 Project Initiation Document (PID) 
A Project Initiation Document (PID) is a structured document that brings together the key information to start your project on a sound basis.  Basically it is the “who, why, where, when and what” part of the project.  The PID defines all major aspects of the project and forms the basis for its management and the assessment of its overall success; writing the PID is an essential part of the project management process. 
There are 12 headings in this example; not all of them may be relevant to every projector every organisation and additional headings may be needed.  A PID is an internal document to help the organisation clarify the project; it forms the internal contract between the project delivery team and the board/group/committee that is overseeing the delivery of the project. It is generated from a project brief or development or business plan; much of the information overlaps.


Each section must be as clear and succinct as possible to help those delivering the project in the future; a long and complicated document is less likely to be used.  A PID is a working reference document.  Proposed changes to your project will need to be justified against what is set out in this document.  
Project Initiation Document (PID) 

1
Background 

Context – why we are doing it, how and where it fits with our organisational structure and aims, where does it fit in the wider context? - stakeholders and partners – who are the key players in the project and why?
References - how we got where we are – history, research, track record, experience

2
Project Definition 

Vision /Aims/Outcomes - method of approach – justification for doing it this way, what quality standards will we be working to?
Scope – how wide will we set the project boundaries, what is practical and realistic and what is not?
Objectives – these will achieve the desired outcomes
Outputs/Deliverables – what are we going to do to achieve the outcomes?
Constraints – what will stop us and what will help us? 
Exclusions – what is not included in the project 
Interfaces - how the project fits into overall management of the organisation - and relationships with partners
Assumptions – what assumptions are we making?  Are we assuming that others will support our way of working, have we taken into account the views of others, are we making assumptions about need, funding streams etc.

3
Initial Business Case 

Needs assessment – what research have we done to prove need, have we asked clients?
Benefits – what will be the positive benefits of running this project?
Beneficiaries (who) – target user group
Numbers – do we know how many people are likely to benefit, have we any experience or prior knowledge to base our figures on, are we guessing at this stage?
Marketing and Access – how will we tell people about the services we will offer, how will they be able to find out about us, do we need to alter location, method of communication etc?
Other players – who else is operating in the same field of work, the same geographical area in all the other sectors? 
Sustainability / exit or succession strategy – how are we going to keep things going, are we going to rely on service level agreements, have we got any means of generating income for example do we have a building we could rent out to other organisations?   What is our strategy for making sure the project can continue?
4
Initial Project Plan 


You can use planning charts, Gantt charts or software like MS Project to help you.

Assignments (tasks) – who will do what within the project, are they staff, volunteers, trustees, and partners?  Do you need work plans for individuals?
Timings – when do actions need to be accomplished by?  Are there set measurement points along the way
Estimated Effort - Staff time, volunteer time, trustee time, committee time 

5
Budget
Costs – can these be justified, have you built in predictable cost increases?
Year on year cash flow forecast – setting out the expected project income and expenditure

6
Quality Plan 

Expectations -what can users expect as a reasonable standard of service?

What staff and volunteers can expect?

What partners can expect? 

What investors can expect?

What quality framework will you be using? 
7
How the work we do will be tested?
Monitoring, performance indicators – setting out what we need to record, note, report on the activities we propose to undertake.
Evaluation – what methods of judging the successes and failures will we be using, should we build in provision for an independent external evaluation at specific periods during and after the project, how will this inform our work

8
Risks 

It is essential to identify possible risks within a project and look at simple strategies for managing them.  This helps to focus attention and allocate resources where most needed.  By allocating responsibility for monitoring problems at the outset, we do not neglect risks. 

Contingency Plan – set out the processes for dealing with problems, unforeseen events, staff changes, under performance of staff, unpredictable cost increases, late payments from funders.
9
Project Organisation Structure 

People – their roles within the project, job descriptions, line management, responsibilities of staff, volunteers and trustees.   

10
Project Controls 

Project Boards – It is worth using a small project board to manage the project

Roles and responsibilities of the Project Manager

Reporting processes – what does the organisation need, what do partners need, what do investors need?

11
Exception Process 

Under what circumstances do we make changes when things are different to what was expected - who makes those decisions, do we need to check with partners or investors that the proposed changes are acceptable, what justification do we have for making the changes? 

12
Filing Structure 
Project documents – set out in advance where and how project information will be stored, who has access, are there confidentiality issues, are there data protection issues? 
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