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Prepare a Standing Operating Procedure (SOP) that identifies and defines how the closure report is to be structured.    As a minimum the structure of a closure report is to include:

how the completed work packages and stages were controlled;

how the Risk register was used to control the project

(Assessment criterion 4.4.1)
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1.0 Introduction

The following report aims to provide a Standard Operating Procedure (SOP) concerned with the closure of a project aligned with the Prince2 Methodology.

Firstly, this report will introduce the concept and purpose of closure reports in a project environment.  Following this, the report will outline an appropriate project closure report SOP, beginning with a review of project outcomes against a Project Plan and its preceeding Business Case.  Furthermore, the SOP will discuss and review a projects control mechanisms for successful implementation, including the control of stages (and related work packages) and tools to monitor and manage risk throughout.  Before closure, this report will also introduce the concept of a ‘Lessons Learned’ Register and how the tool is able to contribute to improved performance in future projects.

The project subject to this risk SOP concerns the migration of Biotage GB’s Enterprise Resource Planning (ERP) system from Micrsoft Dynamics AX 2009 to Microsoft’s latest iteration; Dynamics AX 365 (Microsoft, 2019).  Biotage is a multinational organisation, specialising in the manufacture and distribution of consumables and instruments for analytical chemistry related industries, including; healthcare, academic institutes, food, beverage and pharmacuetical manufacturers.  Biotage currently employees 330 people, producing its products in South Wales and operating sales and distribution hubs in Europe, Asia and the USA (Biotage, 2018).


2.0 Overview of Project Closure and requirement for Project Closure Report SOP 

Both Lock (2007) and Prince2 (2012) suggest the use of formal project closure process as a means of providing a clearly defined project end.  By doing so, this will enable an organisation to:

· Clearly determine and implement the handover of project deliverables to the Business As Usual (BAU) client

· Organise the efficient dissolution of a project team, thereby preventing unncessary additional resource expenditure

· Incorporate appropriate activities for ensuring that a project met expectations, through the achievement of objectives and Project Initiation Document criteria.  This also includes reviewing objectives, which may not have been achieved and can be captured by an organisation as a lesson learnt

Highlighting the importance of conducting an effective project closure process, Lock (2007) proposes the use of a Project Closure Document (PCD), which outlines; project identification, dates and reasons for project closure, relevent client handover instructions, signatures of closure authorisation and a plan for distribution of the PCR (usually including parties who received notice of project opening).  Whilst acknowledging Lock’s (2007) recommendation to communicate this information, Prince2 builds further, by outlining a Project Closure Report of greater detail and analysis, including; a review of planned project objectives and products, project control (stages and risk), team performance and lessons learnt.

As a result, this SOP instructs the following Project Closure Report structure:

1. Cover note – Notice of project closure, including; project identification, dates and reasons for closure, handover instructions and authorised signatures of closure.  The cover note for the AX365 upgrade project can be reviewed in Appendix 1

2. Project goals review – Overall project success and delivery of objectives and products (section 3.0)

3. Project control review part 1 – Risk registration and management (section 4.1)

4. Project control review part 2 – Stage and work package controls (section 4.2)

5. Lessons learned (section 5.0)

6. Appendices – Supporting documents as listed by the PCR Cover Note 



3.0 Project goals review

Further to outlining the need for a project in its approved business case, Biotage also included the Project Management Institute’s (2013) proposed Terms of Reference in its Project Initiation Document (PID). The Project Management Institute (2013) identifies the ‘Terms of Reference’ (TOR) as the ‘definition of a project’s purpose and structure to achieve a defined goal’.  Most notably, this includes the objectives and deliverable outputs required from the project.  Given that the importance of project goals and supporting objectives in defining the existence and success of a project, this SOP instructs their review, before progressing to the analysis of project controls necessary to their attainment.

Biotage’s strategic project goals were as follows: 

· Increase operational efficiency and capability through the adoption of innovative ERP technologies such as; barcode scanners, mobile/tablet functionality and planning/management software of increased sophistication

· Eliminate vulnerabilities to ERP data security, due to the discontinuation of software support for its AX2009 ERP system

In order to achieve these goals, Biotage’s project objective was to achieve the successful upgrade and migration of Biotage’s current ERP system (Microsoft Dynamics AX 2009) to Microsoft Dynamics AX365, within a timeframe of 19 months and a resource budget of £3.5 million.
This PCR is able to report favourably on Biotage’s project performance in relation to fulfilling its goals and objectives.  Indeed, Biotage was able to complete ERP upgrade, migration and transition to BAU in 14 months.  This is aligned with Biotage’s PID PERT analysis, which calculated this to be the most likely duration and the budgeted 19 months representing the most pessimistic of schedules.  Furthermore, Biotage was able to deliver its new ERP system within budget, at a total resource expenditure of £3.3 million.  

This PCR is also able to report successful completion of its goals for improved data security and process efficiency through Business Process Re-engineering (BPR) and the adoption of innovative technologies (such as barcoding).  These goals were consistantly integrated into individual stages and work packages and validated during Beta and UAT.  This report recommends that Biotage continues to measure security and process performance as part of its post-project benefit realisation activities.

