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EAC  Estimate at Completion  
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EV  Earned Value  

EVM  Earned Value Management  

FF  Free Float or Finish-to-Finish  

FFP  Firm Fixed-Price  

FFS  Fees for Services  

FPIF  Fixed Price Incentive Fee  

FS  Finish-to-Start  

FTE  Full Time Equivalent  

GERT  Graphical Evaluation and Review Technique  

HR  Human Resources  

IFB  Invitation for Bid  

ISO  International Organisation for Standardisation  

IT  Information Technology  

LF  Late Finish date  

LOE  Level of Effort  

LS  Late Start date  

NT  National Treasury  

OBS  Organisation(al) Breakdown Structure  

PALAMA  Public Administration Leadership and Management Academy  

PC  Percent Complete  

PDLC  Product Development Life Cycle  

PDM  Precedence Diagramming Method  

PERT  Program Evaluation and Review Technique  
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PF  Planned Finish date  
PM  Project Management or Project Manager  
PMBOK  PMBOK@ Project Management Body of Knowledge  

PMI®  Project Management Institute  

PMO  Programme / Project Management Office  

PMP®  Project Management Professional  

POC  People and Organisation Framework  

PPM  Programme and Project Management  

PS  Planned Start date  

PV  Planned Value  

QA  Quality Assurance  

QC  Quality Control  
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RFP  Request for Proposal  
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SMART  Specific, Measurable, Achievable, Relevant, Time bound  

SME  Subject Matter Experts  

SOW  Scope / Statement of Work  

SPI  Schedule Performance Index  
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SV  Schedule Variance  
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1 Introduction  

1.1 Who Should Use this Guide  

This guide is specifically designed for project practitioners, project managers, project sponsors, and 

project analysts who have some knowledge or experience with project management or the 

Programme and Project Management Framework1 (PPM Framework).It is intended to give you 

step-by-step instructions so you can self-administer a basic health check at any time during your 

project.    

If you need advice and guidance with this guide or the PPM toolkit (perhaps because of the size and 

complexity of your project), please contact the Government Technical Advisory Centre National 

Treasury, for assistance by email, info@gtac.gov.za , or refer to Programme and Project 

Management (PPM) website at http://www.gtac.gov.za.  

1.2 What is a Project Health Check  

A health check is a diagnostic tool to evaluate your people, procedures, and technology while your project 

is underway.     

A project health check essentially consists of a detailed review of existing project information, 

interviewing key stakeholders to obtain their opinions on the project’s progress, identifying issues 

and opportunities for improvement, and recommending an action plan to address the problem areas.     

Project Health Checks can be planned, pre-scheduled activities known in advance by the project 

manager and project team, or they may be instigated at any point in time during the course of the 

project.  

Planned Preventative Check – the health of the project is checked proactively at specific times 

during the project lifecycle to ensure that it is in “good health” and set to deliver the expected 

outcomes.  The analysis assists the project team in keeping the project on track and applying the 

right practices.    

Ad Hoc Reactive Check – there is a need to “diagnose” a project that has apparent symptoms of 

trouble (e.g. the project is falling behind schedule).  The analysis helps the team identify and 

recognise the roots of the problem and assist in creating a recovery plan.    

Very small projects with short time frames may not require a comprehensive health check as the 

resources and time required to do one may outlast the duration of the actual project.  However, even 

the most basic project requires regular attention to time, cost and quality of results.  When these 

three areas are not being monitored and under control, the project is at risk of failure.  

Short term or simple projects may require only one health check to ensure the project is on schedule 

and on budget.  Very large and complex projects should have health checks conducted at key 

milestones throughout the project.  The scope, timing and cost of the health check should be 

documented in your Project Charter and the Project Plan.   

                                                      
1 Refer to the PPM website for the most recent version of the Programme and Project Management Framework (FWK_1)  
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This document will guide you through an evaluation of the nine key areas identified by the Project 

Management Institute (PMI® )PMBOK® Guide. A knowledge area is a theme or an attribute that is 

used to describe the project.  

Time  

Cost  

Quality  

Scope  

Risk  

 
Communication  

Procurement  

Human resources  

Integration  

  

For more complex projects, three additional categories are added to provide for a more comprehensive 

approach.   

People and Organisation Change addresses the impact of changes brought about by the project on 

the stakeholders (including staff, clients/customers and partners both inside and outside the Public 

Service) as well as the organisation (in terms of the structure, policies and practices).    

Benefit Management addresses the expected benefits to be realised through project deliverables.    

Adherence to Methodology addresses the use of defined Public Service Project Management processes.  

1.3 The Benefits of a Project Health Check  

A health check can help you and your project team achieve the following results:  

 Enable your project team to be more proactive than reactive  

 Mitigate risks by anticipating problems    

 Detect early signs of trouble by comparing the actual progress to expectations  

 Avoid repeat errors or delays by sharing lessons learnt   

 Maintain control of costs / resources / deadlines  

 Maintain or improve support by stakeholders  

 Improve team morale   

 Maintain strategic alignment of your project with organisational priorities and goals   

Ultimately, these results support keeping or getting your project “back on track!”  

A health check also ensures that the project team participants are following appropriate Public 

Service and other professional standards and procedures while conducting their work.  This type of 

review reinforces confidence in the key deliverables and the project’s readiness for implementation.     

There are conditions, quite often outside your control, which influence the success of your project.  

The health check process assists you in identifying the potential causes of project issues, in 

highlighting them to the project sponsor, and hopefully obtaining the appropriate resources and 

commitment to apply corrective actions to your project to resolve the issues.  
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2 Symptoms of Trouble…  
How do you know if your project is in trouble?  Even if you feel the project is progressing well, a 

health check is a good way to diagnose the status of your project.  A health check can help you 

identify whether there are gaps in your project plan.     

Consider whether your project is experiencing any of the symptoms in the following table. The questions 

provided are just a sample to illustrate the questions you may ask during a health check.    

 If you answer “YES” to many of the questions in multiple knowledge areas, consider doing a 

health check as outlined in this document.  It can help you determine if the project is missing 

key steps or critical success factors associated with good project management.    

 If you answer “YES” to only a few questions in a few knowledge areas, consider doing a 

focused health check for those particular areas.   You can use the same methodology as for 

a comprehensive health check except you would focus your analysis on the problem area(s).   

TIME 

 

SCOPE  
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COST 

 

QUALITY 

 

RISK 
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COMMUNICATION 

 

HUMAN RESOURCES 

 

 

PROCUREMENT 
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INTEGRATION 

 

PEOPLE AND ORGANISATION CHANGE 
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BENEFIT MANAGEMENT 

 

 

 

3 Health Check Steps  

3.1 Guiding Principles When Conducting a Health Check  

The process of conducting a health check is as important as the outcome.   A health check will 

produce the best and most valuable results if it is carried out within an environment of trust and 

transparency.  A health check is intended not to find blame, but rather to locate problems early 

enough to remedy them and minimise the impact on project deliverables.  

A health check should be undertaken without any pre-conceived assumptions as to what the findings 

or recommendations will be.   The person conducting a health check should remain impartial and 

document all the relevant facts.     

