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1. Introduction

1.1. Overview

e The Project Methodology is defined as a combination of practices, methods, techniques,
procedures, processes and rules that determine how best to plan, develop, control and
deliver a project throughout the continuous implementation process until successful
completion and termination. It is a systematic approach to project design, execution and
completion. KNPC Project Methodology Developed by Management Support Department for
supporting project management and change management aspects of project delivery and
improving project execution.

e The Purpose of KNPC Project Methodology is to standardize, structure, and organize work
methods. This helps to focus in all projects at the same way and allows us to repeat successful
aspects, learn from mistakes, and resulting in a continuous improvement process.

e The KNPC Project Methodology consists of a structured toolset focused on improving the
delivery of business capabilities at KNPC by providing the organization with a standard,
transparent process for managing projects from initiation to operation.

e The KNPC Project Methodology considered as general guidelines that provides a structured
framework for planning, mobilizing, and managing programs and projects in a consistent,
disciplined manner. The guidelines steps to be followed by all departments, and the approvals
and implementation for the project shall be as per the latest version of KNPC Project Control
Procedure.

o KNPC executes Capital Programs from KPC which are categorized in three types — National,
Critical and Operational.

e The KNPC Project Methodology consists of five Stage Gates containing structured activities as
per latest version of KNPC Project Control Procedure. Stages are distinct phases of
deliverables, techniques, and processes carried out in succession around critical decisions
across the project lifecycle. Each stage is governed by a Stage Gate, which are checkpoints
with standard decision criteria that determine a project’s readiness.

e Projects are identified by Refineries, Local marketing, etc. and executed by applying the stage
gate approach consisting of the following five stages:

Idea stage

Study stage

Design stage

Implement stage

Operate & Monitor stage

VVVYYVYYVY

e Stage gate reviews are carried out by Executive Portfolio Management Committee (EPMC)
/ Project Review Committee (PRC).

KNPC PROJECT METHODOLOGY Rev 3
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e For process flow details of KNPC Project types, refer latest version of KNPC Project Control
Procedure.
e The five stages work streams, and stage gates are as shown below:

KPM Stage Gate Filter New Projects Implement Project Realise Project Benefits
Approach

KNPC PROJECT METHODOLOGY Rev 3
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1.2. Idea Stage

The objective of the Idea stage is to develop a business concept into a clear scope of work to
determine overall project feasibility and alignment with KNPC objectives. The key input to the Idea
stage is a raw idea for a new initiative that aims to solve a business challenge facing KNPC.

Activities

e The raw idea for a new initiative is charted down in the Technical / Business Study Proposal to
assess the project’s ability to generate its expected value in the long term and ensure alignment
with KNPC strategic objectives.

o |dentify the key stakeholders and assess the project with decision makers, major influencers and
target users maintained in the form of Stakeholder Profile.

e Portfolio Template & Benefit Tracking Templates are developed to justify the projects required
investments in terms of achievable benefits.

Outcome

e High level understanding of proposed of project scope, timelines, cost, and expected business
outcomes is carried out with stakeholder who will influence or be impacted by the project.

e The initiatives are filtered and reviewed for alignment with KNPC strategic objectives, whether the
idea is beneficial for KNPC and it is initiated at the proper time and further prioritization required.

Stage Gate Review

e The Idea stage gate review assessment criteria enable the Executive Portfolio Management
Committee (EPMC) to determine the appropriateness of progression to Study stage. For all
studies, Corporate Planning (Technical Studies) / Management Support (Business Studies) review
and assessment shall be presented to EPMC. The result of the stage gate assessment will be
“Approved in Principle/ Drop/ Defer to Study stage”.

KNPC PROJECT METHODOLOGY : IDEA STAGE DELIVERABLE LIST - WORK STREAM WISE
STAGES DELIVERABLES
PM | PM PM C&E
IDEA Project Proposal Portfolio Template Benefit Tracking Template Stakeholder Profile
Legend Deliverable Created Deliverable Updated
Legend of Work StreamsProject Management Commun.-'cations & Engagement |:’Trar'n."ng & Capability Development
All templates and Guidelines are available in MS Department website

For process flow details of KNPC Project types, refer latest version of KNPC Project Control Procedure.
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1.3.  Study Stage

The objective of the Study stage is to refine the scope of the solution that will be implemented and
lay the groundwork for a successful implementation.

Activities
e The key inputs that are the EPMC authorization to progress and the completed Idea stage

deliverables are used as the basis to refine the project scope into a Project Charter and project
schedule into Work and Resource plans.

e Risk Management Plan initiated to assess managing project risk and Change Impact Assessment
carried out to identify the impact on various areas of the organization.

e Stakeholder Expectation Matrix is maintained for understanding the expectation of stakeholder
groups and Communication Strategy defined for engaging the affected stakeholders.

e Deliverables to be created and updated as per the attached KPM overall deliverable list for
relevant stages.
Outcome

e A defined project with clear justification, scope, timeline including key tasks, target dates &
milestones and project cost highlighting resource requirements.

* Process for managing the project during the Design and Implementation stages.
e Strategy for communicating to stakeholder and building their skill level.
Stage Gate Review

The Study Stage Gate Review assessment criteria enable the Executive Portfolio Management
Committee for Business Study and Project Review Committee for Technical Study to determine the
appropriateness of progression to the Design stage. The result of the stage gate assessment will be
to “Approved (in principle)/ Dropped/ Deferred” to Design stage”.

