see Section B2.2.8) details the quality strategy, the 
quality acceptance criteria and the resources needed for the quality reviews and relative 
timing of the quality reviews in relation to the products identified in the Technical Plan (see 
Section B2.2.6). Quality reviews, timed to coincide with the completion o f individual 
products, compare actual project progress against the approved plan.

The steps to be completed for Quality Monitoring are described below and shown 
schematically in the associated flow chart (see Figure B3.1.3 Quality Monitoring).

1. The Quality Review Panel has to be established. For "Small" projects the R&D 
Contact Point or other relevant functional representative may perform this role. For 
"Medium" and "Large” projects, the Project Board must set up the Panel. (See 
Project Management Procedures PIN - Section 6.4).

2. It is the responsibility o f the Project Leader to send out the invitations and associated 
documents to be reviewed. The form PM3 (see Appendix B) should be used for this 
purpose.

3. The review may take place at a meeting or by correspondence. In either case, each 
product must be reviewed from the point of view o f "fitness for purpose".

4. All the agreed actions and changes that are required must be recorded on the Quality 
Review Action List form (PM4, see Appendix B). These may need to be 
accompanied by additional notes, diagrams, marked up text, etc.

5. The Project Leader may then have to liaise with the Contractor to ensure that the 
changes or amendments required by the Quality Review Panel are actioned. It is the 
responsibility of the Project Leader, with the R&D Co-ordinator, to ensure the quality 
of the output conforms to the required standards in both content and format.

6. The R&D Co-ordinator, in liaison with the Project Leader, must update the Project 
Plan on the R&D Information System following any review.

7. Once all the action points have been completed, the Chair o f  the Quality Review 
Panel will sign off the PM4 form.
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The purpose of change control is to ensure that changes to the project which will affect 
expected benefits, specifications, cost and timescales are not allowed to be implemented until 
their effects have been assessed. This section builds on the Project Management Procedures 
PIN - Section 7.4.

The steps to be completed for Change Control are described below and shown schematically 
in the associated tlow chart (see Figure B3.1.4 Change Control).

1. Any potential change or exception (see Project Management Procedures PIN  - 
Section 7.4.1) must be identified.

2. The Project Leader should review the potential change and decide if it is worth 
further consideration. They should consult with other members of staff, i.e . Topic 
Leader and R&D Co-ordinator.

3. Once it has been decided to accept the change, then a Change Report Form (see 
Appendix B - PM5), including a Change Plan must be completed (see Project 
Management Procedures PIN - Section 7.4.2 and 7.4.3). I f  there is a requirement 
for a Project Supplementary Expenditure, then a Financial Form G must be produced 
in accordance with the FM/SoD PIN . The R&D Co-ordinator must ensure that the 
Form is correctly completed, justifying why the Project Supplementary Expenditure 
is required. (Note that if further specific objectives are being added that were not 
originally envisaged, then this is equivalent to a further phase and should be treated 
as such i.e. a Financial Form A). See also R&D numbered paper - R&D Expenditure 
on National Projects (R&D(92)1A) - Appendix 1 paragraphs 10-14.

4. If the cumulative change exceeds the tolerances set in the original Project Plan, the 
Change Report should be forwarded to the PAB after being approved by the Project 
Board. The PAB must review the Report and give approval to the Change Plan. If 
the PAB is not meeting in the near future and the requirement for change is urgent, 
then the Project Board should approve the Change Plan and the PAB should be 
informed at the next meeting.

B3.I.4 Change Control

R&D Project Management Manual
28 February 1994

B3/13 Version 1.0



B3 - Project monitoring

RESPONSIBILITY COMMENTS

From item 5 of B3, 1 Continue from PREVIOUS PAGE

R&D CO-ORDINATOR

PROJECT LEADER

R&D SECTION

R&D CO-ORDINATOR

Figure B3.1.4 Change Control

R&D Project M anagem ent M anual B3/14 Version 1 0
28 F ebruary  1994



B3 - Project m onitoring

5. Where there has been a need for a Financial Form G to be produced, the R&D Co­
ordinator must ensure that this has been approved by the appropriate body as 
identified in the FM/SoD PIN and R&D(92)1A.

6. The Project Leader can now implement the changes detailed in the Change Plan.

7. For projects where the costs have risen by 5% of the contract or £2500, whichever 
is the least, there is no requirement to issue a PBA. For any Project Supplementary 
Expenditure over this amount, a revised PBA will be issued.

8. Once the necessary approvals have been obtained, the R&D Co-ordinator must update 
the Regional R&D information System.

R&D Project Management Manual
28 February 1994

B3/15 Version 1.0



B3 - Project monitoring

B3.2.1 Supervision

Project supervision, which is fundamental to good project control, seeks to ensure that the 
objectives o f the project/contract are achieved in accordance with the PID and Contracts i.e. 
to specification, on time and within the authorised budget. If all the planning has been done 
thoroughly, the likelihood o f the project being undertaken successfully is enhanced 
considerably. However, projects do not run themselves, no matter how well planned, and 
it is necessary to monitor, on a regular basis, progress towards the objectives. Whilst 
supervision should not be concerned with logging past events or apportioning blame, it is 
prudent for the Project Leader (and others involved in a project) to keep a diary o f events 
concerning the project and to record all contacts with contractors or other in-house NRA 
groups. Such records may be informal diary entries, notes to files, minutes/notes of 
meetings or formal letters.

The Project Leader will need to develop a sufficiently close working relationship with the 
contractor’s m anager for the latter to feel able to discuss openly and informally any 
significant issues which may impinge on the success of the contract/project. The Project 
Leader is not expected to be the contractor’s manager’s academic equal nor have the same 
breadth/depth o f knowledge. The Project Leader should always seek to put across a practical 
NRA viewpoint and should not hesitate to call for assistance (e.g. from the Topic Leader, 
Regional R&D Co-ordinator, o r an independent expert adviser) if needed.

The roles and responsibilities o f all parties involved in undertaking the research will be 
defined in the PID. If the project is undertaken in collaboration with other funders then the 
respective m anagement/supervisory roles should have also been defined. In the case o f a 
contract, the contractor’s manager is the single point of responsibility for that "work 
package". For any work done by the NRA itself, there should also be a named individual 
responsible for delivering each defined package of work.

W hen the research is done by an external contractor, supervision is done within the 
fram ew ork o f the formal Contract between the NRA and the Research Contractor. The 
Project Leader must be fam iliar with the Contract and its place in the Project Plan, (Sections 
B3.2.2 Managing the Contractor, B3.2.3 Formal actions to be taken under the Contract 
and B3.2.4 Financial Management o f  Contracts offer further guidance.)

M onitoring and reporting progress is a key activity in the supervision of projects. The 
control principles discussed in the Project Management Procedures PIN Section 7 and 8 
should be applied to ensure that the project remains within its "area of viability" and that the 
balance between product, time and cost is maintained in such a way that the expected benefits 
can be delivered. There are two types of formal reporting to be considered:

B3.2 Guidelines
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• regular reporting from the contractor/in-house team to the Project Leader;
• regular reporting from the Project Leader to the Project Board including the Topic 

Leader/customer and then to the Head Office/Regional PAB; and
• monthly reporting o f costs to the Regional Financial Department.

For the Management of the overall R&D Programme (via the R&D Information System)

• monthly reporting o f project costs and forecasts to R&D Section; and
• 6 monthly project progress reviews to R&D Section.

The frequency of progress reporting and the distribution list for each report should be stated 
in the PID. In addition to written reports, there should be progress meetings. Again the 
timing, attendance and reason for these will be stated in the PID. It is important that all such 
meetings are minuted.

The content for progress reports is covered in Guidance Note for Reporting (R&D Note 180). 
With R&D, it is essential that progress reports are used in a proactive manner to identify at 
the earliest opportunity any issues which may affect the quality o f products, timescale or 
cost.

For the m;*nngenient of Projects

B3.2.2 Managing the Contractor

The Contract is only effective when both parties have signed it.

The relationship between the Project Leader and the contractor’s manager is the key to the 
success of the project. A good relationship will also enable contractual matters to be dealt 
with openly and frankly. Conversely, a poor relationship can lead to intractability when 
dealing with contractual issues and this may in turn result in the failure of the project. The 
Project Leader should always seek to achieve a positive outcome to contractual problems. 
However, remember that if the contractor is failing to perform satisfactorily either to time 
or in quality of workmanship, the NRA has the power to terminate the contract.

The Project Leader should appreciate that the responsibility for managing the contractor’s 
resources rests with the contractor and he should not interfere with the running o f the 
contract in such a way as to give rise to complaint. Similarly, the contractor should not have 
reason to claim for extra costs or time as result of what he sees as ”interference" from the 
NRA. Clause 2.5 of the Standard Conditions of Engagement gives the NRA the right to give 
’’reasonable" direction, but this must fall within the terms o f the Contract as a whole. A 
contractor would be within his rights to reject "unreasonable" direction.
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The responsibilities o f the contractor’s manager should include:

• planning and resourcing the research contract;
• organisation and communication within his research team;
• direction and motivation of the research team;
• m onitoring and control of the research team; and
• reporting to the NRA, as specified in the Contract.

The responsibilities of the Project Leader in regard to a research contract include:

• day-to-day supervision (see B3.2.1 above);
• review o f draft and final research outputs (see B3.1.3);
• monitoring the likely benefits (see B3.1A)\
• formal variations to the contract (see B.1.4);
• formal reviews and progress meetings (see B3.1.3);
• formal actions to be taken under the contract (see B3.I.4  and B3.2.3);
• financial monitoring and control (see B3.1.2); and
• adm inistering completion of the contract (see B3.2.5).

The aim is always to ensure that the specified products are produced within the authorised 
budget in the required timescale. Changes will need to be managed to ensure that a correct 
balance is always maintained.

B 3.2 .3  Formal Actions to be taken under the Contract

The present Standard Conditions of Engagement for Research Contracts (April 1990) provide 
the NRA with a num ber o f administrative powers which can be used during the course o f the 
work. The main ones are listed below, together with present contract clause references. 
They include the power to:

• vary the work content, timescale and budget (cl 2.1.4, 4.2 & 4.9);
• approve changes to contractor’s staff (cl 2.2);
• check the contractor fulfils his statutory obligations as an employer (cl 2.2.4);
• give reasonable direction to the work (cl 2.5);
• request progress reports (cl 2.7);
• have access to the work and all documents produced in connection with it (cl 2.4.1);
• require the Contractor to assist a committee e.g. Steering Group, reviewing the work

(ci 2 .4 .2 );
• agree the content/form  of interviews/surveys before they are conducted (cl 2.6);
• call ad hoc meetings if necessary (cl 3.4.2); and
• term inate the contract (cl 4.1).

Sim ilarly the contractor has a number o f obligations under the contract. These include:

• exercising reasonable skill, care and diligence (cl 2.1.1);
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• notifying the NRA of any factors which could expedite the work (cl 2 .1 .4);
• notifying the NRA of any factors which could hinder the work (cl 4.3);
• maintaining confidentiality (cl 2.3);
• obtaining prior approval for publications relating to the work (cl 2.9);
• notifying and assigning patent rights (cl 2.10);
• allowing access to accounts information (cl 2.12);
• not communicating to the press (cl 4.14);
• maintaining appropriate public and employee insurance (cl 4.5); and
• not assigning or sub-contracting the work (cl 4.6 & 4.7).

The NRA also has obligations including:

• supplying relevant data and allowing access to premises/sites (cl 3.1);
• responding in a reasonable time to requests (cl 3.3); and
• paying invoices within the stated time (cl 3.9).

The above only highlights some of the relevant clauses in the contract. There is no substitute 
for the Project Leader having a good understanding of the entire contract, however, in the 
first instance, the Regional R&D Co-ordinator should be able to provide suitable advice as 
needed.

B3.2.4 Financial Management of Contract

Cost is one of the most visible and quantifiable performance measures in a project or 
contract, therefore careful monitoring is vital. It should be remembered that the Regional 
Finance Department and PAB should also provide advice/guidance on what is needed. (See 
Project Management Procedures PIN - Section 8, Financial Monitoring.)

It is essential to come to an agreement with the contractor at the start of a contract about the 
requirements for financial control. Although many of these will be prescribed in the 
contract, it is good practice to ensure that requirements are fully understood before 
interpretations are affected by disputes etc. This could be at the briefing meeting in (step 
1 of B3.1). This briefing will include:

• confirming budget restrictions (by fiscal year and cost category)
Make sure the contractor understands that the cost should not only be kept within the 
contract sum, but also the cash flow should be kept within plus or minus 10% o f the 
sums given for each financial year in Schedule 8 of the contract. In addition, the cost 
for each category given in Schedule 9 should not be exceeded by more than 20%. 
(Schedule 1 should state if these percentages have been amended for the specific 
contract in question.)

• defining financial reporting form ats and timing
The contractor’s requirements for progress reporting are in Schedule 2 of the 
contract. Make sure that the contractor is clear on how the cost figures should be
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calculated (i.e. are they values of invoices rendered, cash received, excluding VAT 
etc.) and that these match the onward reporting of the project to the Regional Finance 
Department Project Board, PAB and R&D Section.

• defin ing  invoicing requirements
Agree the form that the invoice should take, ensuring that it includes the necessary 
supporting documentation and is certified by the contractor in accordance with clause 
2 .13. Also make sure that the format meets the needs of the NRA with respect to 
authorising the payment to the contractor. Some contracts may be invoiced on a 
"time charged" basis (up to a ceiling) and others may be based on staged payments 
related to defined targets given in the contract; in either case payment is usually 
related to achievement.

• agreeing special dates for invoices for quarter/year ends (if appropriate)
There are special needs for reporting all the projects in the R&D Programme 
(monthly and 6 monthly). Ask the contractor to provide invoices in time for inclusion 
in these. The NRA will usually have special requirements for invoicing at year end.

• setting up payment method (cheque, direct transfer etc)
Confirm with the contractor how the payments should be made, obtaining bank 
account and other details if appropriate.

O ther terms relating to financial aspects of contracts are given below and in the glossary 
{Appendix I).

P ro jec t S up p lem en ta ry  E xpenditu res are formal changes to the contract and are covered 
in B3.1.4 - Change Control. Remember that additional work must not be undertaken 
without prior budgetary agreement by all the relevant parties. Once approved, a letter should 
be sent by the Project Leader to the research contractor formally revising the relevant 
sections o f the Contract.

R eten tion  m oney is a percentage (10% unless agreed otherwise) of the invoice value o f this 
contract which is retained by the NRA. It is released to the contractor as part of the final 
account. The objective is to provide the NRA with a small degree of financial protection in 
the event of non-performance. However, despite the contractual right to hold retention 
monies, there are occasions when the NRA might release some of the retention prior to final 
account. This is discretionary and would always need to be sanctioned by the Regional R&D 
Co-ordinator and the Regional Finance Manager. The early release o f some retention would 
occur following a good perform ance by the Contractor and submission of draft final outputs 
and would be influenced by:

• N R A ’s wish to include costs in a particular financial year; and

• the retention money being disproportionately large compared to the outstanding work.
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Clauses 3.5 and 3.10 of the Standard Conditions of Engagement link payment o f the final 
account to the completion. Once the Contractor has fulfilled all the requirements, including 
NRA acceptance of the research project outputs, the Contract can be deemed to be complete 
and the final account can be settled. However, many of the obligations o f the contractor still 
apply beyond completion (e.g. publications, patents, confidentiality, etc.).