The health check process should be a collaborative one.  Participation by project team members and 

stakeholders is critical for identifying opportunities for improvement.  The formal recommendations 

will reinforce the need and areas for change, but if team members participate in the health check, 

this will increase their level of buy-in.   

The health check is comprised of the following five steps:    

  

3.2 Step 1: Classify Your Project   

 

Step  1 
Classify Project 

Step  2 
Prepare  &  Plan 

Step  3 
Collect Information 

Step  4 
Analyse 

Step  5   
Prepare Report 

Step  1 

Classify Project 
Step  2 

Prepare  &  Plan 
Step  3 

Collect Information 
Step  4 

Analyse 
Step  5   

Prepare Report 
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A project can be classified by several attributes. The Project Classification Framework uses the 

following quantitative and qualitative classifications to determine the size and complexity of a 

particular project:  

Quantitative (Project Size)    Qualitative (Project Complexity)  

Duration: Elapsed time or 

amount of effort  

Resources:  Full Time 

Individuals or consultants 

involved   

Budget:  Money allocated or 

estimated cost  

 Priority: Importance of 

strategic outcome, link to 

government agenda, department action plan or senior 

management performance plan  

Risk: Novelty of undertaking impact and visibility of risks  

Boundaries:  Interdepartmental engagements or partners 

and stakeholders engaged, e.g. number of departments 

involved or different spheres of government  

Interdependencies:  Where one project may affect another, 

in time, output, outcomes, budget, programme. etc.  

3.2.1 Determining the Size of the Project  

The size of a project can generally be determined based on three main attributes:  

 project duration - the length of the project from its start to finish; the duration of the project 

is usually expressed in months and represents the total elapsed time and not the actual effort 

put into the project;   

 project resources - the number of individuals involved in the project.  Should two individuals 

spend 50% of their time dedicated to the project this would be considered one full time 

resource;   

 project budget - the rand amount allocated to the project; the budget of the project usually 

includes the cost of the salaries of all project resources.   

A combination of the duration, number of resources and budget of the project will determine whether 

the project is a small, medium or large project. Below, is a sample project size classification matrix 

that can be used as a guideline when determining the size of a given project. Note, that the respective 

figures should be adjusted relative to the size of the particular department.  

Size  Duration  
Full Time 

Resources  

Budget  

Small  < 6 months  < 10   < R 5 million  
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Medium  6 – 18 months  10 – 25  
R 5 million - 

R 50million  

Large  >18 months  >25  > R 50 million  

Note: Budget represents total and not annual Project Budget (including salaries)  

3.2.2 Determining the Complexity of the Project  

The complexity of a project can generally be determined based on three main attributes:  

 project priority - the priority of the project is expressed in terms of the extent of the linkage 

and alignment of the objectives of the project with the strategic goals of the organisation;   

 project risk - the risk of the project can be determined based on a number of attributes, such 

as the scope of the project, the visibility of project outcomes across the organisation and to 

the public, or the extent of the use of new technology;   

 project boundaries - the boundaries of the project represent the number interdepartmental 

engagements or partners and stakeholders engaged. .   

A combination of the priority, level of risk and number of boundaries crossed will determine whether 

the project is of low, moderate or high complexity. Below, is a sample project complexity classification 

matrix that can be used as a guideline when determining the complexity of a given project. Note, that 

the specific metrics should be adjusted and customised to the organisational environment of the 

particular department:  

  

Complexity  Priority  Risk  Boundaries  

Low  Not directly linked to 
high priority goals or  
objectives  

Narrow scope or impact 

limited to department  

Small team, limited 

numbers of partners or 

few stakeholders  

Moderate  Supports  goals or 

department 

objectives  

New technology or 

business rules and 

unfamiliar processes  

Multiple partners or  

organisation wide  

initiative  

High  
Strategically aligned 
with business goals  
or organisation /  

department 

objectives  

Broad scope, 

organisation/department 

impact or results visible to 

the public  

Multi-partner or 

interdepartmental 

initiative with private and 

public stakeholders  
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A Project Classification Framework has been developed to aid in the creation of a scalable 

methodology that can be used for organisation wide work. This Project Classification Framework, 

which includes both quantitative and qualitative attributes, can assist in judging the size and 

complexity of a project.  Projects could be classified as belonging to one of these 3 classification 

levels. Rigor of methodology is relative to the level selected.  

Small projects that have a relatively low complexity should apply "Level 1" or simple project 

management tools, while large and complex projects should be more disciplined and apply "Level 

3", more detailed, tools and techniques, as represented in the figure below:  

  

Very small projects may not have the scope to merit a comprehensive health check.  For example, a 

small project to be completed within a short time frame and involving little or no additional 

expenditures probably does not require a health check unless significant problems arise.  

Generally, the more people, time and money involved, the more complex, or “large” the project 

becomes and the more likely a health check would provide a valuable assessment of the project 

while it is underway.     

If you are unsure whether you should classify your project as small or medium or large, consider 

administering a Level 1 health check on your project using this Guide.    For many projects, a Level 

1 health check is sufficient to illuminate gaps or sources of potential problems.   Depending on the 

findings as you proceed through these steps, you or your sponsor may decide to conduct a 

significantly more detailed health check.  For very large and complex projects, it is recommended 

that you hire third party reviewers not only because Level 2 and 3 health checks are more time 

consuming, but also to maintain neutrality and objectivity.  

The classification of your project (and thus the Level of Health Check) will determine the depth and 

breadth of your Health Check. There are three types of health checks, based on size and complexity 

of your project:    

 A Level 1 health check (emphasised in this guide) is recommended for small projects   

 A Level 2 health check is recommended for medium projects   

 A Level 3 health check is recommended for large and complex projects    
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The difference between a Level 1, 2 or 3 health check lies in the number of questions (breadth of 

information) and level of detail (depth of information) sought.  The number of questions asked during 

interviews and the depth of information gathered increases with a higher Level of Health Check.    

The table below summarises the type of health check to be done according to project size and the 

corresponding level of analysis involved:   

Health  

Check  

Level  

Knowledge Area to be Reviewed  Level of Analysis and Detail  

in the Health Check  

  

Level 1  
Time  

Cost  

Quality  

Scope  

Risk  

Communication  

Procurement  

Human resources  

Integration  

People and Organisation Change Management  

Benefit Management  

Adherence to Public Service project 

management methodology and procedures  

Basic questions for each 
knowledge area  

  

Least number of questions within 

each of the nine areas of scope  

  

Level 2  

More detailed questions for each 
knowledge area  

  

More questions per knowledge 

area than under Level 1  

  

Level 3  
All categories listed above plus:  

People and Organisation Change Management  

Benefit Management  

Adherence to Public Service project 

management methodology and procedures  

Comprehensive details   

Most questions  

  

3.3 Step 2: Prepare and Plan  

 

Planning the Steps and Identifying the Tools   

Undertaking a health check is like a managing a small project.  The PPM Guide to Smaller 

Projects2may be of use to you in identifying the key components of a Level 1 project.   