KNPC PROJECT METHODOLOGY : STUDY STAGE DELIVERABLE LIST - WORK STREAM WISE
STAGE DELIVERABLES
PM Pm | c&E]| PM | PM | PM PM PM | C&E| C&E C&E| PM
P =
£ c ) s = g
@ = @ < E= = ] = e
B E = 5 = S = = a 2
= o g £ s £ 2 g = 2 3
> 5 (= a = = - ] ) (1) w a -—
= a0 pes o = o £ < 2 x = < S v
> 2 s ] S a ] o ) P .8 = o o
= = -] = = a0 = s ® = E] &2
© = < S S S S @ ® ] 5 & S
2 e © 5 S = = &= s = e = &
[=] B = — -— E
£ = ] S = > < D =] S £ >
E= = = = o = k=1 = = P o
S &= [ o b ] £ o0 S
a }5 b3 = = = £ = &
5] = = 3 S s
2 a « o =
Legend Deliverable Created
Legend of Work Streams Project Management Communications & Engagement I:I Training & Capability Development
All templates and Guidelines are available in MS Department website

For process flow details of KNPC Project types, refer latest version of KNPC Project Control Procedure.
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1.4. Design Stage

The objective of the Design stage is to define the implementation details needed for successfully
deploying the project solution. The key inputs to the Design stage are the Project Review Committee
& Executive portfolio Management Committee’s authorization to progress from the Study Stage Gate
Review and the completed Study stage deliverables.

Activities
e Design and refine the project solution, schedule and resource plan.

e Develop the communication plan for execution of all project communication activities and
materials for delivering important project communication.

e Schedule a training deployment plan to track the project training solution and performance
support plan which defines course structure and describes content for training and performance
support.

e Provide standards for use in development of training and/or performance support materials.

e Deliverables to be created and updated as per the attached KPM overall deliverable list for
relevant stages.

Outcome

¢ A well-defined project with clear justification, scope, timeline and budget.

* Process for managing the project during the Design and Implementation stages.

¢ A strategy for communicating to stakeholders and building their skill levels

Stage Gate Review

The Design Stage Gate Review Criteria provide the Project Review Committee to review and verify
the Technical Study outcome prior to presenting it to Executive Portfolio Management Committee
with a checklist for assessing the project’s progress and readiness to advance to the Implement stage.
The result of the stage gate assessment will be to “Approved /Dropped /Deferred progression to
Implement stage” thereby Finance release fund for Implement Stage.

KNPC PROJECT METHODOLOGY : DESIGN STAGE DELIVERABLE LIST - STREAM WISE

STAGE DELIVERABLES
PV PV CRE PM PIVI PV PIVi PV CRE C&E C&E C&E C&E PM
E] w | = > 2 € 3 o & = @ 5
5| s | 2|8 | 8 = | = S| 2 gg| & | €, s
o g = - = E=S = - o s 2 a g =|sa& = & S =3
= S = =) s - a = -3 8o | £ = £ 5 @
o v = + = < ] o g &3 = - = = s £ a o 2 = E k7] = 2
z £ = | = s | & | = ] € g <| = £ 5| B 2 = | 8 = | 58|23 E |2 s 2
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Legend Deliverable Created Deliverable Updated
Legend of Work Streams Project Management C i ions & I:I Training & Capability Development

All templates and Guidelines are available in MS Department website

For process flow details of KNPC Project types, refer latest version of KNPC Project Control Procedure.
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1.5. Implement Stage

The objective of the Implementation stage is to build and deploy the solution across the organization
in a structured manner. The key inputs to the Implement stage are the Project Review Committee &
Executive Portfolio Management Committee’s authorization to progress from the Design Stage Gate
Review and the completed Design stage deliverables.

Activities

e Project to be included in the existing or new Program to achieve optimum investment program.

e Build and test the solution and roll it out across the organization.

e Continue delivering and refining communications based on feedback from the stakeholders.

e Provide captured feedback from training audience to assess effectiveness and determine if
additional actions are required.

e Deliver training content and job aids to target audiences in support of necessary competency
building and confirm stakeholder understanding through feedback

Outcome

e A well-defined Project with clear justification, scope, timeline and budget.
e Solution built and operating in the business.

e Stakeholders capable of operating the solution.

e Deliverables to be created and updated as per the overall deliverable list for relevant stages.

Stage Gate Review

The Implement Gate Review Criteria provide the PRC (for Technical Studies) / EPMC (for Business
Studies) with a checklist for assessing the effectiveness of the deployment and readiness for Operate
& Monitor (Technical Study) / Monitor & Evaluate (Business study). The result of the stage gate
assessment for Technical studies will be “Approved to Operate & Monitor stage/ Not to Operate &
Monitor Stage/ Additional Implementation Activities required and for Business studies the result will
be “Approve to Monitor & Evaluate stage/ Dropped/ Deferred” thereby Finance to release fund.

KNPC PROJECT METHODOLOGY : IMPLEMENT STAGE DELIVERABLE LIST - WORK STREAM WISE
STAGE DELIVERABLES
PM P | P | PV | | PV | PV | PV | Cc&E]| Cc&E]| C&E]| | PV |
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Legend Deliverable Created Deliverable Updated
Legend of Work Streams Project Management czE|ce ications & [[=c5] Training & capability Development
All templates and Guidelines are available in MS Department website

For process flow details of KNPC Project types, refer latest version of KNPC Project Control Procedure.
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Operate & Monitor Stage (Technical Study) / Monitor & Evaluate Stage (Business Study)

The objective of the Operate & Monitor stage is to realize the benefits from implementing the
solution and transition to a permanent support function. The key inputs to the Monitor & Operate
stage are PRC (for Technical Studies) / EPMC (for Business Studies) authorization to progress from
the Implement Stage Gate Review and the completed Implement stage deliverables.

Activities

e Conduct project closeout with project team members and key stakeholders.
e Measure benefits and compare against expected benefits through Support Transition Report &
Project Closure Report.

Outcome

¢ Project solution part of day -to -day business.

¢ Understanding of whether project objectives and benefits were realized.

Stage Gate Review

The Monitor and Operate Gate Review Criteria provide the PRC (for Technical Studies) / EPMC
(Business Studies) with an understanding of achieved benefits and the ability to declare the project
closed.