The remainder of this PCR aims to evaluate Biotage’s implementation of key project activities, which contributed to the successful achievement of the ERP project goals and objectives - including the control of stages, work and risk.


4.0 Project Control

4.1 Project Control (Part 1) – Risk Control and Management

[bookmark: _Hlk27492151]Prince2 (2012) describes risk as ‘an uncertain event or set of events that, should it occur, will have an effect on the achievement of objectives’.  Indeed, the methodology acknowledges that given that projects aim to achieve change, risks are inevitable and are therefore capable of affecting the achievement of key criteria, including scope, quality and resource efficiency.

Therefore, in line with Prince2 and recognising the importance of effective risk management and control in successful project delivery, this SOP instructs its evaluation during the complilation of a Project Closure Report.

In considering Biotage’s provisions during the Microsoft AX 365 ERP upgrade project, this report proposes that the organisation successfully implemented a robust risk management process.  Firstly, the organisation conducted a comprehensive risk identification process utilising tools . In order to conduct an effective evaluation of the projects internal and external environment and identify relevant risks, a SWOT and PEST anlsysis was conducted.  Following the identification of project risks, the organisation then applied quantative analysis in order to ensure that their severity was rated appropriately. To do so, Biotage applied a Probability Impact Matrix and accompanying rating scale, enabling risks to be categorised accordingly as Low, Moderate and High; thereby guiding appropriate mitigating actions (if required). Upon identifying and evaluating project risks, Biotage continued to follow the Prince2 (2012) framework, by establishing a risk register as a platform for the effective administration of risks. Each record included:

· Risk ID – unique to each risk and can be referenced elsewhere within the project
· Risk description – the nature of the risk and the project area(s) which it concerns
· Risk impact – quantatitive rating of risk impact severity
· Risk likelihood – quantatitve rating of risk probability
· Risk rating – as calculated by the Probability Impact Matrix to provide an overall risk rating
· Risk classification – the classification in which the risk rating lies – low, moderate or high
· Risk owner – the person(s) responsible for managing the risk and implementing the necessary mitigating actions
· Risk response strategy – details of actions and initiatives taken to address the risk

In reviewing the effectivness of Biotage’s risk management and control during the AX365 ERP upgrade project, several observations can be made.  Through the implementation of its risk identification, classification and mitigation process, following systematic identification and registration, Biotage successfully reduced all high and moderate risks to a low level, including risks to data loss and security, supply chain failure, quality of deliverables and employee change resistance.  Furthermore, Biotage also demonstrated proactive risk management and control through the registration and mitigation of positive risks (opportunities), such as the acquisition and capitlisation of in-project incremental AX365 software upgrades.  Such upgrades weren’t initally included in the project’s requirements and by seizing this opportunity through effective contract management, Biotage was able to prevent future Business As Usual resource expenditure needed to update the system.



4.2 Project Control Review (Part 2) – Stage and Work Packages

Both Prince2 (2012) and APM (2012) propose the use of project stages, which are in turn divided into work packages. This process is supported by Lock (2007), who argues the importance of structured stages in successful projects, by providing organisations with a platform to periodically; 1. Identify and register new risks and assign appropriate mitigating actions, and 2. review existing risks, which may require a change in categorisation and mitigating action.  Furthermore, APM (2012) advocates the implementation of phased resource release in successful project management.  By doing so, project resources (financial, human, physical and time) can be witheld until a preceeding stage has been reviewed and the level of risk of subsequent stages deemed acceptable (Stratton, 2003).

Similarly, Prince2 (2012) introduces the concept of work packages, as an activity (or group of activities) required for the delivery of products, by which a project stage can be divided. Critical to the control of work packages is the quality criteria, ensuring that work packages effectively meet the requirements outlined by stage plans and project plan.  Acknowleding the importance of project stage and work package controls to successful projects, this SOP instructs their review during the compilation of a Project Closure Report.

In reviewing Biotage’s stage and work package management, this report proposes that the organisation effectively implemented the Prince2 framework.  At stage ends, stage outcomes and work package deliverables were reviewed by the Project Board, Project Manager and relevant Team Manager.  By doing so, Biotage demonstrated competent diligence, ensuring that the necessary decision makers, experience and cross functional expertise were facilitated to conduct an effective evaluation, concerning whether the project proceeds to the next stage.  An important contributing activity to this process was the re-implentation of risk control and management (see section), as the severity of existing risks were re-evaluated and new risks identified and mitigating actions assigned.  As a result, the review could conclude whether the level of risk was acceptable to proceed to the next project stage.

Furthermore, the organisation demonstrated a robust management system in relation to the management of work packages and deliverable outcomes (products) during project stages. Firstly, the organisation’s Project Initiation Document outlined a work package process, including the utilisation of a work package assignment document, which clearly communicated the following work packages attributes:

· Date of work package assignment
· Authorised party to deliver work package
· Deadline for completion
· Description of work package requirements 
· Data reporting requirements
· Acceptable tolerances for required deliverable (time/scope/cost)
· Issue reporting/escalation process
· Approval process
· Appendices (such as technical information and correspondance)

Additionally, this report also highlights that Biotage implemented a robust Quality Assurance system in the validation of work package deliverables and throughout the duration of the project.  By operating a cross functional, independant QA team including neccessary project related technical expertise, the organisation was able to ensure that deliverables were conformant with work package and product requirements; with products recorded on the Quality Register accordingly.