For some contracts, there may also be an obligation to correct errors (e.g. cl 2 .11.3). W hilst 
there is no maintenance period in the standard contract, it is appropriate for some contracts 
involving capital items to include this. In this case, the completion of the contract would still 
be after the final account has been settled, which may be 6 to 12 months after the work has 
been completed.

B3.2.7 R&D Information System

It is essential that the monthly financial updates and monthly output updates (giving details 
of progress or interim reports that have been produced) together with the 6 monthly progress 
reviews are entered onto the R&D Information System. This enables any NRA officer to be 
able to review the progress on any project in any Region, via the consolidated R&D 
Information System.

The financial information is used to enable the R&D Section to monitor and keep control 
over the whole R&D Programme of all projects and liaise with the Finance Directorate. 
Whereas the output information enables the R&D Section to monitor progress in producing 
deliverables. The Regional R&D Co-ordinator has the responsibility o f ensuring these 
reports are entered onto the System. (Set Appendix A.) The R&D Information System User 
Manual gives details of which specific fields have to be updated.

B3.2.5 Completion of contract
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The Project Management Procedures PIN - Section 5 details the need for keeping and 
m aintaining project files and describes what is required. A consistent filing system for 
project documentation will ensure effective control and facilitate Post Project Appraisal, 
w here appropriate. It will also aid management of the project and facilitate review by 
Project Board and PAB.

T he Project Management Procedures PIN suggests that the Project Leader should hold and 
maintain the files, but the R&D Co-ordinator requires various data sets to send to Head 
Office. It is recommended that the initial planning and approval documents (Summary 
Appraisal Form , PID, Form A, etc.) are held by the R&D Co-ordinator as well as the PAB 
sign-off form and a copy of the signed Contract.

T here are five categories of documents to be held during the life of a project. These are:

(a) approval documents i.e. Summary Appraisal Form, PID, PBA, etc.
(b) financial documents i.e. monthly reports, forecast statements, etc.
(c) technical documents i.e. progress reports, etc.
(d) output documents i.e. draft outputs, Quality Review Panel comments, etc., and
(e) other paperwork relating to the project i.e. minutes o f  meetings, etc.

It is necessary that everyone involved in the project is clear on where the relevant paperwork 
resides. The following is suggested although these recommendations can be altered as long 
as both the Project Leader and R&D Co-ordinator agree and both clearly understand who is 
responsible for holding and maintaining the records.

The m onitoring of progress, (including all progress reports), minutes of meetings and any 
correspondence can be held by the Project Leader, but if there are any changes to the plan 
the Change Reports and Form Gs should be held by the R&D Co-ordinator. Similarly the 
final output should be held by the Project Leader with the End-of-R&D Stage Assessment 
forms (ERSA) and final output being held by the R&D Co-ordinator.

It is assumed that large projects will normally be broken down into discrete stages, each of 
which may have a separate stage file. This will depend on the project.

B3.3 Project Files
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B4 PROJECT CLOSURE

B4.0 Introduction

This chapter explains how R&D projects are to be closed. It builds on the Project 
Management Manual PIN - Section 9. The aim of these procedures is to ensure that the 
R&D Stage of the project is properly completed and that uptake is properly initiated. The 
chapter starts with confirmation that the final output has been produced and ends with post­
project appraisal, where appropriate.

The first section describes the processes involved, whilst the second section gives more 
detailed guidance on various issues.

Project closure is an essential part o f project management as it officially recognises that a 
project has been completed. It produces the final financial record and will ensure maximum 
benefit is derived to the NRA from the R&D programme.

The means by which the outputs from a project are disseminated and implemented are 
reviewed throughout the life o f a project. The Project Closure process confirms how the 
final outputs are to be used by the “customer" and it also provides the formal hand-over from 
the R&D Section to the core function.

R&D Project Mimnyement Mnninil
28 Fehrusiry 1994

B4/3 Version 1.0



B4 - Project Closure

RESPONSIBILITIES
From B3.1 
Project Monitoring

COMMENTS

*
QUALITY REVIEW PANEL Confirm output is complete

T
See Section 83.1.3

Figure H4.1.1 - End o f  R&D Stage Assessment (ERSA)
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B 4.1 .1 End-of-R&D Stage Assessment (ERSA)

The steps to be completed in the End of R&D Stage Assessment (ERSA) stage are described
below and shown schematically in the associated flow diagram (B4.1.1 - End o f  R&D Stage
Assessment).

1. The first step is to ensure that the product has been confirmed as complete. Section 
B3.1.3 - Quality Monitoting provides guidance in this area.

2. When any permanent output has been produced the Project Leader must complete an 
ERSA form. (Appendix B has a copy.) This will be attached to the completed, 
marked up output, (or typeset copy for R&D Reports), the R&D Digest and the 
appropriate uptake statement, as given in 3. below.

3. The uptake route will have been identified and reviewed throughout the life o f the 
project in the PID. The Technical Plan will have details o f how implementation is 
to carried out. The explanation of the different routes is given in B4.2 . Uptake o f  
R&D.

(a) Where the uptake route is given as (a) - outputs easily taken up - then the Project 
Leader will provide a brief Implementation Statement.

(b) Where the uptake route is given as (b) - output with policy o r resource implications - 
then the Project Leader will provide a detailed Implementation Plan.

(c) Where the uptake route is given as (c) - output feeding into other projects - then the 
Project Leader will provide a "Statement of Use" including which project this R&D 
project feeds into.

The Implementation Plan, Implementation Statement or the Statement o f Use will give 
the position of people in the NRA who should receive copies o f the final output. This 
must include 1 copy for the Operations Directorate and two copies for the R&D
Section.

B 4.1 Process Description

4. The completed output, ERSA and Implementation Plan or Statement will be sent by 
the Project Leader to the user representative (as identified in the PID). The 
Acceptance Letter (Appendix B - PM6) ensures that the "customer" accepts the final 
product. The function in signing the ERSA accepts the policy decision or budget 
required to implement the result of the R&D. The ERSA is also signed and fulfils 
the function of Project Evaluation Report described in the NRA Project Management 
Procedures PIN .
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RESPONSIBILITY

From PREVIOUS PAGE

5.
Approved by Budget holder

PROJECT BOARD
Closure meeting

PAB
Approved by PAB

No Yes

9.
Notify EG  Prior ties Sub-group/OT

2 ,
Submit Implementation Plan

R&D SECTION of implementation to EG Priorities Sub-group for approval

P R O JE C T LEADER
10

Consider appropriate publicity

_____ Y ______
Continue on B O  
Post Project Appraisal

Figure 84.1.1  - End o f R&D Stage Assessment (ERSA)
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5. The Chief Scientist, as the national Budget holder, will sign-off the ERSA prior to 
any further approval required by the EG Priorities Sub-group for implementation. 
For those projects with uptake route (c), the Head o f R&D will approve the ERSA, 
as delegated by the Chief Scientist.

6. At a Project Closure meeting the Project Board will ensure that all the files are 
complete, that the acceptance letters are signed and will recommend the project for 
sign-off by the PAB.

7. The Project Leader will send the minutes from 6. above to the PAB with the ERSA 
and Acceptance Letters. The PAB will review these and formally sign-off the project 
as completed. (See R&D Note 180 for approach to distribution.) The final outputs 
can then be sent to the appropriate people as named in the uptake statement (see Item 
3 of B4.1.1).

8. Where the project has an uptake route of (b), the Implementation Plan will be sent 
to the EG Priorities Sub-group for approval and then on to the board, if appropriate.

9. All projects that have completed will be notified to EG Priorities Sub-group/OT in 
a quarterly information report. This report will differentiate between the various 
types of uptake routes and for OT, the report will have copies of the ERSA, R&D 
Digest and the Implementation Plan/Statement, where appropriate, attached for 
information. This report provides the formal hand-over from  R&D to the function 
via the Operations Directorate. Where the project has an uptake route o f (b) then 
implementation must await approval from EG Priorities Sub-group or Board as 
required in the Scheme o f Delegation.

10. The Project Leader must consider how the results of the R&D can be publicised. 
Articles can be written for "Water Guardians" or press releases produced. The 
Project Leader must discuss this with the Regional Public Relations Officer and the 
R&D Co-ordinator, ensuring that the Heads of Corporate Communication and Media 
and External Affairs, and the R&D Section are informed. Where an article is 
published it is important that it is clearly understood that the work was undertaken 
under the NRA’s R&D Programme.
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RESPONSIBILITY COMMENTS

From B4.i.i 
i End of R&D Stage Assessment

PAB

PAB

No

r ~

P O S T P R O JEC T APPRAISAL TEAM 
(PPA TEAM)

PPA TEAM

PPA TEAM

PPA TEAM

PPA TEAM

Discuss with Project Leader

Figure 114.1.2 - Post-Project Appraisal
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The steps to be completed in the Post-Project Appraisal (PPA) stage are described below and
shown schematically in the associated flow diagram (B4.1.2 - Post-Project Appraisal),

1. A recommendation to undertake a PPA will be made by the PAB to the RGM and 
Chief Scientist. Care must be exercised that the number o f  projects selected is not 
excessive. The Project Management Procedures PIN suggests that 10% o f all 
projects are given a PPA.

2. The PAB will establish a PPA Team, who will be led by a person independent from 
the original project. This person will have the responsibility for the preparation of 
the PPA Report.

3. The PPA Team will draft a report which will review all documentation, compare 
actual performance against the original Project Plan and may include visits to 
appropriate sites to see the outputs in use.

4. The draft report will be discussed with the Project Leader to ensure that it is factually 
correct.

5. The Report will be submitted to the PAB with recommendations, where appropriate, 
for approval.

6. Once the Report is approved by the PAB, it is submitted to Executive Group/Board 
for information.

7. A summary o f the Report is then circulated to relevant members o f the NRA 
identifying the benefits, pitfalls and lessons learnt. In this way the recommendations 
of the PPA can be implemented.

B4.I.2 Post-Project Appraisal (PPA)
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B 4.2 .I End-of-R&D Stage Assessment

At the completion o f the R&D stage of the project, an ERSA is produced which presents the 
project outputs, investment to date, and uptake plan - in particular the anticipated benefits 
and resource requirements for uptake. The Implementation Plan will identify the activities 
and resource requirements needed for implementation, and will justify these against the 
benefits which will be achieved - thus updating the PID. Acceptance (or otherwise) of 
satisfactory completion o f the R&D stage is achieved by sign-off o f the ERSA by the R&D 
custom er and any other person or group specified in the PID. The completed ERSA is 
independently reviewed by the Chief Scientist in confirming that the R&D stage has been 
satisfactorily completed (or otherwise) and that the R&D output may be taken forward to 
uptake.

There is further guidance in R&D numbered paper - Interim measures for completion of 
R&D project outputs and research stage (R&D(92)28) and in the (R&D Note 180).

It is essential that the financial information given on the ERSA agrees with that in the R&D 
Inform ation System. It is the responsibility of the R&D Co-ordinator to check this.

W here an uptake route of (b) has been given, it is necessary to check with the R&D Section 
that this is appropriate. Also the timing of Implementation Plans need to tie up with the 
Corporate Plan process.

B4.2 Guidelines
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Figure H4.2 - Uptake o f  R&D
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Planning o f the R&D outputs and the activities needed to deliver these to the end-user is done 
in outline at the detailed project planning stage (see B2.2.1 - PID). " The detailed 
specifications for the project outputs and uptake plan are developed during the course (see 
also R&D Note 180) of the R&D stage. The uptake plan will cover:

(a) dissem ination (delivery of the project outputs to the end-user), which the 
C hief Scientist ensures is undertaken including appropriate external release; 
and

(b) im plem entation  (putting the project outputs into use by the end-user), for 
which the end-users - usually NRA core-function staff - are generally 
responsible.

Uptake of outputs from R&D projects can follow one of three defined routes (see Figure 
B4.2):

(a) outputs whose benefits are self-evident and readily taken up with minimum 
resource input by the core function/Regions - for example, an improved 
analytical technique;

(b) outputs which have policy implications or significant resource requirements 
for implementation - for example, Cyclops portable water quality monitoring 
equipment; or

(c) outputs which are taken up into other core function development initiatives or 
R&D projects - for example, data produced for developing Statutory Water 
Quality Objectives.

U ptake for category (b) requires the EG Priorities Sub-group and Board (where appropriate) 
to approve the implementation plan - in a similar way to other policy implementation. 
Depending on the issues concerned, different bodies may be involved in agreeing the way 
forward. If implementation relates to policy the relevant Function Committee may be 
involved. The EG Priorities Sub-group can approve the budget or approval may be sought 
through the annual corporate planning process. At other times, plans will be submitted by 
the C hief Scientist with the business case presented by the Director concerned. Clearly, 
implementation o f category (b) outputs may need to be held back pending resource 
availability. Uptake o f category (a) and (c) outputs will simply be reported to the EG 
Priorities Sub-group and OT by the Chief Scientist on a quarterly basis. Notification for 
Regions to implement R&D outputs will be given by the Director o f Operations.

As explained in B 4 A J  the R&D Section will produce quarterly reports for the EG Priorities 
Sub-group and OT. The report to OT will enclose copies of the ERSA, the R&D Digest and 
the Implementation Plan/Siatement where appropriate.

B 4 .2 .2  Uptake
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The effective targeting of R&D outputs to achieve business objectives, together with the 
planning and management of the process o f uptake of the project output by the end-user, are 
critical activities which contribute to the success o f any R&D project.

In order to assist this process all project outputs have assigned a dissemination status. 
Permanent outputs are usually Released to Regions and Pubic Domain unless there are good 
reasons otherwise. This is given below:

Internal - Limited release
Released via Function Committee 
Released to Regions

External - Restricted
Released to Public Domain

It is important to identify the appropriate tools to aid dissemination e .g . workshops, training, 
roadshows, etc. If a workshop or training is recommended it is necessary to inform the 
R&D Section to ensure all relevant personnel are invited. Where a  project is particularly 
complex, dissemination and implementation may be part o f a further phase.

In every output there must be a "Statement o f Use" which describes how the report is to be 
used and for those with uptake route (c) a list of staff who will receive the output (see R&D 
Note 180 for further details). This will give a clear understanding to all who read the report 
what its status is and how it is to be used.

The Project Leader is responsible for producing the R&D Digest, which provides a brief 
summary of the results of the project. This is distributed to functional staff in order that they 
are aware of the results of the project and can ask for further details if necessary.

It is possible that external publicity may be required. Articles may appear in external 
journals or internal publicalions like the R&D Newsletter, and W ater Guardians.

111 ip  lei no nt at ion

When reviewing the Implementation Plan it will be necessary to cost out NRA staff tim e to 
implement the results of the work. If resources are required it is important to stress what 
statutory duty or policy it enables the NRA to achieve in order to be more effective. Even 
if resources are not required, it is important to indicate the developmental initiative or 
continuing activity which the work supports.

There may be formal instructions required to implement the results o f the R&D. These will 
be given by the Director concerned.

Dissemination
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T he Project Management Procedures PIN - Section 9.6 explains that the aims o f PPA are 
to learn lessons from the experiences gained at all stages of the project and to check that the 
outputs are operating as specified and have been implemented properly, where appropriate.

Its purpose is not to allocate blame, but to identify good practice which may be incorporated 
into future projects and those aspects which should be avoided. It requires a critical look at 
the project objectives including costs, timings and environmental impact, and how they are 
being achieved.

The appraisal should seek to answer the following question:

• have the key objectives of the project been achieved?