The following provides a summary of the important steps involved in preparing a health check:  

                                                      
2 Refer to the PPM website for the most recent version of the Guide to Smaller Projects (GUI_5)  

Step  3 
Collect Information 

Step  4 
Analyse 

Step  5   
Prepare Report 

Step  1 
Classify Project 

Step  2 

Prepare  &  Plan 
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 Collaborate with the Project Sponsor  

- Decide on focus of the health check i.e. whether the health check will review all 

project management processes and practices or a particular aspect of the project  

- Determine the timing of the health check  

- Determine who will be involved (some/all project team members / other 

stakeholders?)  

- Agree on data-gathering methods (see examples below)  

- Determine who will conduct the health check (Project Manager or a third party) 

 Prepare the Project Charter   

- Create a separate charter for an ad hoc health check, particularly for Level 2 and 3 

health checks, as they normally require more resources to complete.  The Charter 

should describe the approach and methodology being taken to complete the health 

check (see options and examples below).   This will help manage stakeholder 

expectations.  

- For a planned health check, clarify its scope in the prevailing project charter.  

Identify Participants  

- Sponsor, project team members, project client, resource providers, functional 

managers, team leaders, steering committee members, Project Management Office 

members  

- Determine roles and responsibilities of the participants  

 Conduct Orientation Sessions  

- Introduce the health check concept and key steps to the project team and other 

stakeholders.  For a Level 1 health check, this could be done as part of a regular 

team meeting.  

 Create a Work Breakdown Schedule and draft schedule. Possible deliverables include:  

- Kick-off   

- Data collection (document reviews and interviews)  

- Analysis  

- Report  

 Data Collection Worksheet (Appendix A)   

- Use the health check Data Collection Worksheet for a Level 1 health check.  This 

worksheet contains comprehensive lists of documents and information to be 

collected.  

- Customise your worksheet according to the needs of the health check, based on the 

nine to twelve areas to be reviewed and analysed.    

  Data-gathering options/examples  
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- Review written documentation including minutes, status reports, project plan and/or 

project schedule  

- Questionnaire:  If you are going to implement a survey or questionnaire create it after 

your initial document review  

- One-on-one interviews with a predetermined set of questions. If possible, interview 

everyone on the project team  

- Follow up with individuals or groups once responses have been received  

- Include a deadline for responding to the questionnaire  

- Phrase questions as open-ended to solicit more detailed responses  

- Ensure questions pertain to the respondent’s perception of the project status as well 

as respondent’s knowledge of the facts related to project status  

- Allow time to correlate the results and to do follow up work  

- In addition to the tools and templates in this guide and on the TAU website, think 

about the questions that can be asked about the project with respect to the above 

listed knowledge areas.  Grouping questions and findings according to knowledge 

areas will help prepare you for the results in the final report  

3.3.1 Key Roles during Health Check  

There are five (5) roles identified in health checks that may vary according to the level of health check 

required.  The following table provides a summary of roles and responsibilities:   

Role  

Health  

Check  

Level  Responsibilities/Tasks  

1  2  3  

Project 

Manager  

X      
May self-administer health check.   

Includes health check work in project budget. Funding could come from 

sponsor if pre-planned, or client for ad-hoc health checks, depending 

on who requests the health check.  

  X  X  
Discuss the concept of a health check and roles with each team 
member or consider arranging an education session for your team (and 
sponsor) about health checks.      

Procure third party health check analyst.  

Act as a point person for all project related information, specifically 
project status and performance.    

Facilitate arrangement of interviews and document collection to ensure 

the third party can carry out a thorough health check.  
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Sponsor  X  X  X  
Support and approve health check process.   

Secure funding and management support.    

Request a health check if a serious issue is perceived.    

May select the analyst to conduct the health check depending on  

complexity of the project and approves final report. 3  

Project  

Team  

Member  

X  X  X  Participate fully in interviews and share requested documents.   

Note: Involvement in a health check means additional work for team 

members unless the health check is already included in the project 

plan.  Accordingly, it may not be practical or necessary to involve all 

team members in the health check process.  

Project  

Management  

Office (PMO)  

X  X  X  
Depends on services offered.  These offices may be your first line of 
support when learning or engaging in a health check.  If your  
Department does not have a PMO and you require assistance, please 

contact the Government Technical Advisory Centre, National Treasury.   

Health  

Check  

Analyst  

  

X      
As delegated by the project manager or sponsor, responsible for 
conducting one or more planned or ad hoc health checks.     

May be the Project Manager or may report as a separate project to the 

sponsor or the project manager.  

  

The qualifications for a Health Check Analyst vary depending on the Health Check Level.  

  Level 1 health check  Level 2 health check  Level 3 health check  

Years of project 

management 

experience   

> 3 years    > 6 years    > 10 years   

Type of Experience  

Moderately complex  

projects, including 

some change 

management 

components  

Large complex projects 

including technology 

and change 

management 

components  

Projects of varying size 

& complexity crossing 

many business areas  

Other Qualifications  Knowledge of PPM , PMBoK® or PRINCE2.  
 

3.3.2 Timing of a Health Check  

The two types of health checks are planned and ad hoc.  Each of these types involves different timing 

and triggers.  The precise timing and checkpoints for a health check may be different depending on 

the level of the project and type of health check.    

NOTE:  The project Executive Sponsor and/or Project Manager can exercise their prerogative to do 

a health check at any time, whether or not health checks are already scheduled.    

                                                      
3 Refer to the “Guide to Project Sponsorship” for recommended sponsor roles and responsibilities.    
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Planned Health Check  

The timing and scope should be discussed during the development of the Project Charter and include 

the health check in your project plan or schedule.  Consider the expected finish date of the health 

check based on start date and duration.  Will the finish date of the health check provide decision 

makers time to make changes before implementation is complete?  For example, will the health 

check results be available to the Project Manager and Sponsor before a Go / No Go decision is made 

on the project plan?   

Small Projects – Level 1 Health Check -- Generally, a Level 1 health check is appropriate 

during the implementation phase of the project.  

Medium Projects – Level 2 Health Check -- A Level 2 health check is recommended at project 

planning or implementation checkpoints. Depending on the project risk level, it is 

recommended that the health check take place at a key milestone about one third of the way 

through the implementation phase.  

Large Projects – Level 3 Health Check -- A Level 3 health check should take place at both 

planning and implementation checkpoints.  The two health checks should be noted in the 

project charter and scheduled in the project plan.  Additional ad hoc health checks can be 

conducted on request from the Sponsor or Steering Committee at any time during the project 

life cycle should circumstances warrant.    

Ad hoc health checks   

These are triggered when there are symptoms that the project is in danger of not achieving its 

objectives (see the screening tool in Section 2).   Typically, these symptoms occur during the 

implementation phase of the project.  The actual timing of the health check needs to be negotiated 

with the Project Sponsor and key stakeholders.   

A health check could also be requested if the project managers change during the project.  A Level 

1 health check would provide a quick review of the status and indicate any areas that the new project 

manager needs to focus on immediately.    

