[image: image3.png]




	Configuration Management Strategy - CfS


	Project Title
	Project Title

	Workstream
	Workstream 

	Programme
	XXXX
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	Document Author
	

	Business Lead
	

	Project Manager
	

	Project Priority
	

	Project Budget
	


	Document Purpose

	The Configuration Management Strategy is used to identify how, and by whom, the project’s products will be controlled and protected.

It answers the questions:

· How and where the project’s products will be stored

· What storage and retrieval security will be put in place

· How the products and the various versions and variants of these will be identified

· How changes to products will be controlled

Where responsibility for configuration management will lie.


Guidance: Use the Microsoft Word document properties to enter the project data such as Project Name, Customer Name, Security Classification and Author.  The paragraphs starting with “Guidance:” should all be deleted when completing this document.
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1. Configuration Management Procedure

Configuration management defines the technical and administrative activities concerned with the creation, maintenance and controlled change of configuration throughout the life of a product.
Guidance: A description of (or reference to) the configuration management procedure to be used. Any variance from corporate or programme management standards should be highlighted, together with a justification for the variance.
Guidance: the following procedure is provided as a base example.  Replace with your corporate standard or project specific procedure if necessary.
1.1 Planning

Guidance: What level of configuration management is required (i.e. what is the lowest level of product in the PBS that you wish to control?)
1.2 Identification

Guidance: How will products be identified (e.g. using the PBS reference numbers)? How will versions be identified?
1.3 Control

Guidance: Where will products be stored (e.g. document repository)? Who has access to the products? Do any security classifications apply? How will products be handed over to users?
1.4 Status Accounting

Guidance: How will configuration item records be set up and maintained?
1.5 Verification and Audit

Guidance: Will any configuration audits be undertaken?

2. Issue and Change Control Procedure

Issue and change control is a continual activity, performed throughout the life of the project. The aim of issue and change control procedures is not to prevent changes; it is to ensure that every change is agreed by the relevant authority before it takes place.
2.1 Overview

The following issue and change control procedure is to be used:
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2.2 Capture

Issues being managed formally will be entered in the Issue Register and given a unique identifier. 

An Issue Report will be created to capture what’s already known about the issue.
2.3 Examine

Perform an initial impact analysis.

Consider whether it is worthwhile doing a detailed impact analysis as the duration and effort required to undertake one may itself cause a deviation from the plan.

If the project is part of a programme, the impact of the change on the programme as a whole should be considered.

Having undertaken the impact analysis, the severity or priority should be re-evaluated.

The Issue Register and Issue Report should be updated to include the above information and the person who raised the issue and the person who created the Issue Report (if different) should be kept appraised of its status.

It may be necessary to request advice from the Project Board to check their understanding of the issue’s priority or severity before proposing resolutions.
2.4 Propose

Consider alternative options for responding to the issue.

Propose a course of action to take.

If any of the proposed options would take the stage or project beyond any tolerances, consider preparing an Exception Report for that option to accompany the Issue Report.
2.5 Decide

The Project Manager may be able to resolve issues without the need to escalate them to the Project Board

Other issues may need to be escalated to the Project Board (or its delegated Change Authority) for a decision. The escalation could be in the form of an Issue Report (as part of a request for advice) or in the form of an Exception Report
2.6 Implement

Take the necessary corrective action or create an Exception Plan for approval by the Project Board.
In both cases, the Project Manager should update the Issue Register and Issue Report with the decision and inform all interested parties. 

Once the issue is closed, the Project Manager should update the Issue Register and the Issue Report.
3. Configuration Management Tools and Techniques

The following tools and techniques are used to support the configuration management, issue management and change control procedures.

Guidance: Refer to any configuration management systems or tools to be used and any preference for techniques that may be used for each step in the configuration management procedure. 

Guidance: Also describe the composition and format of the reports that are to be produced e.g. Product Status Account, their purpose, timing and chosen recipients. This should include reviewing the performance of the procedures.

Guidance: The following examples are generic PRINCE2 and may need to be tailored for the project.

3.1 Configuration Item Records

Configuration Item Records will be used to provide a record of such information as the history, status, version and variant of each configuration item, and any details of important relationships between them.

A Configuration Item Record will comprise

· Current version  an alpha-numeric value
· Owner  The person or group who will take ownership of the product when it is handed over

· Location  Where the item is stored

· Copy holders (if relevant) 

· Item type  

· Item attributes As defined by the Configuration Management Strategy. These are used to specify a subset of products when producing a Product Status Account, such as the management stage in which the product is created, the type of product (e.g. hardware/software), product destination etc.

· Stage  When the product will be developed

· Users  The person or group who will use the item

· Status  As defined by the Configuration Management Strategy

· Product state As defined by the Product Description

· Variant 
· Producer  The person or team responsible for creating or obtaining the item

· Date allocated  To the producer

· Source  

· Relationship with other items  Those items that: would be affected if this item changed; if changed, would affect this item

· Cross-references: to Issues and risks; documentation that defines requirements, design, build, production and verification for the item (specifically this will include the Product Description).

3.1.1 Product Status Account

The Product Status Account is used to provide information about the state of products within defined limits.