• were the expected costs and benefits, greater, fewer or different in nature from those 
predicted, o r were certain inputs missed at the planning and appraisal stage? Did a 
predicted cost or benefit not occur?

• were the appropriate procedures complied with?

• was the project completed within budget, and to the programmed timetable?

• how well were the project requirements specified, and how well was the project 
managed?

• how well was the project targeted; the quality of research and its cost effectiveness? 
and

• what was the success o f the project’s uptake and was value for money achieved?

Any project may be selected by the PAB for a PPA. However, the decision to undertake 
PPA will be made by the RGM and Chief Scientist. The timing of the PPA must also be 
considered carefully by the PAB before they recommend a project. It may be necessary to 
carry out two appraisals on the same project, the first to be undertaken soon after completion 
o f the project and the second after the deliverables have been in use for a period of time.

It is also planned to undertake and co-ordinate a number of programme area reviews (see 
R&D (93)22A - Proposed approach to programme area reviewers). This is to assess the 
quality, utility and future targeting of areas of the R&D programme.

B 4.2 .3  Post-Proiect Appraisal (PPA)
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APPENDIX A - TERMS OF REFERENCE

Role of Regional R&D Co-ordinator - reports to Regional R&D Contact Point

1. Assist in identifying the R&D opportunities and needs in the Region

2. Assist Regional staff involved in the annual review o f  the R&D programme

3. M aintain a database (R&D Information System) on all R&D projects managed within 
the Region

4. M onitor and report on R&D budget expenditure in the Region in conjunction with 
Regional Finance Department

5. Provide advice and assistance to staff (particularly project leaders) on the management 
of R&D projects in the Region

6. Ensure the proper assessment (appraisal, monitoring, end-of-research assessment etc.) 
by Project Leaders o f R&D projects in the Region, and the satisfactory production 
o f key R&D deliverables (e.g. Project Outputs) - Quality support role

7. Provide technical assistance to project leader as agreed in the Project Plan

8. Assist in the dissemination o f R&D projects outputs and other R&D information in 
the Region

9. Maintain Regional links with external organisations having interest in the NRA’s 
R&D programme

10. Undertake such other duties as may be required by the Regional R&D Contact Point 
(generally not more than 10% of time for full-time co-ordinators)

1 1. Provide advice on the completion of financial and other project management forms

N ote: Regional R&D Co-ordinators shall acquire a working knowledge of mainstream staff 
activities, and be given the opportunity to develop a career discipline which will 
support their career development within the NRA but outside R&D management.
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Role of Project Leader - reports to Topic Leader

1. Prepare the project appraisal, including developing project plan and setting up 
contacts with other Regions

2. Manage the R&D project within the authorised budget, in particular to ensure the 
deliverables are produced on time and to the agreed standard

3. Prepare plans for, and supervise, the work packages within the project, including both 
contractors and internal NRA resources

4. Ensure all project deliverables are signed off

5. Ensure formal project reviews are carried out at key points in the project

6. Liaise with the Topic Leader and Regional R&D Co-ordinator, in particular in 
reviewing and reporting progress

7. Liaise with the customer and stakeholders in the project regarding use o f resources, 
progress and resolution o f project issues

8. Assist the Topic Leader and customer to deliver the benefits from the project to the 
business area

9. Signs off all financial authorisations and project management forms.
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Role of Topic Leader - reports to R&D Commissioner

1. M aintain a focus within the NRA for technical expertise in the topic area, including 
maintaining links with relevant external organisations and internal groups

2. Develop the R&D strategy for the topic area in relation to the NRA’s business 
objectives, including preparing and reviewing annually the topic investment appraisal 
and related R&D projects

3. Prepare initial brief for approved new project starts and identify Project Leaders (or 
other appropriate means of project management) to achieve planned start dates

4. M onitor deliverables from projects within the topic area, and liaise with 
Project Leaders and Commissioner to maintain effective knowledge o f progress

5. Review of sign-off designated project deliverables, including project plan, project 
outputs and, if appropriate, plans for uptake

6. Advise Project Leaders within the topic area on any technical or function-related 
problem s arising on their projects

7. Assist in delivering the benefits o f R&D projects in the topic area to the business area

R&D Project M anagem ent M anual
28 F ebruary  1994

Appendix A/3 Version 1.0



Appendix A * Terms o f reference

Responsibilities of R&D Commissioner - reports to Function Committees

L Maintain a focus for R&D activities within the NRA function and keep function 
managers advised on the matters related to their R&D commission

2. Identify an appropriate structure within which R&D is undertaken within the function

3. Identify the strategy R&D objectives for the function, and co-ordinate the annual 
review o f its R&D commission

4. Review the Topic Investment Appraisals and monitoring reports prepared by Topic 
Leaders, in conjunction with the Head of R&D, to ensure the effectiveness o f the 
programme

5. Review and sign-off designated project deliverables on behalf of function committee, 
including project outputs and the plans for their uptake

6. Deliver the benefits of R&D projects to the business area

7. Assist in the preparation of the Commission programme review in the N RA ’s Annual 
R&D Review
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Roles of the R&D Contact Point

1. M aintain a focus for R&D activities within the Region, in particular to ensure 
that the role and purpose o f the Authority’s R&D programme are understood

2. Ensure that the Region takes part in the identification o f national R&D issues 
and prom otes its interests in the R&D programme

3. M onitor, and advise the Regional Management Team on, progress in 
undertaking R&D projects devolved to the Region

4. Ensure that procedures are established for dissemination o f R&D outputs 
within the Region

5. Ensure that a  satisfactory interface is achieved between the national projects 
and on-going activities, and Regional Operational Investigations

6. Ideally, line-manage the Regional R&D Coordinator
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Terms of Reference of R&D Committee

Appendix A - Term s of reference

1. To act as a Steering Group for developing and maintaining the Authority’s 
overall R&D programme, within the context of its function-led Commission 
programmes.

2. To advise on the management framework within which the R&D programme, 
and its component projects, is assessed and managed.

3. To assist in achieving the optimum balance o f functional and regional interests 
in the programme.

4. To monitor the uptake and expenditure o f R&D budgets by regions and 
functions.

5. To monitor the quality o f R&D outputs and provide feedback on the 
dissemination and implementation of R&D projects.

6. To advise on the links between R&D and operational investigations and to put 
forward regionally-perceived issues for R&D.

The R&D Committee provides a forum for discussion and decision-making on 
significant issues involving either the R&D programme as a whole, or specifically 
R&D management issues. As such it includes Functional and Regional 
representation.

The R&D Committee will normally meet twice a year - at the start o f the fiscal year 
and at the half year stage.
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The PAB is responsible for controlling and monitoring all projects undertaken within a 
Region and at Head Office, including National projects. It therefore provides key 
m anagement support to the Regional Management Team and National Directors respectively. 
The PAB m embership should consist of representatives o f  various functions to give a 
strategic overview o f all projects to ensure the objectives o f the Corporate Plan are achieved. 
(See NRA Project Management Procedures - Appendix I).

Each PAB must consist o f between three and six members, including a chairman who must 
be a senior manager, and should be multi-disciplinary wherever possible. Members will be 
appointed by the Regional Management Team or National Directors. For projects crossing 
Regional boundaries, the PAB will be appointed by the relevant Regional Management 
Team s, jo intly , in consultation with the Director o f Operations.

The PAB should normally meet monthly, although more frequent meetings may be deemed 
necessary. The dates o f the meetings should be decided by the PAB itself, based on its 
workload.

The PAB has a number o f key roles (although the small project PAB delegations, whereby 
the roles o f the PAB can be performed by the Budget Manager, i.e. Head of R&D or usually 
Regional R&D Contact Point should be noted):

• to approve the Sum m ary Appraisal Form which enables initial expenditure on medium 
and large projects. For small projects, the Summary Appraisal Form must be approved 
by the PAB prior to submission with the Form A for authorisation under the Scheme 
o f Delegation;

• to set up the management structure for the project, including deciding on the 
composition o f the Project Board and the identity of the Project Leader;

• for medium and large projects, to review the PID and Form A and provide a 
recommendation on approval to the appropriate authority under the SOD;

• to review financial monitoring reports

• approve Change Reports (including Change Plans), where applicable;

• to approve the ERSA, thereby effectively formally closing the project; and

• recommend projects for Post-Project Appraisal and set up the Post-Project Appraisal 
le a rn  (see below).

Roles and responsibilities of the Project Assessment Board (PAB)
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One of the main roles of the PAB is to set up the management structure for each new project 
undertaken by the Region or Head Office. This will involve:

• for medium and large projects, deciding on the chairmanship and remaining 
membership o f the Project Board for each project; and

• for small projects, assessing whether the roles of the Project Board and the PAB itself 
should be delegated to individual managers.

The PAB sets up the Project Board in order to delegate many of the time-consuming 
monitoring and control procedures which it does not wish to perform itself. As such, the 
Project Board is ultimately responsible for the successful completion of the project and 
delivery of products.

The composition of the Project Board will depend on the size and nature o f the project. 
Wherever possible, there should be individuals including the Topic Leader, who can 
represent the interests of the users as well as those of the technical and financial aspects of 
the project.

The PAB may decide to appoint a chairman of the Project Board before making any further 
decisions on the project management structure. The chairman can either propose or become 
closely involved in decisions on the appointment of key individuals to run the project (ie. the 
remaining Project Board members and the Project Manager). It is recommended that the 
Project Board should consist o f the chairman and at least two other members.

The PAB may adjust the membership of the Project Board at any time during the life of the 
project in order to accommodate changing circumstances.

For sm all projects, the roles of the PAB may be delegated by the PAB to the relevant 
Budget Manager.

If the roles are delegated, the PAB must obtain a statement from the Budget Manager once 
the project is complete which states that the project management procedures have been 
followed for that project.

Therefore, for small projects the following concessions are available:

• the Summary Appraisal Form and attachments will be reviewed and approved by the 
Budget Manager;

• the Change Reports will be approved by the Budget Manager;

• the Budget Manager will formally sign-off the project as complete.
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However, the PAB will receive the Summary Completion Statements which will report all 
com pleted projects.

Appendix A - Term s o f reference
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Roles and responsibilities of the Project Board (PB)

The composition of the Project Board is one of the responsibilities o f the PAB (see above).

The primary role of the Project Board is to control and monitor the work of the Project 
Leader on behalf of the PAB, ensuring that the project is conducted in accordance with the 
NRA Project Management Procedures PIN and any other relevant guidelines. In addition, 
it is required to assist the Project Leader in providing overall guidance and direction.

Specifically, the Project Board has the following roles:

• appointing the Project Leader;

• to review the PID, including all enclosed key documents, and recommend approval to 
the PAB;

• set up the Quality Review Panel, or perform the role itself, as appropriate. For 
medium and large projects, the Panel must include one member of the Project Board;

• to review the Progress Report at each meeting;

• to agree each Change Report (including the enclosed Change Plan) prior to submission 
to the PAB;

•  review and sion-r‘f f  A rrpn tanrp  Tptter- and

• attend the closure meeting at which the ERSA must be reviewed, and recommend the 
project for sign-off by the PAB.

The Project Board therefore monitors the work o f the Project Leader at "control points", 
leaving the Project Leader free to plan and organise between these points.

For small projects, particularly those where the PAB has delegated its role to a Budget 
Manager, a Project Board is unlikely to be appropriate. If so, the PAB (or Budget Manager, 
where appropriate) has two options:

• delegate the role o f the Project Board to the Budget Manager and the Topic Leader - 
if this is the case, the Budget Manager will be responsible for directly controlling, 
monitoring and assisting the work of the Project Leader, and the project management 
structure will consist of only these two individuals; or

• delegate the role o f the Project Board to the Topic Leader and a Line Manager, who 
in the project management structure would be junior to the Budget Manager, but senior 
to the Project Leader.

Appendix A - Term s of reference

R&D EVoject Management Mauual Appendix A/10 Version 1.0
28 February 1994



Appendix A - Term s of reference

Roles of the Quality Review Panel (QRP)

The Quality Review Panel is set up by the Project Board to oversee the quality assurance 
procedures. The Quality Review Panel should be assembled from persons who have either 
an interest or a particular technical expertise in the product or types of products under 
review. For large projects, it should be chaired by a member o f the Project Board; the 
Project Board will also select at least two other panel members - product users should be 
represented. The Project Leader should act as the secretary to the Panel. The Project Board 
may decide to change the composition of the Panel at any time.

For m edium  projects, the Project Board may decide to perform the role of the Panel itself. 
F c r sm all projects w ithout a Project Board, the Budget Manager will be responsible for 
setting up the Quality Review Panel and nominating a chairman, although the Budget 
M anager may decide to perform  the role o f the Panel if appropriate.

The Panel may perform  a Formal or a Postal Quality Review, the former being a full 
meeting o f the Panel and the latter being a review of paperwork by each Panel member 
individually. The Project Leader, in conjunction with the chairman o f the Quality Review 
Panel, is responsible for arranging the date o f the review. Terms of reference for the review 
should be circulated on the Quality Review Invitation, form PM3 (see Appendix B). 
Invitations should be sent out to members o f the Panel before the scheduled review date, 
giving ample time for a thorough preview of the documentation.

The Panel must review the Quality Review Invitations (enclosing Product Descriptions and 
docum ents enabling review). All agreed actions decided during the review must be recorded 
on a Quality Review Action List which must be signed-off by the Panel chairman once all 
action points are cleared by the Project Leader.
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The PPA Team is set up by the PAB to conduct Post-Project Appraisals on appropriate 
projects. The PPA Team must be led by an appropriately experienced individual who must 
be independent from the original project.

Membership o f the team should include representatives from other departments/functions, 
and, wherever possible, team members should not have been members of any original project 
body (such as the PAB, Project Board, or Quality Review Panel). However, the original 
Project Leader can be co-opted if required.

The responsibilities o f the PPA Team are as follows:

• review all project documentation;

• where appropriate, visit the site accompanied by the original Project Leader and other 
functional representatives, and physically verify the products;

• prepare and discuss the draft report with the original Project Leader for factual 
accuracy;

• submit the report with recommendations (where appropriate) and conclusions to the 
PAB for approval;

• submit the approved report to the EG/NRA Board; and

• circulate a summary of the report within the NRA identifying benefits, pitfalls and 
lessons learned.

Roles of the Post-Project Appraisal Team ("PPA Team")
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APPENDIX B - PR O JEC T M ANAGEM ENT FORM S

Contents Page

PM1 - Summary Appraisal Form B/3

PM2 - Product Description B/7

PM3 - Quality Review Invitation B/9

PM4 - Quality Review Action List B / l l

PM5 - Change Report B/13

PM6 - Acceptance Letter B/15

ERSA - End of R&D Stage Assessment Form B/17
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SUMMARY APPRAISAL FORM PM l

Project Reference: Prepared by:
Function: Date:
Region/H .O . Dept.:

I . Title o f  Project

Proposed Total Cost £ Start Year 199 /199

2. Description o f Problem, Need or Opportunity

3. Objectives

4. Products

5. Ji^iificaiiun/Boiiefii.s/Consoquences o f Doing Nothing

6, Summary of Options Considered : Estimated Costs and Benefits - (Preferred Options First)

Option Description Costs 
Cap. Rev. Total 

NPV 
(£k) (£k) (£k)

Benefits 
V alue NPV 

(£fc) (£k)

N et
NPV

(£k)
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7. P referred  O ption (giving reasons w here it is not the lowest cost option)

8. Key T arget D ates

Planning/SoD  Approval Running Project

Start

End

O ther Key D ates 
[e.g . com pletion o f  
stage/prod  ucts |

9. Planned Expenditure

199 /199 
Year 1 
£ ’000

1 9 9 /1 9 9  
Year 2 
£•000

. V Total ;

; r o w

.Beyond . 
199 7199.