3.4 Step 3: Collect Information  

 

This step involves collecting data, primarily through interviews and document reviews.   Use a data 

collection worksheet to track information, summarise all your research and then evaluate what you 

have captured.  By grouping your information in the worksheet according to the nine PMBOK 

knowledge areas (time, cost, scope, risk, etc) and the three Public Service specific areas, you are 

most likely to capture all of your project activities and more easily recognise gaps or trends.     

A data collection worksheet provides an audit trail of all the data you have collected.  Should you be 

challenged about your research methods, the worksheet will help you demonstrate the level of 

research you carried out.  

Step  4 
Analyse 

Step  5   
Prepare Report 

Step  1 
Classify Project 

Step  3 

Collect  

Information 

Step  2 
Prepare and Plan 
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A sample worksheet with suggested questions and documentation checklist for a Level 1 health 

check is found in Appendix A.   There are suggested methods for recording and analysing the 

knowledge areas included in the sample worksheet.   While the level of detail expected in the sample 

worksheet may appear daunting at first, you will see that many of the questions you need to ask and 

documents you need to review have already been included.  As with all templates, you can modify 

the data collection worksheet to meet the specific health check needs for your project.  

By noting all your research findings in one consolidated worksheet, you are less likely to lose or forget 

important details relevant to the health check.  As a result, your analysis will be more complete and 

useful to decision makers.  

You may wish to create a separate document for your interviews that includes the suggested 

questions from the data collection worksheet and a section for recording the answers.  Consolidate 

the findings from the interviews in the worksheet.   

3.5 Step 4: Analyse  

 

The objective of the analysis is to find common themes or, conversely, unusual or unexpected results.  

Identify most contentious or most urgent problems, the likely causes, and why they require immediate 

attention.     

By using the data collection worksheet, your analysis can follow the same format i.e. according to 

the nine to twelve areas (scope, time, cost, etc.).  

The analysis phase includes scoring the information on the worksheet followed by analysis of the 

critical or at-risk areas.  

3.5.1 Scoring the Worksheet  

Once you have summarised on the worksheet all the information collected through document review 

and interviews, you need to complete the “scoring” column on the worksheet using the instructions 

at the top of the worksheet.    

There are several ways to illustrate the results of the scoring.  Define your audience and their 

information needs in order to help you chose how you will present the data.   Reports often include 

a summary of findings accompanied by graphs, charts or tables.  Some graphs, like radar or spider 

graphs are more complex and consolidate results for many topics.  Whichever graphic image you 

chose to illustrate your findings, ask one or several colleagues familiar with the project to review your 

draft document to ensure the narrative and graphic descriptions make sense.  

A colour coded report is an excellent tool for summarising the condition for each of the areas, using 

a colour-coding scheme.  To create a colour coded report:    

 Refer to the scoring column on the data collection worksheet.  Some results show more 

severe scores than others.   

Step    5 
Prepare Report 

Step  1 
Classify Project 

Step  2 
Prepare and Plan 

Step  4 

Analyse 

Step  3 
Collect Information 
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 The most extreme score among all the questions related to one knowledge area dictates the 

score for the entire knowledge area (i.e. one critical score means the whole area is critical).  

 Use a colour code to identify whether the status is normal, or whether caution needs to be 

exercised, or whether the situation is critical and requires attention (typical colour codes are 

red, yellow, green).  

 Use a legend (as provided in the data collection worksheet) to illustrate the results of your 

calculations.   

Scoring is not an exact science and the goal is not a precise measurement.  The objective of scoring 

the results is to indicate which areas you need to focus on for further analysis.  

See the diagram below for an example of a colour coded report that is based on pre-determined 

scoring criteria.  

 Criteria  Score  Status  

 Scope  4  
 Time  1  
 Cost  3  
 Quality  1  
 Human Resource  5  
 Communications  4  
 Risk  5  
 Procurement  2  
 Integration  1  
 Benefit Management  5  
 People & Organisation Change  4  
 Adherence to PPM Framework   2

 
  

  

3.5.2 Analysis of Problem Areas  

The overall objective of the health check is to ensure the project is on track and meets its deliverables. 

The document review and interviews followed by the scoring of results will highlight problem areas.  

The next step is to analyse the source of the problem in order to provide recommendations to resolve 

the issues.    

The analysis is based on discussions, meeting notes, interviews and your own observations.    

 Identify prevalent themes that have surfaced during the health check.  Look for 

commonalities, repetition and consistencies  

 Remain non-judgmental  

 Include positive commentary from interviews and from your documentation review   

Cause and effect analysis is one method of analysis that provides a systematic way of looking at 

effects and the causes that create or contribute to those effects.  The effects are the “current state” 

or issues identified through the health check.  The purpose of a cause and effect analysis is to solve 

a problem by identifying its possible root causes   

One method used to analyse cause and effect is a cause and effect diagram (also known as a 

Fishbone diagram or Ishikawa Diagram – see Appendix for details in constructing these diagrams). 

Green  

Red  

Yellow  

Red  

Green  

Green  

Green  

Red  

Red  

Green  

Green  

Red  

Green - everything is 
progressing as planned. No 
intervention from the sponsor is 
required.  

Yellow - some challenges or 
issues have been identified but 
the project team is handling 
them.  

Red - major problems or threats 

exist. The sponsor’s intervention 

is required in this case.  
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It is a graphic illustration of the relationship between a given outcome and all the factors that worked 

together to produce the outcome.     

A fishbone diagram is broken down into two major components.  The first is the “effect or problem” – 

what has happened or what is wrong.  This portion of the diagram is usually known as the “head box” 

of the diagram”.  The second component is the cause of the problem.  In order to develop a cause 

and effect diagram, it is necessary to determine what categories the causes will take.  There are a 

number of methods for developing major categories:  

 select from generic causes (e.g. environment, materials, people, 

policies, procedures, money)  

 identify major activities in a process  brainstorm ideas and group 

them into categories  

For more information on creating a cause and effect diagram or for information on other techniques 

such as brainstorming, list reduction and force field analysis, please see Appendix B.  

3.6 Step 5: Prepare Report  

 

The purpose of the report is to explain whether the project is proceeding well based on analysis of 

data collected, and identify significant issues that need to be addressed.  The report recommends 

an action plan to resolve the issues.   The report should identify whether the recommended steps 

involve changes to project baselines such as time, cost or scope.    

The real benefit from reporting on the Health Check comes from the implementation of 

recommendations and the action plans that stem from the Health Check assessment.  This comes 

in two forms:  

 The individuals involved in the questionnaire have a greater awareness of the project health 

and how they can contribute to good health.  

 Decision makers are better informed to give project teams the authority to proceed with an 

action plan.  

See Appendix C for a sample Table of Contents for the report.  

3.6.1 Report Audience  

The report normally is given to the Project Sponsor and related executive management.  It is normally 

shared with project team members, stakeholder groups and project partners.  

Consider the specific needs of each stakeholder group when presenting the report.   Each group will 

have different information needs; therefore, the executive summary is an important section of the 

report as it can be used when brief descriptions are required.   