KNPC PROJECT METHODOLOGY : OPERATE & MONITOR STAGE DELIVERABLE LIST - WORK STREAM WISE

STAGES

DELIVERABLES

OPERATE &
MONITOR

| P |

Benefit Tracking Template

C&E

Communication Materials

C&E

Training & Performance
Support Materials

P |

Project Closure Report

C&E

Support Transition Report

Legend

Legend of Work Streams

Project Management

All templates and Guidelines are available in MS Department website

Deliverable Created

Deliverable Updated

Communications & Engagement |:| Training & Capability Development

For process flow details of KNPC Project types, refer latest version of KNPC Project Control Procedure.
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1.7.  Overall Deliverable List

Support Transition
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2. Project Management Templates & Guidelines

Project Management Templates &
Guidelines

KNPC PROJECT METHODOLOGY Rev 3
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2.1. Technical / Business Study Proposal Template

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048

2.1 Technical / Business Study Proposal

2.1.1 Technical Study — Tentative
2.1.2 Technical Study - Final
2.1.3 Business Study — Tentative

2.1.4 Business Study — Final

MSD
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Technical Study Proposal — Tentative

Technical Study Proposal — Tentative

1) Technical Study Details and Signatories

Technical Study Title:

Initiating Department:

Study Initiator: Study Proposal No:

Sponsor: Category:

Request for Approval for New Technical Study Proposal [_] Feasibility [ | FEED [ ] Combined Feasibility & FEED

Signed: Department Manager: Date:

Assessment by Corporate Planning (Attach completed assessment form)

Executive Portfolio Management Committee review Yes: O No: O
required?

Signed: Manager, Corporate Planning : Date :
Remarks:

For Minor Studies

Sponsoring DCEO: Date:

2) Define Technical Study Purpose

Study Objective

Business Challenge

Study Scope

High-Level Approach

MSD-P&PM-22-0007, Ver-1
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Technical Study Proposal - Te
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ntative (contd.)

MSD

3) Alignment with KNPC Strategic Objectives and Balanced Scorecard

KNPC Strategic Objectives Supported

KNPC Balanced Scorecard Measures Impacted

Initiating Department/Refinery Measures Technical Study Impact

4) Identify Estimated Cost and Technical Study Resource Requirements

Estimated Cost

Estimated Cost for Study Stage (KD)

Estimated Total Project Cost (KD) — If Available

Estimated Phasing for Study Stage

Years

Amount For Study Stage

Year 1

Year 2

Total

Study Stage Duration and Execution Schedule (provide attachment, if required)

Duration

Execution Milestones

Deliverables

HSE Studies Review Committee requirements (Provide HSE Assessment Form)

EIA Required? Yes: 0 No
|

O .0

QRA Required? Yes: o No : | Other Studies Required (provide attachment)? Yes: o No

Estimated Technical Study Team Resource Requirements (provide attachment, if required)

Source Number KNPC Department / KPC Skill / Capability Requirements
(Part Time/Full Time) or Other Subsidiary

Staff Members

External N/A

5) Consequences and Key Assumptions

Consequences if the proposal is not adopted

Key Assumptions
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Technical Study Proposal — Final

MSD

Technical Study Proposal — Final

1) Technical Study Details and Signatories

Technical Study Title:

Initiating Department:

Study Initiator: Study Proposal No:

Sponsor: Category:

Confirm Technical Study Proposal: [ | Feasibility [ ] FEED [ ] combined Feasibility & FEED
Signed: Department Manager Date:

Review by Corporate Planning

Signed: Manager, Corporate Planning: Date:

Re-approval of Minor (if needed)

Signed: Concerned DCEO: Date:

Review by Finance

Signed: Manager, Finance : Date :

Approval for Technical Study Proposal

Signed: DCEO, P&F: Date :
Signed: CEO: Date:
Remarks:

2) Define Technical Study Purpose

Study Objective

Business Challenge

Study Scope

High-Level Approach

MSD-P&PM-22-0008, Ver-1
KNPC PROJECT METHODOLOGY Rev 3
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Technical Study Proposal - Final (contd)

MSD

3) Alignment with KNPC Strategic Objectives and Balanced Scorecard

KNPC Strategic Objectives Supported

KNPC Balanced Scorecard Measures Impacted

Initiating Department/Refinery Measures Technical Study Impact

4) Identify Estimated Cost and Technical Study Resource Requirements

Estimated Cost

Estimated Cost for Study Stage (KD)

Estimated Total Project Cost (KD) — If Available

Estimated Phasing for Study Stage

Year Amount For Study Stage
Year 1
Year 2
Total
Study Stage Duration and Execution Schedule (provide attachment, if required)
Duration

Execution Milestones

Deliverables

HSE Studies Review Committee requirements (Provide HSE Assessment Form)

EIA Required? Yes: 0O No:

QRA Required? Yes: O No: | Other Studies Required (provide attachment)? Yes: O

O O No: O
Estimated Technical Study Team Resource Requirements (provide attachment, if required)
Source Number (Part Time/Full | KNPC Department / KPC | Skill / Capability Requirements
Time) or Other Subsidiary
Staff Members
External

5) Consequences and Key Assumptions

Consequences if the proposal is not adopted

Key Assumptions

MSD-P&PM-22-0008, Ver-1
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Business Study Proposal — Tentative

Business Study Proposal — Tentative

1) Project Details and Signatories

Project Title:
::itiating Submission Date:
epartment:
Project Initiator: Study Proposal No:
Sponsor:
Request for Approval for Business Study : [ ]study [ | Design [ _]Combined Study & Design
Signed: Department Manager: Date:

Review by MSD Department (Attach completed assessment form)

Signed: Manager, MSD Department: Date:

Executive Portfolio Management Committee Yes: O (strategic projects) No: O (non-strategic projects)
review required?