: r o o o

Planning

R unning the Project: 
NRA Costs 
C ontractors 
Im plem entation

TO T A L

Capital

Revenue

10. R isks, C onstrain ts, D ependencies

1 1. Proposed R esponsibilities

Project M anager

Project Board 
M em bership

PA B/Budgct M anager A pproval Date
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Appendix B - Project Management Forms 

SU M M A RY  AiM'KAlSAI. KOKM PM 1

(;m i)A N C K  NO'l’KS t o  c o m p l k t i o n  a n d  s u b m i s s i o n

Purpose
T he Sum m ary Appraisal Form  sets out the need for the project, its objectives and a consideration o f  the options. T h e  Form  is subm itted 
to the PAB in order to obtain approval for inclusion on a proposed program m e. F or small p ro jects, the Form will be the m ain  planning 
docum ent. and will accom pany the Form  A when obtaining SoD  authorisation.

G e n e r a l

Presentation

•  T he Form should he com pleted using clear English with full sentences.

•  Where additional space is required, aliach extra pages and refer to  these in the relevant b ox .

•  A W ordperfccl proform a is available, although the Form  may be com pleted by hand.

Person Responsible

•  The Budget M anager or h is/her delegate should prepare the Form . The Budget M anager’s name m ust appear in the "prepared 
by" box.

Tim ing

•  T he Form should lie prepared in order to include the project on an approved program m e. For small p ro jects, the F o rm  prov ides 
lull authorisation Jo undertake the p roject, if  accom panied by a Form  A for SoD approval.

Subm ission

•  In the case o f  medium and large projects, the Budget M anager must forw ard (he Form  to  the PAB Secretary .

•  In the case o f  small projects, the Budget M anager approves the Form and attaches it to  the Form A fo r forw arding to the SoD  

authority.

Sm all Projects

•  Where the Form  is being prepared for a smaN pro ject. Product D escriptions and an outline Project P lan  m ust be attached.

P c i n i l e d  G u id a n c e  o n  C o m p le t io n  

Proposed Total Cost

•  Enter the latest estimate o f cost o f preferred option. This am ount should be the total proposed expenditure, w hich shall be used 
to iMtcgorisc the project as small/ m edium /large.

S tart Year

•  Enter the llrsl financial year in which it is proposed that the project should be included in an approved program m e.
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APPENDIX C - EXAMPLE SUMMARY APPRAISAL FORM

Example o f  a completed Summary Appraisal Form is included here.
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Appendix C - Example Summary Appraisal Form

SUMMARY APPRAISAL FORM PM1

Prepared by : John Dalton 
Dale: 14/01/94

1. T itle o f Project

Functional Analysis o f  European W etland Ecosystem s - Phase 2

Proposed Total Cost £42.000 Start Year 1994 ! \ 995

2. D escription o f  Problem . Need o r Opportunity

W etlands are both dependant upon, and directly influence, processes within river catchm ents. It is essential that the NRA develops 
a sound and m ulli-disciplinary understanding o f  wetland processes to aid catchm ent management planning. T h is know ledge is 
required for better decision-m aking with respect to (he N R A 's flood defence, w ater resources, w a te r quality, p lann ing  activities and 
conservation responsibilities. T h is project supports the D evelopm ental Initia tives on EC Directives.

3. O bjectives

To participate in relevant wetlands m anagem ent research undertaken on  behalf o f EU (DGXII) to direct EU policy in this area and 
to define future wetland R&D requirem ents for both EU and NRA.

To produce an assessm ent tool to im prove decision making on planning applications and NRA operational activities.

4. P roducts

An "expert system" in the form o f  a com puter model. 

A user manual for the com puter system.

5. Jusiification/B cncfits/C onsequencesof Doing Nothing

The NRA would not benefit from the large m ulti-disciplinary package o f  work funded by the EU and  would not be in a position to 
directly contribute to the forthcoming EU Directive on w etland conservation. The NRA has been identified as a prim e user o f  the 
system  within the UK and is therefore in a strong position to influence development o f  outputs o f  direct relevance to the 
A uthority, but within the context o f  a European scale projeci. If the NRA does not contribute to th is it would be likely to find that 
a system  is developed which ihe Authority cannot use and would require funds to develop a system  that would be appropriate .

6. Sum m ary o f  O ptions Considered : Estimated Costs and Benefits - (Preferred Options First)

Option Description Cosls
Cap.

(£k)

Rev. Total 
NPV 

(£k) (£k)

Benefits 
Value NPV 

(€k) (£k)

Net
NPV

(£k)

I NRA contributes to EU projeci 42 4 0 .S 0 40.8

2 NRA undertakes projeci alone 590 56 X 0 568

3 Do nothing 0 0 0 0

4

5

Project Reference: 001(94)06
Function: R&D
R egion/H .O . Dept. : Head Office
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2. D escrip tion  o f  P ro b len i/N eed /O p p o rtu n ity

•  Enter llie reasons w hy the p ro ject has been identified. T his musl include (he N ational Aim o r Objective to which the project 
con tribu tes. It m ay also  be necessary  to explain w hy the expenditure represents a project and to list any links with o ther 
p ro jects.

3. O bjectives

•  Enter the overall pu rpose  o f  the p roject, o r  the proposed solution to the problem , need or opportunity . T h is will not require 
do script ion o f  indiv idual p roducts (see below ).

4. P roducts

•  Give ou tlines o f  the ou tpu ts o f  the project, which may include documents, data, assets etc.

5. Ju s tif ic a tio n / B enefits/C onsequences o f Doing N othing

•  Enter the reasons w hy the p ro ject should he undertaken at the lime proposed, including the benefits which will accrue and the 
perceived overall benefit o v er doing nothing (and/or delaying the expenditure).

6. S u m m ary  o f  O p tio n s

•  Enler a b r ie f  descrip tion  o f  each considered option to identify the option, including "do nothing" and, optionally, "do m inim um ". 
T he ”ilo noth ing" op tion  m ust he considered .

•  Enter best curren t estim ates o f  costs (split betw een capital and revenue) and benefits in both absolute and N PV term s. For 
m edium  and lurge p ro jec ts, estim ates will be soft because detailed planning will not yet have been undertaken. For small 
pro jects, estim ates shou ld  be those appearing on the Form  A.

•  Enler the net N PV for each  op tion .

7. P re fe rred  O p tio n

•  Enter the mime o f  the p refe rred  option . N o further justification is required w here this option is that with the lowest cost.

•  M ore than  one op tion  m ay he identified at this stage for m edium  and large p ro jects, where detailed planning and appraisal is 
ycl to lie undertaken .

8. Key T arge t D ates

•  Enter approx im ate tim ings as indicated, and any o ther estim ates if  available.

9. P lanned  E x p en d itu re

•  For the p refe rred  op tion , set ou t the expected costs broken down between type and  financial year.

10. Risks, C o n s tra in ts  a n d  D ependencies

•  Give a h riel outline til 'th e  risks associated with the preferred option, including an y  factors w hich may impose constraints on the 
costs, benefits o r  tim ings o f  the project and individual prinlucts. Include any significant uncertainties and dependencies.

11. Proposed R esponsib ilities

•  Provide recom m endations lo r  the identity o f  the Project M anager and Projeci Board Chairm an and other m em bers. Alternatives 
m ay be g iven .
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PRODUCT DESCRIPTION .>;> PM2

Appendix B - Project Management Forms

Project Reference: Prepared by:
Function: Date:
Re” ion/H .O . Dept:

1. Project Title

2. Product Title Product C ode

3. Person Responsible for Product Development

4. Puqiose/Objcctive o f Product

5. P ro d u c t O u llin o

6. P re se n ta tio n  F o rm a l

7. In fo rm a tio n  S o u rc e s /T o o ls

8. Quality Criteria

9. Q u ality  R ev iew  M e th o d
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P R O D U C T  D E S C R IP T IO N PM 2

Appendix B - Project Management Forms

G U ID A N C E  N O T E S  O N  C O M P L E T IO N  AND SU B M ISSIO N  

P u rp o s e

T h e  Pi"oducl D escrip tion  scis out the details o f  what is to be delivered by the projeci. One Form  is to be prepared for each product.

General

P resen ta tio n

•  T h e  F orm  should he com pleted  using  clear English with full sentences.

•  W here additional space is requ ired , attach extra pages and refe r to  these in the relevant box.

•  A W ordperfect p ro fo rm a is availab le , although the Form  may be completed by hand .

T im in g  a n d  S ubm ission

•  F o r m edium  und large p ro jec ts, a Form  must he prepared during preparation of the PID and should be attached to that docum ent.

•  F o r small p ro jec ts, the F orm  should  be attached to the Sum m ary Appraisal Form .

Detailed Guidance on Completion

3. P erson  R esponsible

•  F o r m edium  and Inrge p ro jec ts, the Project M anager o r h is/her delegate should prepare the Form .

•  F o r sm all p ro jects, the Budget M anager o r h is/her delegate should prepare the Form .

4 . I'u rp o su /O b jtc tiv u  o f  I* ro d  net

•  Set out w hat the p roduct is to  achieve w ithin the b roader objectives o f  the project.

5. P roduct O u tline

•  D escribe the p roduct specification  * for exam ple, if  the product is a document, set out its proposed structure. If  it is a technical 
item . give an overv iew  o f  the specification and refer to the location o f  detailed plans/draw ings.

6. P resen ta tio n  F o rm at

•  G ive a descrip tion  o f  the in tended final form  o f  the product.

7. In fo rm a tio n  S ources/T oo ls

•  List the various docum eiun iion . data , research o r o ther reference material (hat will he used in preparing the product.

8. Q u a lity  C rite ria

•  Set out the m ain standards that the product must achieve and the measures that the quality o f  the product will be judged  by.

9. Q u a lity  Review M ethod

•  Euler the p roposed  m ethod for Quality R eview , ie format o r postal.
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QUALITY REVIEW INVITATION PM3

Appendix B - Project Management Forms

You arc invited to attend a Quality Review o f Ihc following Product(s): 

Product Code(s) Product Namc(s)

Venue (if postal enter 
"POSTAL")

Date
Tim e
Duration

/  /

Chairman Project
M anager

Reviewers

Product Dcscriplion(s) attached

Product(s) attached (where applicable)
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QUALITY REVIEW INVITATION PM3

GUIDANCE NOTES ON COMPLETION AND SUHMISSION

P u r p o s e

T he Q uality  Review  Invitation sets out (he lerm s o f  reference for cnch Q uality  Review.

General

P resen ta tio n

•  T he F orm  should be com pleted  using c lear English wiih full sentences.

•  W here additional space is requ ired , attach extra pages and refer to these in the relevant box.

•  A W ordperfect p ro fo rm a is available , nlihrmgh (he Form  may be comple(ed by  hand.

P erson  R esponsible

•  T he Projeci M anager.

T im in g

•  T he Form  must be senl om  with attachm ents to allow m em bers o f  the Quality Review Panel lime to review the product.

S ubm ission

•  A copy o f  the F orm  m ust be sent to  each Q R P m em ber prio r to every  review.

Detailed Guidance 011 Completion

Each product to be review ed must be identified . and details ol‘ the type o f  review lo be carried  out m ust be com pleted.

F orm al Review

•  E uler the venue, date , lime and approxim ate duration in ihe boxes.

Postal Review

•  E nier "PO STA L" in the V enue b ox , and en ter the dale by which a response is required in the Date box.

F or huih types o f  review , list the nam es o f  the Panel C hairm an, the Projeci Manager and  the remaining Panel m em bers. In the case o f 
Post;il review s, responses must be senl lo the Project M anager.

R eference must be made to:-

•  Product D escrip tions relating to  the products under review , which must he attached ; and

•  P roducts, w hich must be attached w here possible, o r a report describing the latest specification o f the product(s).
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Q U A L IT Y  R E V IE W  A C T IO N  L IS T

Appendix B - Project Management Forms

PM4

Project Reference: Prepared by:
FuiK'lion: Date:
Region/H .O . Dept:

Project Tille Stage (if applicable)

Product Code Product Name ./D ate  ;

Action No. Description Action Target; Checked
B y . . D ate ’; ;• By

Qua lily Review Panel Chairman Sign O ff Date

/ I
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Appendix B - Project M anagem ent Forms 

QUALITY REVIEW ACTION LIST PM4

GUIDANCE NOTES ON COMPLETION AND SUBMISSION

P u rp o s e

T he Qimiily R eview  A ction Lisl is used lo record  actions and changes to products lhal are agreed during  the Quality Review.

General

P resen ta tio n

•  The F o rm  should  be com pleted  using  clear English w ith full sentences.

•  W here additional space is requ ired , attach extra pages and refer to  these in the relevant box.

•  A W urdperfcct proform a is availab le , allhough the Form  may he completed by hand.

P erson  R esponsible

•  T he Project M an ag er should com plete  the Form , as Secretary to the Quality Review  Panel. T he Panel C hairm an m ust sign-off 
the F orm  once com plete .

T im in g /S u b m iss io n

•  A F orm  should be p repared  follow ing each Quolily Review , and should be updated  as each action point is dealt w ith. T he 
Pi ojecl M unager should subm it the Form  to the C hairm an once all action points arc com plete.

A ction  Points

•  For each action poin t, iho Projeci M anager must set out the ouilinc task, identify who is responsible for com pleting the task in 
the “A ction By" co lum n, and the target date for com pletion.

•  O nce com plete, the Project M anager, o r o ther specified review er, should check that the task  has been properly perform ed in 
relation  lo the descrip tion , and should initial the Form  in the “Checked By’ colum n.

R&O Project Management Manual
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Appendix B - Project Management Forms

C H A N G E  R E P O R T

Project Reference: 
Function:
R egion/H .O . Dept: 

Project Title

Produces) affected by the Change/Exception

Product Code(s) Product Namc(s)

PM5

Prepared by: 
Date:

Stage Of applicable)

Details oI' Change or Exception

El led  on Project

Proposed Change Plan (attach separate sheets if necessary)

Action By Action By 
Dale

Comment

/ /

/ /

Project M anager Date

/ /

Budget M anagcr/PA B Authorisation Date

/ /

R&D Project Management Manual Appendix B/13
28 February 1994
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C H A N G K  U K PO R T

G U ID A N C E  N O T E S O N  C O M P L E T IO N  ANI) SU B M ISSIO N

Plll'OttSt*

T he C hange Report sets out ihe details o f  a C hange o r Exception, including Us cause, effect and  solution.

General

P resen ta tio n

•  T he Form  should he com pleted  using  clear English with full sentences.

•  W here additional space is req u ired , attach extra pages and refer lo these in the relevant box.

•  A W ordpcrfcct proform a is availab le , although the Form  may be completed by hand .

P erson  R esponsible

•  T he Projeci M anager must p repare  the Form .

T im in g  a n d  Subm ission

•  A Form  must he prepared  w h en ev e r a Change or Exception is identified which requires authorisation (ie has exceeded planned 
to lerances).

•  T he com pleted Form  m ust he passed  to the PAB {or Budget M anager, where the roles o f  the PAB have been delegated) who 
must authorise the Form  p rio r lo execution o f  the Change Plan.