As with all government records, the health check report is subject to The Promotion of Access to 

Information Act (available on the Department of Public Service and Access website 

Step  1 
Classify Project 

Step  2 
Prepare and Plan 

Step  3 
Collect Information 

Step  5 

Prepare Report 
Step  4   
Analyse 
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www.dpsa.gov.za) requirements.   Avoid including personal information, or include only such 

information necessary for explaining facts or providing advice.   

The health check is primarily for the Project Manager and offers constructive and practical advice on 

how to improve the project’s health.  

3.6.2 Recommendations and High-Level Implementation Plan  

The high-level plan should prioritise the recommendations and include an approach to implementing 

each recommendation. This will assist the reader with their response (e.g. sponsor approval and 

team member commitment to action).  A plan or strategy should be developed in collaboration with 

the project team for addressing any barriers to the success of the project.    

 Be direct, clear, and concise.  Use direct references to the document review and interviews 

where appropriate to substantiate points.  

 Address the objective of what has to be achieved to resolve the issue, not just the process 

or product.  For example, if the document review identified that the deliverables have 

changed since the project began and that there is no project charter, the recommendation 

should not be limited to “do project charter” but should include direction to obtain agreement 

on the deliverables and document them.   

 Link the recommendations to a specific issue and explain how the recommendation will 

resolve the issue  

 Focus on offering useful, constructive advice on how shortcomings may be addressed  

 Recommendations are best received when they are simple, clear, and straightforward  

 Use the 9 PMBOK knowledge areas to help organise the recommendations   Prioritise 

the recommendations within each knowledge area   

Sample recommendations could include such things as:  

 Further orientation, training, coaching required for the project manager and team  

 Assistance for the project manager in cost management, risk management  

 Confirmation of roles and responsibilities of all team members, project manager and sponsor  

 Conducting a comprehensive, inclusive planning session to re-plan, re-estimate and 

establish in-scope/out-of-scope and desired outcomes  

 Instituting a change control protocol  

 Conducting a comprehensive risk analysis and developing a risk management plan including 

mitigation strategies  

High-level action plans cover:  

What?    Recommendation  

Who?    Probable owner(s)  

Where?  Organisational level  

When?   Timeframe  
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How?   Key resources needed  

Why?   Expected outcomes  

3.6.3 Lessons Learnt   

The knowledge and experiences gained on a project are very valuable to the organisation. One of 

the best and most commonly used methods to identify and capture such information is through the 

documentation of lessons learnt from and on the project. Lessons learnt from past projects can be 

used to make better decisions and improve the Departments ability to estimate, execute and 

manage future projects.    

This section should identify and document the successes, accomplishments, challenges, issues 

and/or risks encountered on the project.   Lessons learnt can be grouped as follows:  

 Team Lessons - to be applied back to the project team for immediate action on current 

project  

Project Lessons - to be shared with TAU for use by future projects 

Public Service-wide Threats & Opportunities   

The Lessons Learnt Report provides a straightforward and effective way to examine a project, event 

or other initiative to find out what went well, what didn’t and why.  Please contact the Government 

Technical Advisory Centre, National Treasury for information on the Lessons Learnt Methodology.  

3.6.4 Stopping the Project  

Although the purpose of the health check is to diagnose the status of a project and ensure that any 

gaps are remedied, some health checks may support a conclusion that the project should not 

continue.  Some examples of when to recommend stopping a project include:  

 If the original justification is no longer valid or applicable, cancel the project.   

 If the anticipated benefits will not be realised in the required time frame to make the project 
cost effective.  A project should not continue just because "we have come this far, we can't 
stop now."    

 If the project delivery date is delayed to the point where the benefits will be compromised.  

 If some key assumptions that formed the basis of the original business case are invalidated 

and the expected project benefits can no longer be realised.  

 If a change in legislation, change in priorities or change in leadership has rendered the 

product of the project not necessary.  

Once a project has been stopped, document the reasons and lessons learnt, and communicate why 

the project has been stopped or cancelled.  New directions or redefined objectives may lead to a new 

project.  

4 Wrap-Up: Where to get more help  
The Programme and Project Management Framework (PPM Framework) contains steps and 

guidelines for helping you through the project management cycle.  These can be found on the TAU 

website (see web address below).  The website contains useful resources and links to assist you in 

managing your project, including tools and templates as you follow the five phases of project 

management (concept, definition, planning, implementation and close-out.)  
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Contact TAU by email info@gtac.gov.za  to send a question or go to the website 

http://www.gtac.gov.za  or contact TAU on (012) 315 5538 to discuss your needs by phone.  

  

5 Appendix A: Data Collection Worksheet  
This worksheet is also available as a stand-alone tool Health Check Data Collection Worksheet  

HOW TO USE THIS WORKSHEET:  

Use a data collection worksheet to keep track of all the documentation you have reviewed 

and all the interviews you have conducted.  Use it first as a summary of all the information 

and interview notes you have collected, then as a measure of how well the project is 

performing.  

After or while you are collecting this information, assign a score for each knowledge area 

item.  The score is a relative measure used to help you and your project team identify 

items that require further analysis or remedial action.  The scoring measure can be 

expressed as a number (e.g. 1 to 3, or 1 to 10), a percentage or a colour.   Many health 

checks use green, yellow and red to rate whether there is a problem (red), potential 

problem (yellow) or no problem (green.)   You can also use a 1-100 rating scale, where 

050 means poor rating, or red; 51-74 means moderate rating or yellow; and 75+ means 

good or green.    

It is up to you, your project team, sponsor or other partners to determine the best 

and most appropriate scale to use, provided there is agreement on the scoring scale 

used, you are as objective as possible in your scoring, and you use the same order of 

scale for each knowledge area.    

Once you have rated each category, identify all items with a poor or red score.  Any 

knowledge area with at least one red score should then be analysed further to determine 

the cause of the problem.  When you and/or your team have identified the cause(s) for 

each red area, it will be easier to recommend an appropriate course of action to get the 

project on a healthier track.       

The sample data collection worksheet below has been formatted to ensure each 

applicable knowledge area is reviewed in detail, and is based on Service Quality 

measures.  Smaller projects may require less detail, or a review of only a few items, such 

as cost, time and/or scope.  You may record your interview questions and answer 

summaries on a separate worksheet but remember to score these as well.  

Knowledge Area   

Documentation   Identify the relevant document being reviewed and their location.  

Questions  The following examples include questions for the individual conducting the health check 

and questions to be used during interviews.  Ask questions that relate to the 

health check objectives   

Answers  Summarise interview notes, observations  
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http://tau.treasury.gov.za/


            Health Check Guide  Version: 4.0  

  

 

Government Technical Advisory Centre  Page 27 of 48 

http://www.gtac.gov.za   

  
  

SCORE  Use green, yellow, red or a number score Score red or a low number score 

if documentation expected or required for your project does not exist4  

                                                      
4 Use a symbol in the block for R red, O – orange, G – green so that this can be printed on a black and white printer and still be read.  
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Knowledge 

Area  

Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  
Green - high  

Time  

Management  

Project Schedule 
(e.g. a Gantt 
Chart)?   