In-principle Approval for Business Study

Stage Gate Review conducted? O Yes 0 No

Stage Gate Review outcome: 0O Approved: 0 Dropped: o Deferred:
Remarks:

Sponsoring DCEO: Date:

2) Define Project Purpose

Preliminary Project Scope
Statement

High-Level Approach

Business Challenge

Project Business Objectives

MSD-P&PM-22-00009, Ver-1
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Business Study Proposal — Tentative (contd)

MSD

3) Identify Business Impact

Organization Units Impacted (Department / Level)

Description of Impact

Business Processes Impacted

Description of Impact

4) Alignment with KNPC Strategic Objectives and Balanced Scorecard

KNPC Strategic Objectives supported

KNPC Balanced Scorecard Measures Impacted

Initiating Department/Refinery Measures Project Impact

5) Identify Estimated Cost and Project Resource Requirements

Estimated Cost

Estimated Cost for Study Stage (KD)

Estimated Total Project Cost (KD)

Estimated Phasing

Years Amount

Year 1

Year 2

Total

Estimated Project Team Resource Requirements

Source Number (Part Time/Full Time)

skill / Capability Requirements

Staff Members

External

6) Consequences and Key Assumptions

Consequences if the proposal is not adopted

Key Assumptions
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Business Study Proposal — Final

MSD

Business Study Proposal — Final

1) Project Details and Signatories

Project Title:

Initiating Department: Submission Date:

Project Initiator: Study Proposal No:

Sponsor:

Confirm Study Proposal [ ]study [ |Design [ |Combined Study & Design

Signed : Concerned DCEO : Date :

Review by MSD Department

Signed: Manager, MSD Department: Date:

Review by Finance

Signed : Manager, Finance : Date :

Approval for Business Study Proposal

Signed: DCEO, P&F: Date :

Signed : CEO: Date :

Remarks:

2) Define Project Purpose

Preliminary Project Scope
Statement

High-Level Approach

Business Challenge

Project Business Objectives

MSD-P&PM-22-0010, Ver-1
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Business Study Proposal — Final (contd.)

KPM Rev 3

MSD

3) Identify Business Impact

Organization Units Impacted (Department / Level)

Description of Impact

Business Processes Impacted

Description of Impact

4) Alignment with KNPC Strategic Objectives and Balanced Scorecard

KNPC Strategic Objectives supported

KNPC Balanced Scorecard Measures Impacted

Initiating Department/Refinery Measures Project Impact

5) Identify Estimated Cost and Project Resource Requirements

Estimated Cost

Estimated Cost for Study Stage (KD)

Estimated Total Project Cost (KD)

Estimated Phasing

Years Amount

Year 1

Year 2

Total

Estimated Project Team Resource Requirements

Source Number (Part Time/Full Time)

Skill / Capability Requirements

Staff Members

External

6) Consequences and Key Assumptions

Consequences if the proposal is not adopted

Key Assumptions
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2.2. Technical / Business Study Proposal Guideline
1. Overview

1.1 Definition

The Project Proposal provides a detailed description of a proposed initiative for management
consideration. The document describes the Project’s proposed objectives, provides an overview of the
Project’s overall scope, key milestones, and high-level approach for handling the business challenge,
identifies business impacts, estimated costs, and resource requirements, and ensures Project alignment
with KNPC strategic objectives.

1.2 Objective

The objective of the Project Proposal is to assess a Project’s ability to generate its expected value in the
long term and ensure alignment with KNPC strategic objectives.

Note: The Project Proposal is the required form for all new business study and technical initiatives.

1.3 Input

An idea for a new initiative that addresses a specific KNPC business challenge is the key input for the
Project Proposal.

1.4 Roles

e The Project Proposal is developed by the Project Initiator

e The Project Proposal is initially signed-off by Department Head

e For business study initiatives, the Project Proposal is assessed by Management Support
Department to ensure alignment with strategic objectives, fit within KNPC Journey Map, and
timing and prioritisation

e For business study initiative, the Project Proposal is presented to the Executive Portfolio
Management Committee (CEO + all DCEOs) as part of the Idea Stage Gate Review. Upon
authorisation following the review, the Project Proposal is returned to the Project Initiator to
finalise. Upon completion, the Project Initiator provides the document to the Management
Support Department to facilitate formal signoff from the CEO.

Note: Technical study initiatives are reviewed by Corporate Planning according to current departmental
processes.

1.5 Users
e Used by the Project Sponsor and the Executive Portfolio Management Committee to validate
Project and authorise progression to the Study stage

2. Completion Process
Section 1: Provide general Project information

Section 1.1: Project Details
Information is requested around:
e Project Title: Name of the Project
e |[nitiating Department: Details of the department sponsoring the Project

MSD-P&PM-22-0027, Ver-3
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e Sponsor: Name of the initiative’s sponsor.

e Project Initiator: Name of the Project Initiator (for the Study Phase and not necessarily for the
entire Project)

e Submission Date: Date of Submission of the Project proposal template to Corporate Planning
/ Management Support Department.

e Budget Reference Number: Each capital project proposal has to be assigned a reference

number denoting the initiating department, together with a reference to the budget year
when the project was initiated.
Example: 2013/2/3/04 means that the project is proposed by MAA Refinery (The figure 3 is
assigned for MAA Refinery) in 2013/2014 budget and is given a serial number of 4 among the
said Refinery proposals. The figure 2 refers to the number assigned to KNPC. Other Company
Departments are assigned the following numbers: 1 for HO including General Services, 2 for
SHU Refinery, 4 for MAB Refinery, 5 for Local Marketing and 6 for Safety, Health &
Environment. Once this budget reference has been assigned for a capital project proposal, this
reference must not be amended or re-issued even if the project concerned has been cancelled
or completed.

e Category: Each project proposed has to be classified into one of the following, categories in
accordance with its principle objective:

o A. Maintaining present position

o B. Improving profitability (reduction in cost energy saving or increased revenue).

o C. Statutory and safety requirements or social responsibility including environmental
constraints.

o D. Others, if any (to be specified).