A Product Status Account will comprise:

· Report scope Describing the scope of the report (e.g. for the entire project, by stage, by product type, by supplier etc. The product’s attribute can be used to select the subset of products for the report)

· Date produced  The date the report was generated

· Product status  For each product within the scope of the report including

· Product identifier and title

· Version

· Status and date of status change

· Product state

· Owner

· Copy-holders

· Location

· User(s)

· Producer and date allocated to producer

· Planned and actual date Product Description was baselined

· Planned and actual date product was baselined

· Planned date for the next baseline

· List of related items

· List of related issues (including changes pending and approved) and risks
3.1.2 Daily Log

The Daily Log will be used to record problems/concerns that can be handled by the Project Manager informally. Issues initially captured on the Daily Log may later be transferred to the Issue Register if, after examining them, it is decided they need to be treated more formally.
3.1.3 Issue Register

The Issue Register will be used to capture and maintain information on all of the issues that are being managed formally.

The Issue Register will comprise:

· Issue identifier  Provides a unique reference for every issue entered into the Issue Register

· Issue type  Defines the type of issue being recorded

· Date raised  The date on which the issue was originally raised

· Raised by  The name of the individual or team who raised the issue

· Issue Report author  The name of the individual or team who created the Issue Report

· Issue description  A statement describing the issue, its cause and impact

· Priority As defined by the categories in section 3.6. 

· Severity As defined by the categories in section 3.6.
· Status  The current status of the issue and the date of the last update

· Closure date The date the issue was closed.
3.1.4 Issue Report

An Issue Report is a report containing the description, impact assessment and recommendations for a request for change, off-specification or a problem/concern. It is only created for those issues that need to be handled formally.
An Issue Report will comprise:

· Issue identifier  As shown in the Issue Register (provides a unique reference for every Issue Report)

· Issue type  As defined by the categories in section 3.6. 

· Date raised  The date on which the issue was originally raised

· Raised by  The name of the individual or team who raised the issue

· Issue Report author  The name of the individual or team who created the Issue Report

· Issue description  A statement describing the issue in terms of its cause and impact

· Impact analysis A detailed analysis of the likely impact of the issue. 

· Recommendation  A description of what the Project Manager believes should be done to resolve the issue (and why)

· Priority As defined by the categories in section 3.6. 

· Severity As defined by the categories in section 3.6. 

· Decision  The decision made (accept, reject, defer or grant concession)

· Approved by  A record of who made the decision

· Decision date  The date of the decision 

· Closure date The date that the issue was closed.
3.2 Progress Status Categories

Checkpoint Reports and Highlight Reports will use Red / Amber / Green status indicators as follows:

· RED – forecast that tolerances will be exceeded

· AMBER – forecast that tolerances are in jeopardy due to risks and issues identified

· GREEN – forecast that tolerances will not be exceeded

3.3 Issue Categories

The following categories will be used for recording issues.
	
	Category
	Notes

	Issue Type
	Request For Change

Off-specification

Problem/Concern
	A proposal to change a baselined product

Something that should be provided by the project, but currently cannot be provided.

Any other issue

	Issue Severity
	Low

Medium

High
	The severity determines the level of management required to make decisions on the issue, e.g. all high severity issues need to be raised to the Project Board.

	Issue Priority
	Must do

Should do

Could do

Won’t do for now
	The Business Case invalidated if this issue is not resolved

The Business Case is weakened if this issue is not resolved

It is useful to resolve the issue, but it does not weaken the Business Case

It is not essential nor important and can wait


3.4 Change Budget

Guidance:  The Change Budget is money allocated to the Change Authority available to be spent on authorized requests for change. If the project is to use this method, then define the amount and any parameters or restrictions that apply to its use.
4. Configuration Management Reporting

Reports specific to configuration management, issue management and change control activities are described.

Guidance:  Describes any reports on the communication process that are to be produced, including their purpose, timing and recipients (for example, performance indicators).

5. Configuration Management Roles and Responsibilities

The following responsibilities are specific to configuration management, and augment those roles described within the Project Initiation Document.
Guidance: These roles are generic PRINCE2. They may need tailoring for the project. For example, the project may have a specific role of Configuration Manager or Change Manager.
5.1 Executive

· Determines the Change Authority and change budget.

· Sets the scale for severity ratings for issues.

· Sets the scale for priority ratings for requests for change and off-specifications.

· Responds to requests for advice from the Project Manager.

· Makes decisions on escalated issues, with particular focus on continued business justification.
5.2 Senior User

· Responds to requests for advice from the Project Manager.

· Makes decisions on escalated issues with particular focus on safeguarding the expected benefits.
5.3 Senior Supplier

· Responds to requests for advice from the Project Manager.

· Makes decisions on escalated issues, with particular focus on safeguarding the integrity of the complete solution.
5.4 Project Manager

· Manages the configuration management procedure, assisted by Project Support where possible.

· Manages the issue and change control procedure, assisted by Project Support where possible.

· Creates and maintain the Issue Register, assisted by Project Support where possible.

· Implements corrective actions.
5.5 Team Manager

· Implements corrective actions.
5.6 Project Assurance

· Advises on examining and resolving issues.
5.7 Project Support

· Maintains Configuration Item Records.

· Produces Product Status Accounts.

· Assists the Project Manager to maintain the Issue Register.
6. Appendix A.  Supporting Information

Guidance: Add here any supporting information, such as drawings, tables or diagrams that will assist.
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