•  If there is a need to obtain  authorisation  urgently, the Project Board o r 1-ine M anager {as appropriate) can  give interim  approval 
which must be confirm ed at the next meeting o f  the PAB.

Detailed Guidance 011 Completion

D etails o f tbe C hang e /E x cep tio n

•  Full details o f  the C h a n ge/E xcep tion , including reasons why it has occurred.

EITecl on Project

•  Set out the m ain effects that the C hange/Exception will have on  the project, including a full statement o f  the costs and benefits 
associated with the C hange /Excep tion .

Proposed C hange Plan

•  Attach details o f  ihe course o f  action  that is recom m ended lo correct or effect the Change/Exception. T h is  should be split, where 
possihle. into T echn ical. R esource and Quality Plans.

•  A pproxim ate tim ings and responsib ilities for executing the C hange Plan should be entered in the "Action By” boxes.

PM 5

Appendix B - Project Management Forms
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A C C E P T A N C E  L E T T E R PM6

Appendix B - Project Management Forms

P ro jec t R e fe re n c e : 
F u n c tio n :
R e jiiim /H .O . D cp l:

Prepared by: 
Date:

P ro jec t title

PART A (to be completed by the Project Manager)

User Project M anager

Issued lo U ser on 

/ /

Product Name . Product Code.V’/.-

Product D escription, Quality Plan, Product Documents and other relevant papers are to be attached, ; : .

Part B (to be completed by the User) 

i have reviewed the above product on behalf of:

To be returned to Project M anager by

/ /

(D epartm ent, Function, etc)

The produel is accepted

The product is accepted subject to inclusion o f  the comments noted below

The product is rejected for the reasons noted below

C o m m en ts

S ig n a tu re  D ep artm en t Dale

/ /

R&D Project Management Manual
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Appendix B - Project M anagement Forms 

A C C E P T A N C E  L E T T E R  PM 6

G U ID A N C E  N O T E S O N  C O M P L E T IO N  AND SU B M ISSIO N

P u r p o s e

T he A cceptance Letter p rov ides evidence lhal the product user is p repared  to accept the  delivered product, w hich will have been 
im plem ented in accordance with the agreed Im plem entation Plan.

General

P resen ta tio n

•  T h e  Form  should be com pleted  using  c lear English with full sentences.

•  W here additional space is requ ired , attach extra pages and refer to  these in the relevant box.

•  A W ordpcrfcct p roform a is available , although the Form  m ay be completed by hand .

Person  R esponsible

•  Pan A must be prepared  by the Project M anager, and Part B by the user representative.

Timin»»

T he F orm  should be sent lo Ihe u se r w hen Ihe Project M anager is satisfied that p roduct implem entation is com plete. T he Project 
M anager should stale ihe dale by which ihe com pleted Form  should be relumed.

S ubm ission

•  The com pleted Form  should he retained by ihe Projcct M anager and referred to  during the Closure M eeting, and attached to
the Project Evaluation R eport, i f  appropriate.

Detailed Guidance on Completion

Tl»e Project M anager should com plete the details required  in Pari A. The user representative should respond by com pleting and signing 
Part B. Any com m ents entered in Part B m ust be actioned by the Project M anager - if Ihe product has been rejected, the Project M anager 
should  issue a new  A cceptance Letter once ihe u se r 's  com m ents have been actioned.

R&D Project Management Manual Appendix B/16 Version 1.0
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Appendix B - Project Management Forms

D OF R&D STAGE ASSESSMENT FORM

1. Project and Staff Details

Projeci Ttile 

Project Num ber

Projeci Leader 

2. K&I) U ndertaken  l>y:

List nam es o f  research organisations/in  house group doing the R&D

Com m ission Topic Area

Region

Nome • Performance. 
(good/average/poor)

3 . O bjectives

The overall objective lor the research:

4. Sij;ii o il

This ERSA has been: prepared by

seen by 

seen by 

accepted by

5. U ptake Slat cine tils

0 c  proposals l'i>i (;i) dissem ination and (b) im plem entation, including uptake route, for this stage are:

as Project L eader ............. / ............. / ...............

Topic L eader ............. / ............. / .................

Com m issioner ............. / ............. / ................

as C ustom er on .............../ .............../ ..............

Uptake route:

6. A pproval In P ru ce td  to U ptake S tage

The Research singe has been completed and the projeci may proceed to the Uptake Stage. Com m ents follow:

Approved by D r C I Sw inneiion, Direclor Date

R&l) Project Management Manual Appendix B/17
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Appendix B - Project Management Forms

7. Project costs (Ck) 

Cost plan

Item A pproved 
PI A

Final Revised Actual Planned Forecast Total

R&D budget Function .Others

R & D  stage

U ptake stage

- D issem ination

- Im plem entation  

Total

D o actual and planned’costs include NRA in-house staff resources?- 

State app rox im ate  NRA sta ff resource requ irem ents for dissem ination and im plem entation separately b y  year.

8. Timescales

Stage Start :>• .-Finish w , ,

Planned project (as PIA)

R esearch stage

U ptake stage, planned

- D issem ination

- Im plem entation

9. P ro jc c t O u t puls

R ef No T itle Dissem ination ,
Acceptance L e v e j^ ^

internal External

U ptake plan ; Draft R&D Digest ; R& D  m anagem ent and future
A ttachm ents: for each output 

Draft Final Report
evaluation issues

R&D Projeci Management Manual
28 February 1994
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Appendix B - Project Management Forms

END or R&D STA GE ASSESSMENT

R & l) M an ag em en t an d  1 'u ture E valuation  Issues 

1. M a iiu t't 'u m il Issues
; - :

a) Did the R&D stage achieve the objectives and outputs as specified? .-.Yes:... N o

b) Was the R&D effectively m anaged by the research contractor? Yes N o

c) Are there any o ther m anagem ent issues/lessons that need to  be recorded? ■;-VYcs;: • ‘ ,::.No

2. R esearch  Issues (to be followed u p  by fu tu re  P ro g ra m m e  A rea  Review)

f  | | ^  •:V -̂

a) Has the R A D  stage built effectively on the available base o f  present knowledge? ■:;;::Yes • N o

h) Could the same results have been achieve by an approach other than R&D? :-;';-Ycs ■: v ” N o

c .g . brainslorm /conference/extem al e ^ e r t

c) What w as the quality o f  the R & D  technically? 1 Excellent ; , ;; A verage 1 P

3. B enefits an d  V alue fu r  M oney (to be follow ed u p  by P o st-p ro jec t E valuation)

u) Is ’.he NRA likely to achieve value lor m oney from the R&D projcct w hen its com pleted? Yes No

b) Will the output briny th.; n>»!icipsled bersefils :c the NRA? Yes No

;) Set out any criteria thut could he used to assess the benefits
(o)

(b)

(c)

Poor

4. A dditional In fo rm atio n

U.^' tliis >Lviiui> to provide any explanatory inform ation for the answ ers provided above.

U&'O Project Management Manual Appendix B/19
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Appendix B - Project Management Forms

G u id an ce  Notes

These notes are designed to provide further information regarding the questions on management issues; research
issues and benefits and value for money.

E nd  o f R & D  Staj>e A ssessm ent

1. M anagem en t Issues

a) T his is a measure o f  how  successful the R&D stage was in achieving the objectives and outputs 
originally set out in the project investment appraisal. If, for any reason, the stage did not live up to 
the original expectations, a b rief explanation should be provided in Section 4.

b) An assessment o f  the perform ance o f the research contractor is useful as it provides a good indication 
o f the relative strengths/w eaknesses o f the range o f research contractors with which the NRA interacts. 
Any comments regarding such perform ance may be added in Section 4.

c) If there are any additional points, regarding the overall management (either by the NRA or the research 
contractor) o f the project, that need to be recorded they should be included here. Issues such as 
feedback from NRA staff, communications with research contractor, support from R&D staff, briefing 
from core function staff are examples o f items which could be considered.

2. R esearch  Issues ,

a) The successful com pletion o f an R&D stage w ill, in many cases, depend upon the extent to which the 
existing base o f knowledge within the scientific community was used and built upon. An indication 
o f the degree to which the research contractor used and took forward the current science rather than 
duplicating existing knowledge is required. Clarifying remarks may be added in Section 4.

b) In some instances, R&D may not be the only mechanism by which an output could be produced. 
Examples exist o f where a "brainstorm ing" session by technical experts has achieved the desired end 
result, if this is the case for the R&D stage being assessed it should be recorded w ith details in Section
4.

c) An overall assessment o f the quality o f the R&D in both scientific and technical terms is essential if  
the NRA is to be confident in utilising the output. Outputs that are scientifically excellent but 
unusable; o r scientifically poor but easily taken up by the end-user are not particularly beneficial. If 
there are any issues regarding the technical basis o f the output they should be set out in Section 4.

3. Benefits and  V alue fo r  M oney

a) T his R&D stage may be just part o f the overall R&D project. It is essential that an assessment o f 
whether the NRA is likely to achieve value for money from the whole R&D project is made. This will 
enable any adjustm ents to be made to further R&D stages or any subsequent uptake.

h) At the outset o f the project an estimation o f the potential benefits was included in the project plan. An
indication of w hether the output will achieve the benefits is needed and any explanation can be included
in S ec tio n  4.

c) After the project has completed and the output(s) taken up, a post-project evaluation may be
undertaken. This is designed to assess the project and how successful it was in achieving its original 
requirem ents. Any criteria by which the performance o f the project may be assessed should be 
included here. For exam ple the number o f samples analysed to a new limit o f detection and the 
increase in flood defence assets surveyed may be examples o f  criteria.

R&D Project Management Manual
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Appendix C - Example Summary Appraisal Form

7. Preferred O ption (giving reasons whore it is nol the lowest cost option)

T he preferred  option is for the NRA to contribute to the EU project. T his will minimise the risk o f the NRA having to possible 
develop an  integrated tool for im proved decision making and will enable the NRA to  to influence EU policy in this area .

8. Key T arg e t Dates

Plonning/SoD  Approval Running Project

Start 19/01/94 12/07/94

End 01/04/94 31/03/96

...Other Key D ates 
• [e.g . com pleijon o f  
stage/products]

The start dale for the project will be linked to the next meeting o f  the NRA’s W elland L iaison G roup 
m eeting at which a report will be given on the model from  Phase 1.

9 '"Planned Expenditure

1994/1995 
Year 1 

£-000

1995/1996  
Year 2 
£ ’000

Beyond 
199 t \ 99 

£ ’000

Tolnl : 

£ ’000

Planning

• Running the.Project:
NRA Cosls 
C ontractors 
-Implementation

1
20

1
20

2
40

T O TA L 21 21 42

Capital:"

Revenue 21 2i 42

10.-Risks, Constraints, D ependencies

Phase 2 o f  this project has been approved by the EU. there lore there is no risk associated with funding. The lead con trac to r will 
be the same as for Phase 1. W ork will only start on Phase 2 alter a satisfactory report is given to  the next meeting o f  the W etland 
Liaison G roup, in July 1994. This will again reduce risk. Progress will be closely m onitored on  a six monthly basis by the 
N R A ’s W elland Liaison Group.

11. Proposed Responsibilities

Projccl M anager Dr Miirk Everard. Wuior Quality Planner. Head Office

Project Board 
M embership

NRA W etland Li.iison Group: Paul Raven. T erry  Newm un. Richard Horrocks. Lyn Jenkins

PA B/Budget M anager Approval Dale

R&D Project Management Manual
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Appendix D - Example o f other forms

APPENDIX D - EXAM PLE O F  O T H E R  FORMS

Example of a completed ERSA can be found here.

R&D Project Management Manual
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Appendix D - Example of other forms

E N D  O F  R & D  S T A G E  A SSESSM E N T R E P O R T

; 1. Project and S taff Details

P ro je c tT ille  

Proj eci. N u m b er

iP ro je c tL e a d c r

DO and A m m onia in T idal W aters Related to  SW Q O s - Projeci Defmtlion Study

323 C om m ission A Topic Area A4

G areth L lew ellyn Region Head Office

''.'■■2 .  •R&p:Undertajieo;hy:

i>: List names of: research.organisations/in house group doing the R& D

v _ v..:;!/ . Name Performance
:(good/average/poor)

WRc pic Average

3. Objectives.

:The overall objective for the research:

T o  identify  a p rog ram m e o f  research required  to  enable Ihc NRA to im plem ent the am m onia and dissolved oxygen com ponents o f  the w ater quality classification 
schem e for estuaries .

Sigh off :

T h is ERSA  hiss been: prepared  by 

seen  by

seen by

accepted by

as Projcct Leader 

Topic Leader

C om m issioner

as Custom er on

5. Uptake Statements

T h e  p ro p o sa ls  for (n) d issem ination and (b) im plem entation , including uptake roule. for this stage are:

./........./.

T his projeci defin ition  study w as undertaken  to provide ihc basis from  w hich sensible standards tor am m onia and DO in estuaries could be developed. The 
d issem ination  should be to  the SW Q O  Business G roup and the 1995 w ater quality survey group. No specific dissem ination activities will he required. The 
p roposals sel out in ihe out pul will be taken up by the Business G roup and will feed into a further R& D  project to develop the standards.

Uptake route: C

6. Approval to Proceed to Uptake St;if*^

T h e  R esearch  stage has been  com pleted and the project m ay proceed to the Uptake Stage. Comments follow:

A pproved by Dr C J Swinnertitn. D irector W ater Date
M anagem ent

R&D Project Management Manual
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Appendix D - Example of other forms

7. Project costs (£k) 

Cost plan -

. I te m  - Approved
PIA

Final Revised Actual Planned Forecast T ota l

R & D  budget Function O thers"

x R& D  stage ; 22,741 - 23.541

U ptake stage

■ - Dissemination: - - • -

- Im plementation - - -

Total 22,741 23,541

Do actual and planned costs include NRA in-house s la ff  resources? No 

:Slate approxim ate NRA staff resource requirem ents lo r dissem ination and im plem entation separately by year.

Dissem ination: Presentation by project leader to business G roup I man day 1992/93. 
Im plementation through further R&D project approxim ately 70  m/d (93/94) 60  m/d (94/95)

8. Timescales:

Stage Start Finish

Planned projeci (as PIA)

Research stage 6/91 4/92

Uptake stage, planned

- D issem ination 4/92 6/92

- Implementation 3/93 12/94

^ Projeci Outputs

Ref No Tide Dissemination status

internal External
A cceptance Level

323/3/H O Dissolved O xygen and Am m onia in Tidal W aters 
Related lo WQOs 
- Projeci Definition Study

Limited Restricted Topic Leader

Attachments: Uptake plan ‘.Draft R&D Digest for each output :R&D m anagem ent and future
Draft Final Report contribution issues

R&D Project Management Manual
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Appendix D - Example of other forms

END O F R&D STAGE ASSESSMENT 

;R&D M anagem ent and Future Evaluation Issues

.1. M anagem ent Issues

a). Q id :the R & D .stag e  ach ieve the ob jectives and ou tpu ts as specified?

;::;b)::Wa8 lhe>R&D. cflcctively  m anaged by ihc research  contractor?

: C) Are there any other management issues/lessons that need lo he recorded?

. 2.' Research Issues (to be followed up by future Programme Area Review)

; a) H as the R & D ;stage  built effective ly  on  the available  base o f present know ledge? 

i f 'b ) 'C o u ld th e s a m e rc s i i l ts  have been  ach ieved  by an approach o ther than  R& D?

e .g . brninstorm /confcrence/cxiernalexpert

c) .\Vhat w a9 th e  quality  o f  the R & D  techn ically?