Section 2: Identify the business challenge and Project’s business objectives
Section 2.1: Business Challenge
The purpose of a Project is to solve a business challenge. A business challenge is a question, issue, or
situation facing the organization which needs to be answered or resolved. In this section, state in
specific terms what problem or issue this Project proposes to resolve. Some examples of challenges
could be

- Skill levels of staff in department

- Extensive manual process with very little automation

- Low efficiency level in a process unit etc.

- Market opportunity and/or customer requirements
The objective is to provide a clear understanding of why the Project is being proposed.

Section 2.2: Business Objectives
The Project’s business objectives must identify what the Project will achieve. They should reflect the
Project’s desired results in answering or resolving the stated business challenges. Some examples of
business objectives are

- Improved productivity

- Enhanced control and improved audit trail through use of automation

- Reduced attrition rate

- Improved skills due to focused training etc.

- Fulfil specific customer requirement

- Provide competitive advantage by responding to market opportunity

MSD-P&PM-22-0027, Ver-3
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Section 3: Provide Project overview

Section 3.1: Preliminary Project Scope Statement

The preliminary Project scope statement describes the work that is needed to produce the benefit that
the Project aims to achieve. This initial Project scope statement provides the foundation for further
refinement and clarification during subsequent stages.

A well-written scope statement clearly defines what the Project will and will not aim to accomplish in
order to enable maintaining focus on the achievement of desired results.

In the project scope section, sufficient details should be provided covering all the main aspects of the

project, particularly the following:

e High level scope of work

e The technology or process involved, where applicable

e The envisaged implementation and contracting plan

e Comparison with existing facilities (for replacement items)

e For projects involving purchase items, the number / quantity of each item to be provided, where
applicable

e Data regarding dimensions of buildings, lengths of piping and cabling, capacities of main
equipment, etc., where applicable

If the proposal has been the result of a preceding project study, the relevant study report or its
executive summary is to be attached.

Section 3.2: High Level Approach

The high-level approach outlines how the Project will approach solving the business challenge. This
should include an identification of the nature of the proposed Project solution (i.e., procedural, skill,
technology, etc.).

Section 4: Identify the business impact

Given their transformative nature, all Projects have some degree of impact on the business. In this
section, the Project’s business impacts are analyzed from two perspectives. First, determine the
impact of the proposed Project on specific segments of the workforce by organization level and
department/division. Second, describe the overall business impact of any proposed new business
processes.

This understanding of the potential solution’s impact on current business processes and the degree of
organizational change required will help gauge the anticipated level of stakeholder resistance. The
methodology’s Stakeholder Profile tool will analyze and plan for this resistance in further detail.

Section 4.1: Organisational Impact
In this section, the Project initiator needs to identify the specific organisational units that are impacted
by the change.

The impact could be on processes, procedures, skills, competencies, IT systems etc... Based on the
nature of impact identify the departments/divisions and the organisational levels that are impacted by
the change.

MSD-P&PM-22-0027, Ver-3
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Section 4.2: Business Process Impact

Based on the change that would be brought about by the Project, identify the business processes that
will change and its impact on the business.

Some examples of business processes and its impact are illustrated below, the context is a new
functionality upgrade in the Maximo system which impact how spare parts are ordered:

Business Processes Impact on Business

Spare parts ordering process - Change in functionality will mean additional approval
required to order spare parts

Approval process for indents - Inorder to improve control over orders placed, the indent

raised creator cannot approve it himself. It needs to be approved
by another person

Section 5: Align with KNPC Strategic Objectives and Balanced Scorecard

Section 5.1: KNPC Strategic Objectives Supported

All proposed Projects should align with KNPC strategic objectives. This aims at ensuring that the Project
is consistent with Management’s on-going strategic vision for the organization. In this section, offer a
brief explanation for how this Project will support each applicable strategic objective. If the Project
does not support a strategic objective, provide an explanation for why the Project is being proposed.

Section 5.2: KNPC Balanced Scorecard Measures Impacted

All proposed Projects should be consistent with KNPC’s Balanced Scorecard. In this section, cite the
specific measures in the scorecard that will be impacted by the Project. Again, if the Project does not
support KNPC’s Balanced Scorecard, provide an explanation for why this Project is being proposed.

Section 6: Identify estimated costs and Project Resource Requirements

Project execution requires the consumption of resources including funding, personnel, facilities and
equipment. This principal goal of this section is to provide Top Management with estimated costs
involved for the Project in the Study stage.

Section 6.1: Estimated Cost
Identify the Project’s estimated cost for the Study stage. This cost estimate must be shown in Kuwaiti
Dinars. The estimated cost is to be based upon the scope of work defined.

The study costs will include and is not limited to:
e Consultant support
e Benchmarking costs, where applicable
e Feasibility study / Market survey to be commissioned etc.

In addition, if available, provide details regarding the view on total estimated cost for the entire
Project. This entire Project estimate will be further refined after detailed studies are completed.

As an attachment, sufficient information shall be provided on the basis and assumptions of the project
costing to substantiate the cost estimate. The currency exchange rates and the inflationary price
escalations shall be in accordance with the Budget Guidelines. This information would be used by
corporate planning for budgeting purposes.

MSD-P&PM-22-0027, Ver-3

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048 28 of 251



KNPC KPM Rev 3 MSD

Section 6.2: Estimated Phasing for Study Stage
Provide yearly phasing for the estimated expenses for the Study Stage.

Section 7: Consequences and Key Assumptions

Section 7.1: Consegquences if Proposal is not adopted:

This section captures the effects on the Company's business if the project proposal is not adopted. For
instance, the effect of one or more year's delay in project implementation on Company's operations
and operational goals are to be clearly stated.

Section 7.2: Key Assumptions
Highlight any major assumptions that have been made while preparing this document. Include
assumptions around start date, number of resources required, and availability, cost estimates, etc.).

Section 8: Signatories

The Project Initiator will prepare the Project Proposal and obtain internal go-ahead from his
Department Head. After which the Project Proposal template will be forwarded to Corporate Planning
(Technical) / Management Support Department (Business).