  

Reports   

  

Activity/Task  

Worksheet  

Does a project schedule exist?  

If NO, then the rest of the section is also NO.  

    

Is the schedule (e.g. Gantt chart informative?  

Does it clearly show you what to do?  

    

Do you know who provides an update on the 

schedule / status of the project?  What is 

expected of you (read, comment, file, etc.)?  

    

Do all tasks and activities have resources 

assigned in the schedule?  

    

Do all tasks and activities have resource duration 

estimates included in the schedule?  

    

Is the project current status the same as the 

planned schedule?  
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How realistic is the schedule when comparing 

planned estimate to complete to the current 

estimate to complete?  

    

Is it clear who is responsible for updating/revising 

the schedule?  
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Knowledge 

Area  

Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  

Green - high  

Cost  

Management  

A project budget 

or budget  

spreadsheet  

  

Budget report(s)  

Does a project budget exist?      

Do reports show budget estimates and current 

budget to date?  

    

Is the current budget realistic?      

Are you aware of the cost management reports 

you will receive for status reporting?  And what is 

expected of you (read, comment, file, etc.)?  
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Do you know who is responsible for 

updating/revising the budget?  

    

  

Knowledge 

Area  

Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  
Green - high  

Scope  

Management  

Project Charter  

  

Work  

Breakdown  

Structure  

  

Project schedule  

Does a project charter exist for the project?      

Does a work breakdown structure exist and to 

what detail is it broken down?  

    

What is the scope accuracy to date when 

comparing project plan to current scope?  

    

Are there many or significant changes?      

Is there a scope change control process and are 

changes to scope clearly documented and 

communicated to the team?  

    

Is the control process followed?      
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Knowledge 

Area  

Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  

Green - high  

Risk  

Management  

Risk  

Management  

Plan  

Have all the risks and issues been 

identified?  

    

Does a risk management plan exist?      

Does the risk management plan include ranking 

of risk based on probability/impact?  

    

Does the risk management plan include actions 

to deal with risks?  

    

Is there a process for reviewing and/or updating 

the risk management plan as the project 

progresses?  

    

Have all the risks and issues been identified?      

  

  

Knowledge Area  Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  

Green - high  
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Communication  

Management – 

General  

Communication Plan  

  

Communication 
products such as 
reports, newsletter or 
email messages  

  

Status Report  

  

Colour coded report  

 Does a Communication Plan exist?    

  

  

  

Have all relevant stakeholders been 

identified and their specific needs 

targeted?  

    

Have all reports been determined for 

internal reporting?  

    

 Has the content of reports been 

vetted by appropriate sponsor or 

team member(s) to ensure clarity 

and relevance?  

    

 Are your information needs being 

met?  

    

  

Knowledge Area  Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  

Green - high  
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Communication  

Management – Role  

Specific  

  Are there regular meetings between:  

 Sponsor and project manager  

 Sponsor and project team 

members   

 Project manager and team 

members  

 Between project team members  

    

Are regular status reports produced and 

circulated to the correct team members?  

    

Do you feel well enough informed to 

brief your superiors/colleagues or 

answer their questions?  

    

  

  

Knowledge Area  Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  
Green - high  
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Human Resource 

Management  

Human Resource  

Management Plan   

  

Project organisation 

chart   

  

Project team 

development plan  

Do you have enough people to work on 

the project? Do they have the required 

skills?  

    

  

Do you have a human resource 

management plan?  

    

Are status reports comprehensive and 

do they meet the needs of 

decisionmakers / project manager?    

    

Is there a plan to manage transition 

from planning to implementation to 

close-out and beyond?  

    

  

Knowledge Area  Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  
Green - high  

Integration 

Management  

Project Charter  Is there a Project Charter or Integrated 

Project Plan? Is it being followed?  
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Project Plan/Project 

schedule  

Work Breakdown  

Schedule  

Task lists  

Estimates  

Meeting 

plan/minutes   

Change control 

process flow 

diagram or plan  

Documented Issue 

Management Plan 

or Process  

  

Are the “triple constraints5” prioritised and 

documented?  

    

Is/was the project team involved in 

developing the project plan?  

    

Is there a documented Change Control 

process? Is it being followed? Are there 

many or significant changes?  

    

Is there a process for resolving issues? Does 

it work?  

    

Are the plans being maintained?      

Are there ongoing process issues or 

concerns?  

    

  

THE FOLLOWING SECTIONS FOR INTENDED FOR LEVEL 2 OR 3 HEALTH CHECKS AND ARE OPTIONAL FOR A LEVEL 1 HEALTH CHECK  

  

                                                      
5 Project Management defines the “triple constraint” as scope, cost and time.  
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Knowledge Area  Documentation  Questions  Answers  SCORE  
Red – low  

Yellow – med  

Green - high  

People &  

Organisation  

Change  

Management  

People and  

Organisational Change  

Management Plan  

  

Change Readiness  

Questionnaire  

Has an assessment of the impact of the 

project on people (their tasks or work 

environment) been documented?  

    

Do you know the role of staff once 

changes are made?  Is this role consistent 

with the goals of project?  

    

Does a People and Organisational 

Change Management Plan exist? Is the 

plan accurate when compared to actual 

project results?  

    

  

  

Knowledge Area  Documentation  Questions  Answers  
SCORE  
Red – low  

Yellow – med  
Green - high  

Benefit  

Management  

Business Case  Does a signed Business Case exist with the 

benefits clearly stated?  

    

http://tau.treasury.gov.za/


Health Check Guide  Version 4.0  

  

  

 

Government Technical Advisory Centre  Page 37 of 48 

http://www.gtac.gov.za   

  
  

Are the benefit objectives noted in the 

Project Charter?  

    

Are the project deliverables linked to the 

benefit objectives?  

    

Are there written measures and metrics 

(success criteria) to evaluate outcomes to 

the benefit objectives? Are the benefit 

objectives still valid?  
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6 Appendix B: Tools for Analysis   

6.1 How to Create and Use a Cause and Effect Diagram  

(Please see the diagram on the next page for an example of a completed fishbone analysis.)  

Draw a blank fishbone diagram.  Draw the “head” at the right and draw a horizontal line for “the spine” to 

the left, with several “major bones” drawn on a slant.  

Write the problem statement (e.g. the knowledge area which has been scored as “critical”) in the “head 

box” of the fishbone.    

Determine the major categories of the fishbone that relate to the stated problem.  There are three methods of 

developing the major categories of causes:  

You can review and include those appropriate categories taken from generic causes  

Environment  

Machines  

Materials  

Methods  

People  

Structure/Governance  

Policies  

Procedures  

Money  

If you are working on a process, you may break down the process into its major steps by creating Flowcharts.  

Each of those major activities is then assigned a bone on the fishbone diagram.  

You may also brainstorm possible causes.  After the brainstorm list is generated, segment the ideas 

into major categories and use them as major bones in the fishbone diagram.  A brainstorming session 

is useful in minimising the possibility of overlooking one or more possible causes.  

Place identified categories of the fishbone diagram along the line of the major bones with the most likely 

to have caused the problem nearest the head of the fishbone.  