3 Benefits.ajid: Value for Money (to be followed up by Post-project Evaluation)

a) Is the N R A  likely lo achieve value for m oney from  ihe R&D projeci w hen its com pleted?

b) W ill the ou tpu t bring the an ticipated  benefits to the NRA ?

c) Set ou t an y  criteria  that could be used lo  assess ihe benefits (a)

(b)

(<•')

4. Additional Infnnnnlion

Use th is sec tion  lo provide any exp lanato ry  in form ation  for ihe answ ers provided above.

/ Yes : imo

Yes ✓ • No

/ Yes No

✓ Yes No

✓ Yes •N o

/ Yes No

✓ Yes No

Effectiveness o f  maintaining equipm ent developed to 
measure DO and NM 4

Use o f ihe standards as part o f  the GQA for estuaries

T he targeting o f  R&D resources lo appropriate costed 
options

lb .  F inally  ach iev ing  the requ ired  ob jectives ihe research  coniracio r failed on num erous occasions to  provide the cost breakdow n for the options as 
requ ired .

Ic . T he d elay  in approval for ihe SW Q O  schem e has resulted in a delayed take up o f  the output. It m ay have been  bcneficial to have left the output as a 
d raft p end ing  D o E ’s response lo ihc so he me a s  a w hole.

2b . A b ra in sto rm in g  session w as used to identify  all ihe potential options. The only aspect which m ay not have been covered by ihis approach would be 
ihe costing  o f  ihe options.
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Appendix E - Example of 1*ID

APPENDIX E - EXAMPLE R&D PROJECT INITIATION DOCUMENT (PID)

The following is an example of R&D PID, this provides the management information 
necessary for justifying the investment of N R A  resources. It provides the layout and 
format for this document with an example of the text.

T he R & D  PID is set out under standard headings so that it can be held on the R & D  
Information System (computer database) and so it conforms to the  NRA Project 
Management Procedures PIN. The amount of detail included in any P ID  should be 
appropria te  to the cost and level of complexity of the project. It is a dynamic docum ent 
which should be revised and updated throughout the life of the project, especially as each 
package or phase is updated. This will normally involve changing/adding to Sections 5, 
7, 11, 12, 14 and 15, but other Sections should be amended if necessary.

This example is for a "Medium" project which has two phases, but is relatively straight 
forward, except that within the research stage there is R& D and function budgets. It is 
important that judgem ent and advice (contact your Regional R&D Co-ordinator) are  
used to tailor the detail to the size and complexity of the project in question.

Version No. Issue Date Comment

0.2 12/12/93 First Draft for general review

R&D Project Management Manual
29 October 1993
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R & D  P R O J E C T  IN IT IA T IO N  D O CU M EN T

Appendix E - Example of PID

1. Title: Evaluation of the benefits of low flow alleviation 

R & D  Commission: B - W ater  Resources

Topic: B03 - W ater Resources Management

Proposal No: B03(89)05 Project No: 0184

R & D  Classification: Applied Strategic 

Primary purpose: Operational Effectiveness/Efficiency

2. Project L eader: Michael Howard

Post title: H ead  of W ater Resources
Region: H ead  Office
Address: Rivers House, W aterside Drive

W estern Way,
Bristol

Postcode: BSl 4U D
T elephone: 0272 624400
Fax: 0272 624409

3. R esearch  C ontractor: Flood Hazard Research Centre

Address: University of the Midlands
Queensway,
Birmingham 

Postcode: BR3 4SF
T elephone: 021 362 5359
Fax: 021 362 5403

C ontract signatory: Mrs Mary Lockit

Project m anager: Dr Miriam House

4. C ontrac t Details

Type: Competitive T ender

Start Date: 04/89 Status: As Contract 
End D ate: 03/91 Status: As Contract

R&D Project M anagement M anual Appendix 1*72
29 October 1993

Version 0.2



Appendix E - Example of 1*11)

5. Objectives

Overall Objectives:

To develop a methodology and undertake surveys on two specified low flow rivers
to obtain data for a cost benefit analysis in order for the  NRA to justify to D o E
the costs of alleviating low flows.

Specific objectives:

Phase 1

(a) To design pilot questionnaires suitable for assessing the "willingness to pay" 
for use values on the specified rivers.

(b) To undertake pilot surveys to test the questionnaires.
(c) To review and revise the questionnaire design,
(d) To consider the relevance of market price benefits on the two specified 

low flow rivers.
(e) To produce a Phase 1 report in the form of an  R&D Note, including 

details of questionnaire design and results of pilot survey.

Phase 2

(a) To devise and agree details of the proposed survey area and sample size.
(b) To undertake the survey in accordance with the agreed methodology and 

questionnaire.
(c) To analyse the questionnaire returns and provide a valuation of the 

benefits.
(d) To determine and estimate, if relevant, the m arket price benefits for the 

specified rivers.
(e) To produce a report in the form of an R& D Note, detailing the work 

performed.

6. Problem

Since the formation of the NRA in September 1989, considerable attention has 
been given both internally and externally to the problem o f  unacceptably low flows 
in some of our rivers. These are problems caused by excessive authorised 
abstractions rather than due to drought.

Most of the abstractions were authorised under the W ater Resources Act 1963 
which gave existing abstractors the right to a licence regardless of any 
environmental implications.

U&I) Project Munii^ement Miinmil
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As a first s tep  in tackling these problems the N R A  drew up a priority list of 40 
locations perceived as suffering from excessive abstraction. Within this list a "top 
20" list was drawn up representing those locations which would receive the most 
urgent attention. In most cases the cause of the low flows have been groundwater 
abstractions which have resulted in groundwater seepage to the surface being 
reduced  or halted in some instances.

This project has resulted from discussions with DoE, who have indicated their 
re luctance to approve  low flow schemes unless the  benefits have been quantified. 
This project b reaks  new ground and it is crucial that the methodology is seen as 
robust and authoritative.

This project supports  the Developmental Initiative - W ater Resources 
D evelopm ent Strategy.

P roduct descriptions

7. Deliverables

See A ppendix  1 for the com pleted Product Description Forms (PM2).

7.1 Deliverables

T ype Status 

Int Ext

No of 
copies

D ate of 
completion

Produced by

A. Short-te rm

Progress R ep o r t
(monthly) R R 7 01/07/89 Contractor
Interim  R ep o r t R R 7 10/12/89 Contractor
D raft R & D  N ote A R R 7 31/01/90 Contractor
D raft R & D  N ote B R R 7 31/01/91 Contractor

B. R esearch

Project R ecord R R 7 28/02/91 Contractor
R & D  N ote  A RR PD 50 28/02/91 Contractor
R & D  N ote  B RR PD 50 28/02/91 Contractor
R & D  Digest RR PD 100 28/02/91 Project Leader
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Item Designation Acceptance Level Uptake R ou te

Appendix E - Example of 1*11)

7.2 Project Outputs

Project Record O Project Board (b)
R& D  Note O Project Board (b)
R& D  Digest - Commissioner

Business Case

8. Background

In formulating its original list o f 40 rivers the N R A  considered a variety of 
information describing quantitative and qualitative aspects of the water 
environment relating to each case of reduced flows. T he  list represented  a best 
estimate of the most severe cases in England and Wales.

T here  are a number of methods which can be employed to add m ore w ater to a 
low flow location. Perhaps the most direct approach is to reduce or totally revoke 
the licences causing the problem. The N R A  has powers under the W ater 
Resources Act 1991 to vary or revoke licences. W here this approach is applied 
to a licence which is being used, then the N R A  is liable to compensate the licence 
holder. If an agreement on compensation cannot be agreed by the N R A  and the 
licence holder then it is determined by the Lands Tribunal. However, to date it 
has not been necessary to refer such matters to this Tribunal.

There  are a number of technical measures which can be used to augm ent flows. 
In some instances river bed lining is a possibility but this form of solution is not 
without its environmental problems.

A nother technical solution can be the introduction of a new source of w ater from 
elsewhere. Sometimes it is technically possible to pum p water from the same 
groundwater source that is also being drawn upon by the abstraction causing the 
problem. This form of solution may appear  to be a nonsense but by judicious 
design of the augmentation scheme a net gain in surfacewater flow can be 
achieved in summertime, and the groundwater allowed to recover in winter.

In the past consideration has been given to recycling of water within the river 
system whereby water from higher flowing downstream reaches could be pum ped 
and piped upstream to augment flows. To date no application of this method is 
under consideration.
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A further technical solution is to relocate the offending abstractions within the 
sam e w ater  resource. For example it can be possible to alleviate low flows by 
moving g roundw ater  abstraction Jocations further downstream within the 
catchm ent, thus allowing upstream  recovery. Although downstream flows could 
reduce  because  of the relocation the impact of this reduction is minimised due to 
higher natura l dow nstream  flows.

A lthough the N R A  has powers under existing legislation to resolve the problem, 
by revoking the licences, this is not necessarily the most cost-effective solution. 
In practice it is likely that a combination of revocation/variation and engineering 
m easures will be  the p referred  option.

Options:

A  previous project (Project 401 (Topic B3)) on this subject, explored different 
options for undertak ing  a robust a methodology. R & D  Note 486 produced the 
estim ated costs and benefits associated with the various different options. It was 
decided by the Project Board to hold a seminar to discuss the preferred approach 
to the next phase. This internal seminar was attended by:

Professor Kerry T urner ,  Clive Swinnerton, Michael Howard, Meg Postle, Simon 
Taylor, Jerry  Sherriff and John Dalton to discuss the various options.

O ptions tha t w ere  discussed included Contingent Valuation methodology, Hedonic 
Pricing m ethod, Travel Cost m ethod and a scoring method based on minimum 
ecologically accep tab le  flows. All of these options comply with the N R A ’s 
Environm ental Policy. However, in considering these it was felt that the risk 
associated with options o ther than the Contingent Valuation method would not 
be accep tab le  to D o E  and as a result the other methods were not costed in detail.

This project rep resen ts  the preferred  approach which was endorsed by those at 
the meeting, especially Kerry T urner (NRA Board M em ber) and Meg Postle the 
N R A ’s economist.

"Do nothing"

If this project is not undertaken, it will not be possible for the NRA to provide 
adequa te  justification to the D oE  of expenditure to alleviate the problems of low 
flows due to excessive abstraction.

Note: Options identified must be costed, and the benefits and risks considered. I f  a previous 
project considers options, only a reference is required, not the whole reworking o f the 
previous project.
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Context:

This project supports the Developmental Initiative - W ate r  Resources 
Developm ent Strategy, which is a "must do" activity, and has been approved in 
principle by the National PAB. Jim Davies, Economist DoE, as an independent 
expert, endorses this approach.

A  considerable amount of work has been undertaken on Environmental Im pact 
Assessment in both Europe and North America, which has given rise to 
s tatem ents of the effects of a variety of capital works on the environment.

T he  D oE  has produced a guide to "Policy Appraisal and the E nvironm ent1’ to 
enable Ministers to consider the effect on the environment of various policy 
matters, but this does not attem pt to assign specific monetary values.

T he  British Waterways Board and the Forestry Commission have undertaken  
some work to assess the value of canals and forests. Som e Sea D efence  schemes 
have attem pted an assessment of amenity benefits of beaches. O ther  studies have 
been  aimed at valuing recreational activities in river corridors.

T he  N RA  has also undertaken relevant research: Project 253 - Economic value 
of changes to the water environment; Project 237 - Review of inherited low flow 
conditions, which is relevant to this project, but do not deal specifically with

l u d o  m  n H  / J i l l  — i  1 n o f  m / T  o  m / - 1 < -x £  H / m h
11 J V./1 I W  I U  i  J  O i l U  1. i  T W 4 L ^ V i t i U U V i l l g  W V J i J t i )  C l l i U  U ^ / l l ^ l i i O  U i  1U  W  U V J V Y

alleviation which considered different options for obtaining economic benefits.

9. Benefits

Although the N RA  has powers under existing legislation to resolve the problem, 
by revoking the licences, this is not necessarily the most cost-effective solution. 
In practice it is likely that a combination of revocation/variation and engineering 
measures will be the preferred option.

T he  present approach used in selecting solutions is to choose the minimum cost 
option. However examination of cost-effectiveness does not give insight into 
whether the problems worth solving by the preferred option. T he  cost of solving 
some of the problems may run into several million pounds and this project is 
aimed at evaluating benefits so that project costs can be justified. It is likely that 
this will provide tangible benefits by increasing the cost effectiveness of the 
organisation. It will provide potential cost savings for the NRA if the low flow 
scheme proposed does not have a positive benefit/cost ratio.
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10. Assumptions, constraints and risks 

A ssum ptions

It is assum ed tha t the  Contractor will have the necessary experience to successfully 
und e rtak e  this work. It is expected tha t data collection will be  relevant and 
valuable and that d a ta  will be obtained in a timely manner. The costs given in the 
R & D  N ote  486 w ere based on 1992 prices which are  still assumed to be valid.

Constraints

Any on-site survey should be completed by October to obtain sufficient numbers 
of peop le  to give a representative sample. It is assumed that the weather in any 
one  year will still provide a robust "willingness to pay" for subsequent years.

Risks

T h e  risks are  minimised by adopting a phased approach, pre-tender selection will 
minimise the  risk of employing an inadequate  contractor. T here  is a risk that the 
results will not be acceptable to DoE, but this is minimised by ensuring that the 
m ost able con trac to r  is selected. The overall risk is estimated to be low.

Project Plan

Technical Plan

11. A pproach  

Overall app roach

This project has been divided into two phases, which builds on the work 
successfully com ple ted  as Project 401.

Q uestionnaire  design and survey to be undertaken on a pilot basis by the 
R esearch  C ontracto r, supervised by the Project Leader. These will be reviewed 
by the Project Board and there will be  direct involvement with a m em ber of the 
N R A . Phase 2 will be commenced after successful completion of Phase 1.

Policy m akers  are  represented  on the Project Board to ensure that the end-users 
receive the methodology that they are able to understand and use.

T h e  R esearch  C on trac to r  will be chosen on the basis of (a) appreciation and 
knowledge of the Contingent Valuation methodology, (b) experience of 
env ironm enta l economics, and (c) experience of questionnaire design and 
organising survey work.
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U ndertake  R&D 

External R & D  contract to:

Phase 1

(a) Design pilot questionnaires
(b) U ndertake pilot surveys
(c) Review and revise questionnaire design after results of pilot survey
(d) Produce Phase 1 report with questionnaire design, results of pilot survey 

work and statem ent of market price benefits for the two specified rivers

Phase 2

(a) Agree sample size and area for the specified rivers
(b) Produce statement of market price benefits
(c) U ndertake survey
(d) Analyse questionnaires
(e) Produce Project Record and R& D Note detailing the work undertaken  and 

the results

U ptake

Disseminati o n

Project Record for Phase 2 will be distributed to W ater Resources M anagers and 
Finance Directorate, together with R & D  Digest. Dissemination to D oE  through 
representative on Project Board. The R & D  Note will be externally available to 
Public Domain.

Implementation

O n successful completion of the project the function will organise a seminar and 
training session to explain and ensure that the methodology is used by the relevant 
staff when preparing a case for alleviation of low flows.