CPD/MSD will prepare its assessment and review it during the Idea Stage Gate Review with CEO and
DCEQ’s. On obtaining their in-principle approval the sign-off sheet would be signed with the relevant
remarks and sent back to the Project Initiator to finalise.

Upon completion, the Project Initiator provides the document to the CPD/MSD to facilitate final
approvals, including CEO sign-off.

3. Additional Considerations

e Ensure sponsor and executive ownership of the Study Proposal

e Spend time with stakeholders. Identify key influencers and decision makers. Define the business
outcomes with their participation. Define and agree on all assumptions to prevent future issues
and confusion.

MSD-P&PM-22-0027, Ver-3
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2.3.  Portfolio Template

2.3 Portfolio Template
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KNPC Portfolio Template g
(MSD0-PEPM-22-0004, Version-10) Wb

User Guide

Please read the instructions below before starting fo fill-out the template

Step 1: Ensure you are using the latest and correct version of the KNPC Portfolio Template by
visiting the Management Support (M50} Website at.  http.//portal knpc. net/ms/
or by directty contacting Portfolic & Program Management team of MSD.

Step 2: Filing out the Template:

The following fields are MANDATORY and must be filed-out by the user. (Refer
pint C below)

The following fields indicate additional information or comments to be filed-out by
user if necessary.

1 U1

The following fields are automatically filled-out by the template.

Guidelines when filling out the template:

a. All financial numbers MUST be entered in Milions Kuwaiti Dinar (e.g. 5 = 5,000,000).
b. It iz the responzibility of the individual filing out this template to ensure that all financial
numbers are accurate and in accordance with Corporate Planning guidelines - this
may require meeting with Corporate Planning for discussion and validation of financial

numbers (costs, benefits, NPV, IRR etc.).

c. Mot all infermation required may be available when filling out the template, especialty
for IDEA or STUDY Stage projects. Fill out all the information currently available and
provide best estimates for the other fields.

d. A detailed step-bv-step user guide iz available to support vou in completing this

template. This can be downloaded from MSD website.

For extra justification use the "Notes” tab.

Step 3: Save the template in the following naming format:

PT_Project Mame_Date in DO-MMK-Y™"™"", e.g. PT_Replace Hydro Cracker_01-Jan-2015

Step 4: Send the completed template to MSD through Project Stage Gate System (PSGS).

=

Growth investments relate to Productivity investments drive short-
an inorease in the scale of the term profitability and utilization
business without improving the improvements within existing assets.

underlying performance of the
gzzet. Thase investments are
mainly evaluated on the
financial benefits that are
generated, and whether they

Such projects focus on generating
immediate benefits, financial returns
and benefitting from windows of

Produttivity

Innewation investments test Maintain Maintain Pasiticn investments are

. Paosition . .

necassary to maintain the

functicnality and perfformance levels
of existing assets. The focus is on
protecting the value cumently
generated. Such projects are
evaluated mainly by how much loss

i
o o
o

EZI

-+

[=1

Mote: Portfolio Template has been designed for printing in A4 size.
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KNPC Portfolio Template &
(MSD-P&PM-22-0004, Version-10) b

General Information
Data As Of: Value Matrix ID (By MSD):

PSGES Mumber:

Project Name:

Program Mumber:

Program Mame:

Investment Category: | Current Stage of Project:

Directorate: Mina Abdulla Refinery
Initiating Department:
Sponsor:

Project Initiator:
Project Manager:
Template Filled By:

Project Type
Mational/Critical /{Operational
Is Project Mandatory?
Regulatory Requirement?
Integrated Value Chain?

Financial Indicators

Project Study Cost (MM KD): Met Present Walue (NPV) (MM ED):
Total Project Cost (MM KD): Discounted Payback (Years):
Total Benefits (MM ED): Payback from Start-up (Years):
Internal Rate of Return (IRR]: Discount Rate:

Additional Comments:
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KMPC Portfolio Template
(MSD-PEPM-22-0004, Version-10) Value Matrix 1D:
Project Description

i

MNotes & Comments
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KNPC Portfolic Template &
[M5D-PEFM-ZZ-0004, Wersion-10) Value Matrix 10: e
Guantifiable & Intangible Benefits

Diriver Sub Driver Sub Lever T

Justification:

Justification: :

Justification: :

Justificabion: §

Justification:

Justification: :

Justification: :

Justificabion: §

Justification:

Justification: :

Justification: :

Justificabion: §

Justification:

Justification: :

Justification: :

Justificabion: §

Justification:

Justification: :

Justification: :
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KMPC Portfolio Template &
(MSD-PE&PM-22-0004, Version-10) Value Matrix ID: W

Risk Criteria Score

1-Project Team
Justification:

2-Project Complexity

Justification:

3-Interdependencies

lustification:
4-External to KNPC
Justification:

5-Stakeholder Alignment and Support

Justification:

6-Degree of Change

lustification:

7-Project Duration
Justification:

8-Technology Novelty

Justification:

9-Technology Complexity

lustification:

Value Assessment

Value Criteria Evaluation m

1-Alignment With Strategic Objectives

Justification:

2-Financial Value (IRR)
Justification:
3-Financial value (NPV)
Justification:

4-Time to Benefits Creation

Justification:

S-Mon-Financial Value

Justification:

B6-HSSE

lustification:

7-Avoided Loss
lustification:

8-Window of Opportunity
Justification:

9-Foundation

lustification:
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{MSD-P&PM-22-0004, Version-10)

MSD

Value Matrix ID:
Project Name

¢

WHbe
Project Dependency

Type of Dependency

Description of Dependency

Dependency Date

Note: Above table should be left blank if not applicable.

Additional Comments:

Process Impacts
Process Area

Process

Evaluation m

Process:

Identify the specific
process or procedure
mpacted by the
project.
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2.4.  Benefit Tracking Template

2.4 Benefit Tracking Template
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KNPC =
MSD-P&PM-22-0006 (Ver-3)

Project Information

This sheet of the template should be used to provide general information about the project, and needs to be submitted each time
the 'Business Case' is submitted to MSD.