Beginning with the most likely cause, break that cause down into factors that contribute to that cause. 

This is not the time to evaluate whether a suspected cause is a true or root cause. The goal here is 

to identify possible or most likely causes based on knowledge or experience of the team members.  

Record results on the fishbone.  

Continue until all major causes have been broken down and recorded as in step 5.  If sub causes are 

further broken down, list the lower levels under the sub cause heading in a tree fashion.  

Once you have completed listing factors, you can begin to evaluate the factors.  You can compare the 

factors to the data collected on the worksheet to verify or validate possible root causes.  

When asking “why” or “how” or “what” from the main category, you can identify possible causes which 

can help determine the root cause or lead to where further analysis or data collection is needed.  

Fish Bone Analysis of Time Management Problem  
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NOTE:  The issue for knowledge area “time” was expressed as “missed deadlines”.  If multiple issues 

are identified for a knowledge area, fish bone analysis should be completed for each specific issue.   

6.2 Brainstorming   

Brainstorming is a technique used to quickly generate a list of ideas to solve problems or issues.  It is 

used to help a team or group to increase creativity and idea generation in a short amount of time by 

focusing on the quantity, not quality, of ideas.  

  

Brainstorming is used throughout the problem solving process whenever the team needs to generate ideas 

quickly and effectively. It is useful as a data-gathering technique to:  

 Identify possible causes when constructing a cause and effect diagram  

 Identify drivers and restrainers in force field analysis  

 Identify suppliers and both internal and external customers of a process or organisation  

 Identify other organisations appropriate for benchmarking  

 Identify possible solutions to problems or process improvement ideas  
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 Any other time when a team needs to tap the ideas, expertise and creativity of the group.  

  

What does brainstorming look like?  It is a fast moving, free flowing session pinpointing wild ideas, 

creativity, leapfrogging (building or feeding on others’ ideas), and in some cases a feeling of 

uncontrolled interaction.  The end result is a list of ideas, problems, issues, and solutions that can be 

used as a starting point in further analysis.  

There are three approaches commonly used in brainstorming sessions.  Each group must 

understand before the session starts, which approach the team will use in conducting its 

brainstorming session.  

  

Free Wheeling Brainstorming is the technique where participants call out their ideas when they 

occur to them and in no particular order. A recorder posts all ideas for everyone to see as they are 

presented.  

  

Advantages  

Very spontaneous  

Increased creativity  

Easy to leapfrog (build on) ideas  

Disadvantages  

Strong individual may dominate  

Too many members talk at once  

Ideas may be lost in the overall confusion of the 

session  

  

Round Robin Brainstorming is the technique that provides each individual an opportunity to 

participate. Each team member is asked, in turn, for an idea.  Members may pass on any round as 

the session continues until all members have passed during the current round.  

  

Advantages  

Difficult for one person to dominate  

Discussion is more focused  

All are encouraged to take part  

Disadvantages  

Difficult for some team members to wait their turn  

Loss of energy and spontaneity  

Reluctance to pass  

Not as easy to leapfrog ideas  
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Slip Method of Brainstorming is a structured technique where each individual writes down their 

ideas on small slips of paper or index cards.  The slips are then collected and organised by the group.  

Advantages  

Anonymity allows sensitive topics to surface  

Can be used with large teams or groups  

Not necessary for team members to speak up  

Disadvantages  

Not possible to leapfrog ideas  

Some ideas may not be legible  

Difficult to clarify ideas  

6.3 List Reduction  

List reduction is a way of processing the output of a brainstorming session.  The objective of list 

reduction is to clarify the options, so that all group members understand them, and then reduce them 

to a manageable number.  

Step 1 – Clarification  

Before the list generated can be shortened, everyone in the group must have a clear understanding 

of all the items on the list.  The first activity, therefore, is to run through the items on the list, asking if 

there is need for clarifications.  If yes, the suggester should be asked to briefly explain what he or she 

meant by the comment.  You may find that some points have been repeated in the initial list, in which 

case you may wish to combine the items.  

Step 2 – Identify Criteria  

Then the group identifies some filters:  criteria that the group feels should be satisfied for an item to remain 

in consideration.  

Some criteria for selecting solutions are  

 Is it likely to solve the problem?  

 Is the problem within our control or influence?  

 Is it feasible?  

 Is it worth solving?   

 Can we afford it?  

Keeping the agreed criteria in mind, group members vote on each item: either yes or no depending 

on whether the item meets the criteria.  A simple majority vote keeps an item on the list: fewer than 

half the groups votes means that the item is bracketed.  (Items are bracketed rather than crossed 

out, so that the group can go back to them later if necessary).  

The process can be repeated, with different or more stringent criteria until the list is reduced to a manageable 

number.    
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6.4 Force Field Analysis  

Force field analysis  is a method for analysing, organising, and displaying elements that resist (Restraining 

Forces), and elements that push (Driving Forces) for change to a desired state.  

Force Field Analysis is an attempt to understand how change occurs.  Change is viewed as the result 

of a struggle between forces that are seeking change and those favouring the status quo.  Change 

results when the forces driving the change are stronger than the restraining forces.  

Force Field Analysis assists teams in the careful analysis of a situation when they are planning for 

change.  Once driving and restraining forces are identified, teams can make plans to use and support 

the available driving forces and overcome the restraining forces that may prevent implementation of 

a solution.  These plans to facilitate change should be included as a part of the team’s Action Plan.  

Force Field Analysis is also useful in situations where several ideas are being considered for their 

potential.  If several equally effective solutions are available, the ease of implementation, as 

determined by a Force Field Analysis, may help the team decide on a course of action.  

Force-Field Analysis of Competing Interests – Deliver Service on Line  
  

Driving Forces Restraining 

Forces    
Available 24 hours/day Time for initial development Can be 

positioned anywhere   Impact on staff in place   

 Popular with younger people   Negative impact on older   

people  

Single point change control Stability of technology   

Can be delivered with other service   Reliance on network   

Less costly   Reduced pressure of staff   
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How to Create and Use Force Field Analysis  

1. Identify the potential improvement, task, change, or concern to be analysed  

2. State what the situation is (current state) and what it should be (desired state)  

3. Draw a line down the centre of a flipchart and label the left side “Driving Forces” and the right side 

“Restraining Forces”.  

4. Use brainstorming to identify the existing forces that can help to move the situation to the desired state.  

These will be listed in the “Driving Forces” column later.  

5. Use brainstorming to identify the existing forces that are keeping the situation where it is, or are causing 

it to get worse.  These will be listed in the “Restraining Forces” column at a later time.  

6. Rank all listed items are high, medium, or low.  

7. Match up restrainers with drivers that could balance or overcome their influence.  

8. List matching drivers and restrainers on the chart.  Each idea should have an arrow drawn under it 

pointing to the right or the left indicating that it is helping or hindering the movement of the situation to 

the desired state.  

9. List non-matching drivers and restrainers.  Then, brainstorm offsetting drivers for the nonmatched 

restrainers (it is not necessary to come up with a driver for every restrainer).   