Furthermore, upon completion of the primary project deliverable (Installed and migrated AX 365 ERP system), Biotage also implemented two stages of User Acceptance Testing (UAT), with the first used to identify technical issues/problems and the second to validate the deliverables of any remedial work packages. Indeed, this is supported by Mohd and Shahbodin, 2015, who suggest that IT User Acceptance Testing is a pivotal contributing activity to validate the capabilities (and benefits) of deliverables before they are transitioned into a live environment.


5.0 Lessons Learned Report

The final project management element instructed by this SOP for inclusion in Biotage’s project closure reports is a review of Lessons Learned. Both Prince2 (2012) and APM (2012) highlight the importance of organisations recording and learning from mistakes and oversights, whilst banking new sources of knowledge.  As a result, both project management methodologies intend this process to serve as platform for ensuring that such factors are considered in the implementation of future projects, thereby contributing to improved performance. Furthermore, this concept seamlessley aligns with Biotage’s wider corporate strategy of harnessing a culture of continuous improvement, highlighted by initiatives such as 5S auditing and lean focused Business Process Engineering (BPR).

In evaluating Biotage’s implementation of the Lesson’s Learned process during the AX365 ERP upgrade project, several observations can be made. Firstly, following the Prince2 (2012) structure, the organisation successfully established a comprehensive Lessons Learned Register as a tool to capture and record relevent information, with fields including:

· Date
· Description of entry
· Effect of entry
· Cause of entry
· Mitigating action
· Entry identified previously – Yes/No
· Priority level – High/Low (If yes, escalate immediately to Project Manager for review)
· Logged by

Throughout the duration of the project, Biotage’s project team identified several lessons learned.  One notable example was a deviance from the project plan, where it was identified that one Production department had not received Prince2 training, at least to a foundation level.  This is despite the project plan specifically requiring all project team members to be trained to this level of competency, to ensure consistency and comminality in the delivery of project work packages.  As a result, Biotage has developed and communicated a SOP for competency assurance checks to be conducted in all future projects.  

Although these oversights were a concern, this Project Closure Report recognises Biotage’s effective execution of the lessons learned process, from the identification and capture of events, through to the implementation of mitigating factors which facilitate improved team performance in future projects.


6.0 Conclusion

In conclusion, this report proposes a robust report SOP for project closure. Aligning with leading Project Management frameworks including Prince2 and APM, the report format analyzes the key contributing drivers for successful project execution, including; an assessment of objective fulfillment, effectiveness of project controls in relation to stage, work package and risk management, quality assurance and lessons learned upon project conclusion.

Regarding Biotage’s ERP upgrade project performance by implementing the project closure SOP, this report asserts the organisation’s effective implementation of best project management practice.  Most significantly, Biotage adopted the Prince2 methodology into its project plan and has exercised the framework throughout the duration of the project.  Biotage’s diligence in implementing the framework is reflected by the successful attainment of its goals to improve supply chain security and the operational processes captured by its ERP system.  This PCR illustrates that its goals have been achieved within project paramaters (time/resource/scope), through the implementation of extensive project control encompassing risk, quality and stage/work planning.
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Project Name: AX365 ERP Upgrade

Project Description: The migration of Biotage’s current Enterprise Resource Planning system AX2009 to the newer AX365 version.  Project also included business process re-engineering of departmental processes captured by Biotage’s ERP system.

Project Manager: E. Williams, Global Architecture Manager

Project Sponsor: A. Wikstrom, Global Operations Director

Focus Area: Operations / IT
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	Version
	Date
	Author
	Description

	1.1
	
	Project Manager
	1st submission of Project Closure Report

	
	
	
	



Acceptance of deliverables required for handover and project closure
	Position
	Name
	Date
	Comments
	Signature

	End User(s)
	Assistant Production Manager

Production Planner

Senior Finance Officer
	
	Nominated End User panel.

Handover and project closure accepted due to completion of project deliverables
	M.Clement

	Project Manager
	Global IT Architecture Manager
	
	Handover and project closure recomemnded due to completion of project deliverables
	E.Williams

	Project Sponsor
	Operations Director 
	
	On behalf of the Project Board

Handover and project closure accepted due to completion of project deliverables
	A.Wikstrom



Supporting Documents (Appendices)
	Document
	Version
	Date
	Description

	Project Initiation Document (PID)
	1.3
	
	For reference with PCR

	Product Register
	1.1
	
	Complete register of user accepted project deliverables

	Technical Documents
	N/A
	Various
	Supporting documentation for accepted project deliverables

	Risk Register
	1.2
	
	For reference with PCR – section 4.1 (project controls)

	Lessons Learned Report
	1.1
	
	For reference with PCR – section 5.0 (lessons learned)
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