KNPC Project Business Case

Project Title:

Location:

Project Category:

Project Sub-Category:

Investment Type:

Initiating Department:

Current Project Stage:

Budget Reference No.

Submission Date:
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\dea Stage ' gradin e €L _KNPC Project Business Case

MSD-P&PM-22-0006 (Ver-3)

Idea Stage - Identify Business Objectives

Purpose of this stage
To understand business objectives of project, check strategic alignment to portfolio, and provide indicative project costs and benefits.

Trigger points for starting this stage
When the ‘Idea Initiator’ starts to develop the ‘Study Proposal’

Information you will require to complete this stage

The Objectives of the proposed project and how they align to KNPC strategic objectives
The business challenges the proposed project addresses

A summary of the benefits that the proposed project intends to deliver

Project Objectives

1.1 Please define the project’s business objectives in relation to specific business challenges. (This information should already have been
provided as part of DCEO sign-off).

Project Business Objective(s)

Corresponding Business Challenge(s) that the Project addresses:

Alignment of Project Objectives to Strategic Objectives
1.2 Please state which KNPC strategic objectives or ‘Balanced Scorecard’ measures, if any, are supported by the projects business
objectives and how. All entries should be consistent with those stated in the corresponding Project Charter for the project.

Corresponding Strategic Objective or
Balanced Scorecard Measure

Project Business Objective

Ol |[d[WIN]|R

Benefits Summary

1.3 Based upon the Project’s agreed business objectives, please summarise the benefits, type and value catogory that the proposed
Project intends to deliver.

*

Benefit Type Value Category

ald|[wW|N|R

6

Notes for completion:

A benefit is an improvement resulting from an outcome which is perceived as positive by stakeholders. It normally has a tangible value
expressed in either financial or non-financial terms. For example:

e A financial benefit could be 'increase in revenue by KD 500 million through increased capacity utilisation', where the KPI is the increase
in revenue.

e A non-financial benefit is 'reduction in emission of sulfur by 2%', where the KPI is percentage sulfur emission.

The value category represents the way in which the project intends to provide benefits to KNPC. These drivers come from the top level of
the 'KNPC Value Map' according to which projects can drive value to KNPC by providing 'Revenue Growth', helping achieve 'Cost
Efficiency' or 'Asset Efficiency’ or by helping to better manage the internal or external 'Expectaiton’ of stakeholders such as KNPC
Management, Employees, the State of Kuwait, etc...
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Study Stage

el 2l e o (?( KNPC Project Business Case

MSD-P&PM-22-0006 (Ver-3)

Study Stage - Refine Business Case

Purpose of this stage
To provide a detailed summary of project benefits and costs together with all assumptions, dependencies and risks that may impact them

Trigger points for starting this stage
When the PRC / EPMC has approved the ‘Study Proposal’
When the first draft of the Project Study document is available

Information you will require to complete this stage

1) Benefits

Information about any changes to the benefits identified in the Idea Stage

A quantitative summary of the intended project benefits

A summary of when the intended benefits will be realised

A summary of the key assumptions, dependencies & risks that exist in delivering the benefits
A summary of how you have benchmarked the above benefits data against other projects

2) Costs

A summary of the annual costs required to deliver this project

A summary of the key assumptions, dependencies & risks that could further impact the costs required to deliver this project
A summary of the expected financial returns from delivering this project

Project Benefits

2.1 Summarised in the table below are the benefits that were entered in the Idea Stage. Please verify and update these benefits and add new
benefits when applicable. Identify the Key Performance Indicators (KPIs) for each benefit, and provide the current and target KPI level along with the
Indicative Realisation Period for each benefit.

Value Key Performance Indicator Indicative Realisation

Benefit

catogory (KPI) Period (years)

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048 40 of 251



KNPC KPM Rev 3 MSD

Study Stage

Indicative Benefits Realisation Profile (Financial Benefits Only)

2.3 In the table below, please summarise the financial benefits profile expected from the project for the benefits entered in the Idea Stage. For non-financial benefits please enter zero. Please note that
‘Year 1' respresents the year when the 'Study Stage' starts.

Financial Benefits (‘000s of KD) - Over the Realization Period

Benefi
- Yearl Year2 Year 3 Year 4 Year5 Year 6 Year7 Year 8 Year9 Year 10 Total
1 0
2 0
3 0
4 0
5 0
6 0
7 0
8 0
Total Benefits* (KD '000) 0 0 0 0 0 0 0 0 0 0 0
Total Cumulative Benefits* (KD '000) 0 0 0 0 0 0 0 0 0 0

Notes for Completion:

Please enter absolute values only. i.e. Enter only the total benefit that will be delivered in that year. Do not add them to previous years.
Please note this information will form the basis of your early business case and will be carried through to Design Stage.

Indicative confidence levels here should be P70 - see below for detailing assumptions, dependencies and risks associated with these numbers.

Benefits Estimation; Key Assumptions, Dependencies & Key Risks
2.4 Describe the relevant key assumptions, dependencies & key risks used in generating the benefit estimates above:
Notes for completion:
o An assumption is something that is currently unknown and has been assumed to be available or in place to deliver the benefit

o A dependency is something that must be in place in order to deliver the benefit
o ARisk is an event that could happen with an outcome that may have a negative impact

Key Assumptions - used in the calculation of the benefits:

Key Risks - to achieve these benefits:

1
2
3
* Please note the risks in order of criticality from most critical to least critical
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Study Stage

Project Costs

Summary

2.5 In the table below, please summarize the annual cost break-down for the project.
For ease of information you may use estimates you have previously recorded in the KNPC 'Portoflio Template'
Please note that 'Year 1' respresents the year when the 'Study Stage' starts.