These ideas should be listed in the “Driving Forces” column and circled to signify they are proposed, 

not existing.    

10. Identify items needing team action using your rankings (High, Medium, Low).  

11. Focus first on reducing or eliminating restrainers.  

12. Develop an action plan based on the needs and priorities developed.  

NOTE:  Driving and Restraining Forces can be anything including supplies, equipment, personnel, money, 

regulations, traditions, and resistance to change.  

  

7 Appendix C: Sample Report Table of Contents  
  
  

1. Executive Summary  

2. Background and Scope  

3. Approach  

3.1. Meetings and Interviews  

3.2. Processes and Document Templates  
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3.3. Reports Review  

3.4. Resource Allocation Review  

3.5. Information Technology Review  

4. Current (As-Is) Situation  

5. Analysis and Observations  

5.1. Processes  

5.2. Documents / Deliverables  

5.3. Performance  

6. Conclusions and Recurring Themes  

7. Recommendations and High Level Project Plan for Implementation  

8. Lessons Learnt  

9. Appendices  

9.1. Acronyms  

9.2. Documents  

8 Appendix D: Documents and Templates  
The table below indicates all documents that form part of the PPM Toolkit.  Those that are specifically mentioned 

in this document are indicated.  

For the latest versions and to download templates, please refer to http://tau.treasury.gov.za   

Toolkit 

Section  
Ref #  Document Name  

Guide to  

Project Start 

Up  

1  Framework and Methodology and Guides   

  SUM  Project Management Summary Guide  

Project Management Framework  

People and Organisational Change Framework  

Project Management Methodology  

Guide to Project Start Up  

Guide to Project Sponsorship  

Guide to Charter Writing  

Guide to Project Planning  

Guide to Smaller Projects  

Health Check Guide  

Programme / Project Management Office Set Up Guide  

  

  

  

  

  

  

  

  

  

  

  

  FWK1 *  

  FWK2 *  

  MET1 *  

  GUI1  

  GUI2  

  GUI3  

  GUI4  

  GUI5  

  GUI6  

  GUI7  
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2  Concept Phase   

  CON1  Environmental Scan  

Situational Assessment  

Needs Statement  

Commitment to Change  

Stakeholder Analysis  

Vision Statement  

Impact, Outcomes, Outputs, Indicators  

Alignment to Strategy  

Options Analysis  

Option Analysis Checklist  

Clients and End-User Requirements  

Business Case  

Change Readiness Questionnaire  

Concept Phase Checklist  

Lessons Learnt Gathering Form  

Lessons Learnt Log  

  

  

  

  

  

  

  

  

  

  

  

  
  
  

  

  

  CON2  

  CON3  

  CON4  

  CON5  

  CON6  

  CON7  

  CON8  

  CON9  

  CON9a  

  CON10  

  CON11  

  CON12  

  CON13  

  CON14a  

  CON14b  

3  Definition Phase   

  DEF1a  Governance Structure  

Organisational Structure  

Terms of Reference  

Core Team Member Requirements  

Human Resource Management Plan – Core Team  

Project Team Member Evaluation  

Project Team Directory  

Roles and Responsibilities Matrix  

  

  

  

  

  

  

  

  

  DEF1b  

  DEF2  

  DEF3  

  DEF4  

  DEF5  

  DEF6  

  DEF7  

 

Toolkit 

Section  
Ref #  Document Name  

Guide to  

Project Start 

Up  

  

 DEF8  
Team Agreement  

Establishing Ground Rules  

Operating Effectiveness of Team  

Elements of Team Work Audit  

Scope Statement  

Stakeholder Interests  Needs Assessment  

  

  

  

  

  

  

  

 DEF8a  

  

 DEF8b  

  

 DEF8c  
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 DEF9  
Project Charter  

Definition Phase Checklist  

Lessons Learnt Gathering Form  

Lessons Learnt Log  

  

  

  

  

  

 DEF10  

  

 DEF11  

  

 DEF12  

  

 DEF13a  

  

 DEF13b  

 4  Planning Phase   

  

 PLA1  
Scope Management Plan  

Work Breakdown Structure  

Project Deliverables Chart  

Project Budget  

Project Schedule  

Human Resource Management Plan - Implementation Team  

Performance Development Plan (Short)  

Performance Development Plan (Comprehensive)  

Communications Management Plan  

Communications Worksheet  

Performance Reporting Chart  

Quality Management Strategy  

Quality Assurance &Control Chart  

Risk Management Plan  

Risk List & Risk Matrix  

Stakeholder Management Plan  

People and Organisation Change Plan  

Building Consensus  

Change Resistance Scale  

Evaluate the Change Plan  

Project Plan  

Lessons Learnt Gathering Form  

Lessons Learnt Log  

  

  

  

  

  

  

  

  

  

  

  

  

  

  

  
  

  
  

  

  

  

  

  

  

 PLA2  

  

 PLA3  

  

 PLA4  

  

 PLA5  

  

 PLA6  

  

 PLA6a  

  

 PLA6b  

  

 PLA7  

  

 PLA7a  

  

 PLA7b  

  

 PLA8a  

  

 PLA8b  

  

 PLA9a  

  

 PLA9b  

  

 PLA10  

  

 PLA11  

  

 PLA11a  
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 PLA11b  

  

 PLA11c  

  

 PLA12  

  

 PLA13a  

  

 PLA13b  

 5  Implementation Phase   

   IMP1  Meeting Agenda  

Meeting Minutes  

Action Items List  

Weekly Status Report  

Monthly Status Report  

Risk Management Form  

Issues Management Process  

Issues Management Form  

  

  

  

  

  

  

  

  

   IMP2  

   IMP3  

   IMP4  

   IMP5  

   IMP6  

   IMP7  

  

 IMP7a  

Toolkit 

Section  
Ref #  Document Name  

Guide to  

Project Start 

Up  

  IMP7b  Issues Log  

Change Control Process  

Change Request Form  

Change Control Log  

Deliverables Acceptance Sheet  

Start-Up Checklist  

Lessons Learnt Gathering Form  

Lessons Learnt Log  

  

  

  

  

  

  

  

  

  IMP8  

  IMP8a  

  IMP8b  

  IMP9  

  IMP10  

  IMP11a  

  IMP11b  

6  Close Out Phase   

  CLO1  Sponsor Sign-Off Form  

Customer Sign-Off Form  

Lessons Learnt Report  

Lessons Learnt Log  

Lessons Learnt Gathering Form  

Facilitating Lessons Learned Sessions  

Project Close-Out Report  

Close-Out Phase Checklist  

  

  

  

  

  

  

  

  

  CLO2  

  CLO3  

  CLO3a  

  CLO3b  

  CLO3c  

  CLO4  

  CLO5  
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7  Smaller Projects   

  SML1  Business Case for Smaller Projects  

Project Charter for Smaller Projects  

Project Plan for Smaller Projects  

Change Request for Smaller Projects  

Status Report for Smaller Projects  

Lessons Learnt for Smaller Projects  

  

  

  

  

  

  

  SML2  

  SML3  

  SML4  

  SML5  

  SML6  
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