Custom er Acceptance Level: Commissioner

12. Targets and timescales

Phase 1 Month
(a) Questionnaire design 3
(b) Pilot study completed 6
(d) Phase 1 report 9
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Phase 2
(a) A gree sam ple  size and area JO
(c) U n d e r tak e  survey 12
(e) D raft Project Record and R & D  Note 22
(f) Finalise R & D  O utputs  24

See A ppendix  2 for a G an tt  chart which diagrammatically shows this. 

R esou rce  Plan

13. O rganisation

Project O rgan isation

T h e  Project Board  will consist of:

C hair of Project Board, 
Senior E nd  User, 
Technical U ser, 
In d ep en d en t Advisor, 
Topic  Leader ,
Project Leader,
R & D  C o-ord inator,

Clive Swinnerton, Director o f  Water M anagement; 
Jerry Sherriff, Head o f  W ater Resources;
M eg Postle, NRA Economist;
Jim Davies, D oE  Economist;
Joan Bloggs, Regional Water Resources Manager; 
Michael Howard; and 
John Dalton.

F or this project the Project Board, excluding the Director, will also perform the 
function of the Quality Review Panel.

T h e  Project Board  will review the Phase 1 report and give approval for Phase 2. 

Project M onitoring

Project will be m onitored by Project Leader and R&D Co-ordinator through 
regular meetings with the Research Contractor. Reports  will be made monthly, 
in writing, to the Project Board.
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Outline Cost Plan

Project Stage N R A  M anagement N R A  External Total
--------------------------------- In- Contractors

Function R & D  house

14. Costs

Project Appraisal 1200 1000 - - 2200

U ndertake  Phase 1 
Research Phase 2

2000 1000 
4000 2000

3300
4800

19500
72500

25800
83300

Uptake Estimates, see below 16000

Authorised Total 127300

U ptake costs will mainly comprise NRA function staff costs, estimated as 200m- 
days principally for dissemination workshop and subsequent implem entation. 
Latter costs are significant since operational staff in each region will need to 
implement new techniques.

Staee Cost Schedule

Stage: U ndertake R&D Work Package : R&D Contract, Phase 1

Item Cost Notes

Staff 7500 30 m-days

Travel & Subsistence 1000

Capital items -

Consumables 2000

Subcontract 6000 M arket- 
survey pic

Deliverables 1200

O ther Costs 1800 Develop
program

Total for Phase 1 19500
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Budget P lanf£l

Item Assumed Financial Year Total
Start

89/90 90/91

Proiect A ppraisal and  U ndertake  R & D  costs

1. W ork U n d er tak en  through R & D  
budget

(a) C ontrac to rs
- R & D  contract, Phase 1
- R & D  Contract, Phase 2
- D issem ination workshop

04/89
01/90

19500
19000 53500

1000

19500
72500

1000

(b) N R A  In-house costs 3300 4800 8100

(c) Project M anagem ent (R & D  C o­
o rd inator)

2000 2000 4000

Total R & D  budget 43800 61300 105100

2. W ork u n d e r tak en  through core 
function budget

- Project m anagem ent 
(P roject/Topic  Leader)

3200 4000 7200

Total Function budget 3200 4000 7200

Total Project A ppra isal and U ndertake  
R & D  cost

47000 65300 112300

U p tak e  costs to core  function - 
provisionally 1991/92

15000*

A uthorised  Total 127300
* U p tak e  need not necessarily be done in 1991/92 and could be held over.
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NRA Staff Resource Plan (m-days)

Item Financial Year Total

89/90 90/91 91/92

1. Function staff

- N RA  Project Management 20 20 - 52

- Undertaking Research 25 11 - 36

- U ptake - - 200* 200

Total Function staff 45 31 212 288**

** Comprises 280 days Regional staff and 8 days Head Office Staff

2. R & D  Co-ordinator 13 15 8 36
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Funding  Plan for R & D  Program m e Budget 

O R IG IN A L  B U D G E T  A L L O C A T IO N  (£k)

From : --------  N R A  Project Budget -------  External bodies

To: C on trac to r N R A (Internal) Total Contractor

Pre  1989 0.0 0.0 0.0 0.0
1989/90 38.5 3.3 41.8 0.0

1990/91 53.5 4.8 58.3 0.0
1991/92 0.0 0.0 0.0 0.0
1992/93 0.0 0.0 0.0 0.0
1993/94 0.0 0.0 0.0 0.0
1994/95 0.0 0.0 0.0 0.0
1995/96 0.0 0.0 0.0 0.0

Total (k) 92.0 8.1 100.1 0.0

F U N D IN G  S O U R C E S  F O R  N R A  P R O JE C T  B U D G E T  (%)

Financial year: 1989/90 1990/1 1991/2 1992/3 1993/4

G ran t  In Aid 0 0 0 0 0
W ate r  Resources 100 100 0 0 0
C harges For DischargeO 0 0 0 0
Flood D efence 0 0 0 0 0

T otal % 0 0 0 (I 0 #

15. Quality Plan

T h e  Quality Review Panel will review:

D raft R & D  Note on the Phase 1 report; and the 
D raft Project R ecord  and R & D  Note from Phase 2.

T h e  R & D  Note for Phase 1 will be formally reviewed, with the Head of W ater Resources being the 
C hair of the Quality Review Panel. This output must show that a robust methodology is likely to 
be achieved from Phase 2.
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The review of the outputs from Phase 2 will be undertaken by a postal review, with the  above 
documents being sent to the members of the Quality Review Panel (see Section 13. Project 
Organisation). The Panel will have 4 weeks in which to review these docum ents and return 
comments.

The criteria which will ensure that the outputs are acceptable are that the outputs are  easy to read, 
provide a robust, workable methodology, that is understandable to the practitioners.

16. Overall Appraisal

The project is fully justifiable as supporting the Developmental Initiative - W ate r  Resources 
Developm ent Strategy. T he  potential benefits far outweigh the expected costs of this project.

Project L e a d e r :______________________  Date:

Topic Leader: ______________________  Date:
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Appendix 1 - Product Descriptions
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Appendix 2 - Gantt Chart
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Example o f  a filing system with documents referenced and who is recommended to hold 
them.

Appendix F - Example of file records
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APPENDIX G - STANDARD CONTRACT

This is an example o f  a the R&D Standard Contract (April 1990) with guidance note. Also, 
there is an example o f  a Memorandum of Understanding.

Version No. Issue D ate Comment

0.2 12/12/93 First Draft for general review

1.0 28/02/94 First issue of Manual

R&D Project Management Manual
28 February  1994
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The following is an example of Schedule 1 - Supplementary Conditions, which has been 
approved by the NRA legal department which has been used with NERC contracts. Other 
examples can be produced of clauses that have been agreed to be altered.

SCHEDULE 1 - SUPPLEMENTARY CONDITIONS

Cl 1.1 Contract Year

The term "Contract Year" is taken as the fiscal year from 1st April to 31st 
March in the following year.

Cl 2.7.1 Progress Reports

The contractor shall provide 5 copies of a 2-3 page progress report on 
___________containing the following information:

a) The technical progress of the Work for the appropriate reporting 
period.

b) Interim results or conclusions of interest to the Authority.

c) The cost of the Work during the reported period in relation tO Cciv< 11 
category of expenditure.

d) An estimate of the total costs of the Work at the date of submission of 
the report, under each category of expenditure.

e) An estimate of the costs of the Work for the next reporting period.

f) The programme to be followed in the next reporting period.

g) A review of factors likely to affect the satisfactory completion of the 
Work in accordance with timescales and budget.

The progress report will be sent within two weeks of the end of the reporting 
period. Information on points c, d and e will be provided in outline only.

The financial statement (one copy - unbound) giving detailed information on 
points c, d and e will be sent within six weeks of the end of the reporting 
period.

The Authority reserves the right to arrange project review meetings following 
receipt of reports. In addition the Authority reserves the right to call meetings
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Cl 2.7/2.8

Cl 2 .9 .2

Cl 2 .9 .3

Cl 2.9.5

at other times as set out in clause 3.4.2. The costs of these additional 
meetings will be borne by the NRA.

Interim and Final Reports

1) Interim Report by ( copies).

2) Draft Project Record by ( copies).

3) Draft R&D Report by ( copies)

4) Project Record by ( copies)

5) R&D Report by ( copies).

All report format specified in NRA Guidance Note on R&D reporting, R&D
Note 180.
Publication of Results bv Contractor

Delete: in toto

Insert: Neither party to this contract shall publish any information or the 
results of this contract without the written agreement of the other 
party, which agreement shall not be unreasonably withheld.

Use of Work or Results for thesis or degree

Delete: in toto

Insert: Neither party to this contract shall use or permit any other person 
to use the work or the results arising from the contract for any 
thesis or degree without the written agreement of the other party, 
which agreement shall not be unreasonably withheld.

Acknowledgement of Authority funding in any publication

Delete: in toto

Insert: Any publication shall contain an acknowledgement that the work 
was carried out under contract ie. funded by the Authority and is 
published with the agreement of the Authority.
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Cl 2.9.7 Supply of Publications 

Delete: in toto

Cl 2.10.2

Insert: The contractor shall within ten days o f  receipt of copies of the 
publication, supply the Authority free of charge with five copies o f  
any publication or such number as stated in the schedule.

Patent Rights

Delete: in toto

Cl 2.10.3

Insert:

Delete:

Insert:

Computer Software

Cl 2.11.1

Cl 2.11.2

The results and any patent rights arising from this contract shall be 
jointly owned by the Authority and the Contractor,

in toto

Arrangements for registering any patent rights and for the 
commercial exploitation of any invention or design including the 
distribution of royalties or similar income shall be on Terms and 
conditions to be jointly agreed between the Authority and the 
Contractor.

Delete: in toto

Insert: Neither the Authority nor the Contractor shal! licence software 
produced under this contract to any third party or incorporate the 
same into other software owned by either party in identical 
substantially identical form, without prior written agreement 
between the Authority and the Contractor. That agreement shall 
not be unreasonably withheld by either party.

Delete: in toto

Insert: Neither the Authority nor the Contractor shall disclose the 
programmes or associated documentation or any part thereof 
to any third party without prior written agreement between 
the Authority and the Contractor. That agreement shall not be 
unreasonably withheld by either party.
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Accounts 

Cl 2.12.2 

Cl 2 .12.3

Cl 2.13 

Cl 2.13.1

Cl 2 .13.3

Cl 3.6.5

Cl 3.7 .3  

Cl 3 .9 .2

Add Cl 2.1

The contractor shall provide software in an IBM PC compatible format 
unless otherwise agreed with the NRA. Choice of software packages shall 
follow consultation with NRA IS staff.

Delete: in toto 

Delete: in toto

Inse r t:  The Contractor shall maintain separate records of all projects
specific expenditure and charges and make such records available 
to the NRA at a mutually agreeable location off the contractor’s 
premises".

Invoicing

Invoicing for work shall be quarterly, in arrears in accordance with existing 
arrangements between the contractor and NRA.

Each invoice should be submitted within 6 weeks of the end of the period 
covered by the invoice.

Capital items

This clause shall not apply.

Adjustment for inflation

1992/93 rates have been used throughout the contract. The rates for future 
financial years will be based on the latest underlying percentage change 
for the Retail Price Index (RPI) over the previous 12 months, as published 
by her Majesty’s Government in January of each year.

Payment of invoices

Delete: in toto

Insert: Each invoice shall be paid in full until the aggregate sum paid
reaches 90% of the total contract sum. The final 10% shall be paid 
when the Authority certifies the contract to be completed to its 
satisfaction.
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Cl 4.1.4 Add: "Such expenditure shall include the redundancy costs of any staff
specifically employed for the contract (for example limited period 
appointees).”

Cl 4.1.5 Delete: "...... less any sum payable to the Authority for damages for breach
of Contract".

Add: "The Authority retains the right to recover any losses sustained 
through a breach of Contract".

Cl 4.8 Value Added Tax

Delete: in toto

Insert: "Value Added Tax at the applicable rate, if appropriate, will be 
payable by the Authority".

Cl 4.14 Publicity about work

Add: "Such agreement shall not be unreasonably withheld".

Ownership and rights to results

Delete: in toto - 4.15.1, 4.15.2, 4.15.3 and 4.15.5 

Insert: 4.15.1

All rights in the results of the contract, including any copyright or 
right to apply for patent or any other form of intellectual property 
rights ("the proprietary rights") shall vest jointly in the Contractor 
and the Authority. The Contractor shall promptly inform the 
Authority of any result capable of being patented as a proprietary 
right which may arise in consequence of the Contract. 
Arrangements for registering any patent rights and for the 
commercial exploitation of any invention or design including the 
distribution of royalties or similar income shall be on terms and 
conditions to be jointly agreed between the Authority and the 
Contractor.

Cl 4.1 Termination by the Authority
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APPENDIX H - REFERENCED R&D NUMBERED PAPERS AND OTHER NRA 
DOCUEMENTS

List of referenced R&D numbered papers and other papers

Appendix H - Referenced R&D numbered papers

R& D numbered 
paper

Title

R&D(92)1 A 1 R&D expenditure on National projects

R&D(92)16 Note on appointment of management support for Topic Leaders

R&D(92)25 Note on Operational Investigations

R&D(92)28 Interim measures for completion of R&D outputs and research 
stage

R&D(93)3 Independent advisors for R&D projects

R&D(93)7 Schedule of Commission, Topic Areas and Topic Leaders, R&D 
contact Points and R&D Co-ordinators

R&D(93)16A Commercial issues related to R&D projects

R&D(93)17 Planning and development of strategic R&D projects

R&D(93)20 Topic Investment Appraisal

R&D(93)22A Proposed approach to programme area reviews

R&D(93)23 Draft Schedule of on-going projects and proposed new starts

R&D(93)33 Scientific Papers on NRA Research and Development

R&D(93)34 Special Single Tender Action situations relating to R&D

Nole:
1 T his paper is likely lo he reviewed in the near future and reference in the text will need lo refer to the latest paper

w hen available.

R&D Project M anagement Manual
28 February  1994

Appendix H/l Version 1.0



Appendix H - Referenced R&D numbered papers

List of other NRA refereed documents

R&D Note 180 Guidance Note on the Production of R&D Output for the 
NRA

NRA Volume 7 Policy Guidance Note on the application o f  the Financial 
Memorandum and Scheme of Delegation

NRA Volume 9 Procurement Manual

NRA Volume 14 Project Management Procedures

NRA Economic Appraisal Manual
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APPENDIX I - GLOSSARY

GLOSSARY OF TERMS

Cross-references

Cross references to terms in the glossary will be shown in Italics. Cross references to key 
sections in the text of Parts A or B will be shown in square brackets thus [ ].

Sources

The glossary has been developed from the language in use in the NRA R&D environment 
(see list in Appendix H  and, where appropriate, from other glossaries. Where a term has 
a definitive source this is noted, although definitions are not necessarily verbatim, but are 
strongly influenced by the source wording. It is expected that R&D Coordinator should have 
copies o f  these documents for reference.

Reference Source

A Cabinet Office: R&D Assessment. A Guide for Customers and
Managers of Research and Development. (HMSO 1989).

B Policy Appraisal and the Environment (HMSO 1991).

C HM Treasury "Green Book". Economic Appraisal in Central
Government - A Technical Guide for Government Departments (HM 
Treasury 1991).

Version No. Issue Date Comment

0.2 12/12/93 First Draft for general review

1.0 28/02/94 First issue of Manual
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Activity

Annual R&D Programme 
Review

Appraisal

Approval

Assessment

As of Date

Authorisation

Benefits

Budget Manager

Business Need

Change Control

Task or job to be done within a specified time frame, usually 
requiring resources and incurring cost.

Annual review of the R&D programme to confirm 
on-going projects and decide which new project are started in 
the next financial year.

Defining of objectives, examining options and anticipated 
outputs and weighing up costs and benefits in order to decide 
whether to undertake (or continue with) a project or group of 
projects (see Investment Appraisal). (Source C).

Formal acceptance (usually on technical/management criteria) 
of a deliverable which does not imply any exercise of powers 
under the Scheme of Delegation (see Authorisation).

Term used to describe the processes o f  appraisal, monitoring 
and evaluation (Source A).

Date on a cost schedule or progress report for which the report 
is valid (see Submission Date).

Formal sanction to take a course of action under the powers 
given in the Scheme of Delegation. Authorisation generally 
refers to the sanction to spend NRA funds (see Approval).

Value or utility of the outputs of R&D. The benefits of a 
policy will generally also be the final objectives of a policy, but 
there could be beneficial side effects. Benefits may be stated 
gross (as defined above) or net of costs and adverse side 
effects. (Source A).

Head of R&D and usually Regional R&D Contact Point, who 
are responsible for the budget of the portfolio o f  R&D projects 
in Head Office and the Regions. May take on responsibility 
for roles of PAB in small projects.

Part of the overall business strategy o f  the NRA. The outputs 
of a project should specifically fulfil a business need.

Formal process through which changes (to cost, schedule, 
outputs, benefits etc) to the Project Plan and Project Initiation 
Document are introduced and evaluated prior to their 
adoption/rejection.
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Collaboration

Commission

Competitive Tender

Completion

Constraint

Contingency Plan 

Contract

Term used to describe some form of shared commitment with 
another organisation to a project either:

• co-funding
• contribution in kind
• liaison.

Portfolio of R&D projects undertaken by any NRA core 
function. These have been arranged into seven commissions:

- A Water Quality
- B Water Resources
- C Flood Defence
- D Fisheries
- E Recreation & Navigation
- F Conservation
- G Cross-functional issues.

R&D issues are co-ordinated at the Function Committee
(customer) level in each commission by a nominated member 
o f  the Committee who is termed the R&D Commissioner. 
Commissions are further sub-divided into Topic Areas.

(CT) le n d e r  where three or more organisations are asked to bid in 
competition with each other. Assessment of the tenders will be 
on both cost and technical grounds.

The formal end point of a contract (see also Project Closure).

Defined restriction or limitation imposed that is likely to 
influence the scale, pace, direction or undertaking of a project 
or an activity within a project.

Predefined measures to minimise or negate the adverse effects 
o f  a, risk or threat, should it occur.

Legally binding agreement between the NRA and another 
organisation which is carrying out work on its behalf. The 
usual contract for R&D is the N R A ’s "Standard Conditions of 
Engagement for Research Contracts".
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Cost Plan 

Customer

Customer Acceptance Level 

Definition Study 

Deliverable

Dependency 

Detailed Plan

Discounted Cash Flow 
(DCF)

Dissemination

Document Status and 
use Note (DSN)

Driver

Economy

Document detailing all items of cost associated with the 
project, in the same work breakdown as the schedule plan. 
Developed at Project Initiation Document stage and updated 
after each subsequent stage to reflect improved accuracy as 
more information becomes available.

Person or group who have commissioned the R&D Project. 
This is usually a Function Committee but, for collaborative or 
cross-functional projects, may include another party.

Level in the NRA hierarchy at which final acceptance of 
project outputs is signed off prior to the End-of-Research Stage 
Assessment.

Study undertaken, usually at the Project Initiation Document 
Stage, to appraise and evaluate a number of possible project 
options and to recommend a particular course of action.

The R&D Project will produce various "products" according to 
the Project Plan. They comprise, not only the Project and 
Research Outputs but also the information required for 
management and assessment. In total these represent the 
deliverables, of which the Project Plan itself is one (Source A).

Relationship between project activities where the start of one 
activity is contingent upon the completion of another.

Developed throughout the project from the outline plan, 
breaking down the forthcoming stage into manageable activities 
that are the responsibility of named individuals.

Mathematical technique applied to financial and economic 
appraisals which enables the comparison of costs and benefits 
occuring at different times by calculating a present value for 
each.

Delivery of project outputs to the end-user (see Uptake).

Form on which the dissemination status and statement o f  
use for an output is recorded.

Rationale for undertaking an R&D project.

Extent to which the input o f  resources, and hence, cost is 
minimised.
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Efficiency

End-user

End-of-Research 
Stage Assessment (ERSA)

Effectiveness

Executive Group (EG)

External Cost

Financial Memorandum 
(FM)

Format

Frascati Definitions 

Function Committee

Implementation

Extent to which objectives are achieved. An effective R&D 
Project is one which achieves all its objectives and delivers all 
expected benefits. It is a measure of value for money. 
Effectiveness is different from efficiency. (Source A).

Term used to describe how well a project was conducted 
compared to its plan. It also includes how well the project 
management systems worked.

Person(s) or group who use the outputs from the R&D Project. 
This may be NRA operational staff, an NRA Working Group 
or could be external bodies.

Assessment at the end of the Undertake Research Stage 
which:

• reviews the efficiency of cost effectiveness of the project to 
date

• provides a detail plan of the Uptake Stage
• is the key control/decision document on when/if uptake 

should start.

Team of Directors and Regional General Managers of the NRA 
who are responsible to the NRA Board for the management of 
the NRA.

Costs that relate to payments made to an external contractor or 
supplier as distinct from being incurred through NRA staff.

Rules on financial, staffing and other matters through which the 
Department of the Environment administers control over the 
NRA. Compliance with this document is mandatory.

Layout and appearance of an output.

See R&D Classification.

Committee, comprising the Head of Function, the Regional 
Function Managers and Function Officer which is responsible 
for identifying key issues relating to the function, developing 
function strategy and business plans and generally setting 
guidelines for operational staff.

Putting the project outputs into use by the end-user (see 
Uptake).
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Lifecycle

Matrix Management 

Milestone

NRA Board

Nominated Officer

Operational Investigation 
(01)

Operations Team (OT)

Outline Plan 

Output

Output specification 

Permanent Document

Internal Cost

Investment Appraisal

Cost of activities carried out by the NRA itself (see External 
Cost).

Term for appraisals which take into account all economic costs 
and benefits. It includes an appropriate level of cost/benefit 
analysis and cost effectiveness analysis. (Source C).

See Project Lifecycle

Method of effectively managing individuals from different 
Functions or Regions. Matrix Management in projects involves 
people holding several roles simultaneously and results in their 
being responsible to more than one manager.

Planned indicator which highlights a specific point of 
achievement in the project. Milestones are usually considered 
as targets and are useful for monitoring overall progress. 
(They are presented in schedule plans as activities with zero 
duration). (Source A).

Body, appointed by government, which is responsible for the 
overall performance of the NRA.

Person who is responsible for the NRA’s obligations under 
contract.

Project undertaken through a Regional budget which provides 
new information needed to help resolve an operational issue in 
a particular Region. An 01 is not a part o f the R&D 
Programme.

Team, led by the Director of Operations, and comprising the 
Regional General Managers, which is responsible for co­
ordinating the NRA’s operational activities and implementing 
new policy.

Initial plan developed in the early stages of a project and 
which will evolve as the project progresses.

See Project Output.

Detailed specification of outputs.

Document produced as a project output which will not be 
superseded by any further outputs from the same project.
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Phase

Point o f  Uptake

Post Project Appraisal 
Stage

Primary purpose

Processing activity 

Programme 

Progress Report 

Project

Project Authorisation Stage

Term describing the part of the project for which authorisation 
has been obtained. It is necessary to have a reappraisal before 
proceeding further. A phase may comprise of one or more 
stages.

Target towards the end of the Undertake Research Stage at 
which all the outputs have been accepted by the customer. It 
is followed by a decision on when to start uptake at the End-of- 
Research Stage Assessment.

Lifecyle stage of a project when a post-implementation 
review o f  a project is carried out to assess the degree to which 
the expected benefits have been achieved. It measures the 
"effectiveness" of a project.

Generic reason for carrying out R&D in the NRA. There are 
four primary purposes:

• "statutory duty" - to improve its ability to carry out 
statutory duties

• "policy development" - to improve its efficiency or 
effectiveness in carrying out its business

• "operational effectiveness/efficiency" - to support its 
Policy development

• "underpinning knowledge" - to increase its general 
knowledge and understanding.

Work done by a team.,other than the Research Contractor, on 
developing outputs from research contracts to form the project 
outputs.

Collection or portfolio of projects. The R&D Programme 
comprises all R&D projects being undertaken or planned to be 
undertaken.

Standard report summarising key events, costs, changes to the 
plan, milestones achieved, slippage, future events, risks, and 
issues.

See R&D Project.

Lifecycle stage of a project during which the Project Initiation 
Document is carried out, the project authorised and the Project 
Budget Authorisation issued.
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Project Closure Stage

Project Initiation 
Document (PID)

Project Leader 

Project Lifecycle

Project Output

Project Plan 

Proposer

R&D Classification

R&D Commissioner 

R&D Committee

Project Budget
Authorisation

Document issued following Project Authorisation (PBA) 
which confirms the funds which are available to undertake the 
project.

Lifecycle stage of a project designed to ensure that all 
deliverables have been accepted and all costs correctly 
allocated. At this point the project is considered complete.

Document setting out the economic justification o f  a 
project in terms of economic costs and benefits.

NRA officer appointed to assume day to day responsibility for 
management of the project throughout its life.

Sequence of defined stages over the full duration of a project 
comprising Identification, Summary Appraisal, Research 
Contractor Selection, Project Initiation Document, Project 
Authorisation, Undertake Research, Uptake and Project 
Closure.

Product of an R&D Project. This may comprise documents, 
software, equipment or videos. Research Output is also used 
to describe the research product which a contractor delivers to 
the NRA and which may require further work to form a project 
output.

Key project management document, produced as part of the 
Project Initiation Document Stage. The plan contains details on 
technical, resource and quality plans.

Person who proposes a potential project by completing a 
submission for an R&D project.

Definition of types of R&D according to the degree to which 
a project is focused on a particular end-application, based on 
the Frascati Manual:

• basic research
• applied research with strategic aims
• applied research with specific aims
• development.

Person on a Function Committee who represents the 
committee as customer for the R&D Project (see Commission).

Committee with Core Functional and Regional representation 
which advises the Head of R&D on the management of the 
R&D Programme.
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R&D Contact Point

R& D  Information System

R& D Programme

R& D Programme Working 
Group.

R& D Project

R&D Section

Regional General Manager 
(RGM)

Regional Management 
Team (RMT)

Regional R&D 
Co-ordinator

Release Status

Research Contractor 
Selection Stage

Person in each Region who is the focal point for all R&D 
matters and who is generally a member of the Regional 
Management Team.

Computer based information system used as a tool to monitor 
various aspects of the R&D Programme, especially Project 
Initiation Documents, project expenditure and outputs. It 
consolidates all Regional information into a single national 
database.

Programme of R&D projects being undertaken or planned to be 
undertaken. The R&D Programme in managed on a Regional 
basis and is reviewed annually.

Reference group of core functional interests which
helps finalise the R&D Programme following the annual
review.

Project undertaken by the NRA to address a national 
opportunity, problem or need through R&D.

Head Office group, led by the Head of R&D, which is 
responsible to the Chief Scientist for co-ordinating the 
management of R&D.

Person responsible to the Chief Executive for all activities 
within an NRA Region.

Team of Regional heads of department who, with the 
responsible for the management of all activities within an NRA 
Region.

Key person in each Region who is the first line of support 
and advice to Project Leaders. Is also responsible for reporting 
on the Region’s portfolio of R&D Projects to R&D Section.

Category defining the extent to which deliverables may be 
communicated a) within (Internal) and b) outside (External) the 
NRA.

Lifecyle stage of a project in which tenders are sought 
and a research contractor is selected.
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Research Output

Resources

Risk

Schedule

Scheme of Delegation 
(SoD)

Scheme of Delegation 
Co-ordinator

Short-term document

Single Tender Action 
(STA)

Sign Off

Sole Source Tender 

Stage

Stakeholder

Retention Percentage (usually 10%) of invoice value retained by the NRA 
and released to the Contractor with the final account on 
completion of the Contract.

Product from a Contract or work package which requires 
further processing to produce a Project Output.

People, equipment, or facilities required to undertake a project.

Recognised potential occurrences or threats that would 
jeopardise the success of the project.

Activities of a project arranged sequentially in a time 
framework.

Document, approved by the DOE, defining the powers and 
duties which are delegated to the various tiers of management 
in the NRA.

Person, in each Region, from whom advice and
guidance regarding the SoD and the Financial Memorandum
may be sought.

Document, produced as a deliverable from the project but 
which has a limited designated life e.g. an Interim Report.

Tender where only one contractor is invited to bid (see also 
Sole Source).

Formal process to agree that deliverables meet, and are fit for 
the purpose required. It is also used to record comment of 
deliverables before acceptance.

Special case of STA where there is only one potential 
contractor v/ho can meet the terms o f  reference and tender 
selection criteria:

Structured step in a project, with specific objectives and a 
defined review at the end. The stages together form the 
framework of the project lifecycle.

Person or group who has a vested interest in a project but who 
does not take an active part in its management or undertaking.
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Submission 

Submission Date 

Success
<r ’

Summary Appraisal Stage 

Target

Tender Documents 

Topic Area

Topic Investment Appraisal 
(TIA)

Topic Leader

Undertake Research Stage 

Uptake Stage

Steering Group ■ Group established to monitor a project and to advise the Project 
Leader in the resolution of issues and providing guidance. The 
group may be purely advisory or may have an executive 
function.

Completed form proposing to the NRA an issue which might 
be addressed by an R&D Project and which describes the 
benefits resulting.

Date when a cost, schedule or progress report has to be 
submitted. This is a finite time after the "as of date" as it 
takes time to compile a report.

A successful project is one which delivers the planned benefits 
and meets all agreed cost, schedule and quality targets.

First lifecycle stage of a project during which the need, 
opportunity or problem is identified and accepted/ rejected for 
further consideration.

Quantified objective within a defined timescale. Usually shown 
as a milestone on schedule plans.

Set of documents which are sent to prospective contractors on 
which they bid to undertake work for the NRA.

Sub-division of Commission which focuses on a defined area 
of interest.

Investment appraisal, reviewed annually, covering the group of 
projects in a Topic Area including the schedule of on-going 
projects and proposed new starts.

Person responsible for developing and achieving the objectives 
for a particular Topic Area. He/she maintains an overview of, 
and acts as a national focal point within the NRA for R&D in 
the Topic Area. This person also has a key role in identifying 
and directing R&D Projects.

Lifecycle stage(s) of a project in which research and 
development work is carried out and the outputs are completed. 
The work itself may be done by a contractor and/or NRA staff.

Lifecycle stage of a project when the outputs are disseminated 
and implemented.
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Uptake Route

Variations 

Work Breakdown

Work Package

Three possible routes for Uptake which apply to:

a) Projects with self evident benefits
b) Projects with major resource/policy implications
c) Projects which feed into another project or development 

activity. (

Formal changes to Contracts.

Hierarchial structure comprising sequences of activities needed 
to complete a project, each level of the structure being more 
detailed than the next higher level. Each grouping o f  activities 
is called a work package.

■i ' 

Generic term to describe a grouping o f  activities in a project. 
For example a ‘Stage’.
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