Project Costs (KD '000)
Type
Year1 Year2 Year3 Year4 Year5 Year6 Year7 Year8 Year9 Year 10 Total

Manpower (PMT)

PMC

Material

Contarcts

Study

Total Costs (KD’'000)

Total Cumulative Costs (KD'000)

Notes for Completion:

Please enter absolute values only. i.e. Enter only the total cost that will be incurred during that year. Do not add them to previous years.
Please note this information will form the basis of your early business case and will be carried through to Design Stage.

Indicative confidence levels here should be P70 - see below for detailing assumptions, dependencies and risks associated with these numbers.

Cost Estimation: Assumptions, Dependencies & Key Risks

2.6 Describe the relevant assumptions, dependencies & key risks used in generating the cost estimates above:

Assumptions - to achieve these costs, it is assumed that:

Dependencies - to achieve these costs, the following must be in place:

Key Risks - to achieve these costs:

| |
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Study Stage

Expected Financial Returns from the Project

2.7 The table below summarises total project costs and benefits using the information provided by the user in the tables above.
The financial indicators are calculated using 'Corporate Planning' guidelines and are availbe in either the project's 'Economic Evaluation' sheet filled
with Corporate Planning guidance or in the 'Portfolio Template'. Please obtain the figures from there and fill the financial indicators below.

Value ('000 of KD)

Total Costs of the Project 0
Total Benefits 0

Please enter the values below using information from the KNPC 'Portfolio Template' for this project

Financial Indicator Value

Internal Rate of Return (IRR)
Net Present Value (NPV)
Discounted Payback
Payback from Startup

Cost-Benefit Profile

0.9

0.8

0.7

= 0.6

205

KD (‘000

0.4

0.3

0.2

0.1

Year

11

Optional: Benchmark against Similar Projects

2.8 Please provide evidence of similar Projects or activities that have been successful at KNPC to support the recommendation. For additional
comparative support, outline examples where other similar Projects have been performed successfully in the Gulf region and/or similar Industries.

For Example: "emission reduciton achieved by desulpherisation project done earlier was 2%"
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Design Stage

gl kgl Ja,idl as KNPC Project Business Case
KNPC =

MSD-P&PM-22-0006 (Ver-3)

Design Stage - Finalize Business Case & Benefit Plan Realisation

Purpose of this stage
To finalise the business case before it is presented to leadership to make the decision on if the project is approved for design/implementation

Trigger points for starting this stage
Once the PRC / EPMC has approved the ‘Project Study’
When the first draft of the Project Design document is available

Benefits Re-validation

3.1 Listed below is the benefits summary table entered during the 'Study Stage'. Please verify and update (if applicable) the benefits along with their financial values.
Please note that 'Year 1' respresents the year when the 'Study Stage' starts.

Financial Benefits (‘000s of KD) - Over the Realization Period

Benefit Value Category
Year 1 Year 2 Year 3 Year4 Year 5 Year 6 Year 7 Year 8 Year 9 Year 10

! jod |~
2 - -
3 : t
4 ad |~
° ad El
° od M
7 v -
8 T t

Total Benefits* (KD '000)

Total Cumulative Benefits* (KD '000)

Costs Re-validation

3.2 Listed below is the costs summary entered during the 'Study Stage'. Please verify and update (if applicable) the costs of the project.
Please note that 'Year 1' respresents the year when the 'Study Stage' starts.

Project Costs (KD '000)
Year 1 Year 2 Year 3 Year 4 Year 5 Year 6 Year 7 Year 8 Year 9 Year 10 Total

Manpower (PMT)

PMC

Material

Contracts

Study

Overheads

Other

Contingency

Total Costs (KD’000)

Total Cumulative Costs (KD’000)

KNPC PROJECT METHODOLOGY Rev 3
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5.5 1ne wwoie velow summarises total project costs and benefits using the information provided by the user in the tables above.
The financial indicators are calculated using 'Corporate Planning' guidelines and are availbe in either the project's 'Economic Evaluation' sheet filled with Corporate Planning guidance or
in the 'Portfolio Template'. Please obtain the figures from there and fill the financial indicators below.

Value ('000 of KD)

As per 'Study Stage' As per 'Design Stage'

Total Costs of the Project

Total Benefits

Please obtain the values of the financial measures below from the Portfolio Template

Value
As per 'Design Stage'

Financial Indicator

Internal Rate of Return (IRR)
Net Present Value (NPV)
Discounted Payback
Payback from Startup

Cost-Benefit Profile

KD (000)
-

©o o o o o

Year

Benefits Realisation Planning

3.4 Please summarise the intended benefits realisation plan for the timeframes and responsibilities for measuring and monitoring the benefits realisation during the 'Monitor & Operate
Stage'.

Benefits Realisation - Approach

For each benefit, please summarise the approach of how to measure each benefit during the 'Monitor & Operate Stage'.

Realisation Period .
Measurement Measurement Responsib

Benefit
enefi Method** From To (M/Y) Frequency ility

(M/Y)

®(N|lo|u|s|lw|[N |k~

Notes for completion:

e For financial benefits the KPI will always be revenue increase or money saved, for example through the implementation of the project KNPC will obtain additional revenue of KD 2
Billion. Non-financial KPIs can be of a broad variety ranging from HSE measures such as 'Reduced Accidents' to operaitonal measures such as 'Number of Days for Processing Supplier
Invoices'.

* The method for measuring the benefit should specify what formula will be used to calculate the KPI, whether the data will be collected manually or from an available information

system or measuring device.
Please use additional pages to provide details for each method, along with any calculation assumptions, that will be used to measure the benefits.

Risks to Benefits Realisation

Please summarise the potential approaches for mitigating any risk that could impact the indicated benefits being realized.
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Operate & Monitor Stage ) . .
i isal gl i i,s KNPC Project Business Case

KNPC ==
MSD-P&PM-22-0006 (Ver-3)

Operate and Monitor Stage

Purpose of this stage
To provide information about the impact of changes in business case cost and benefit assumptions documented in previous stages on the planned
benefits.

Trigger points for starting this stage
Once the PRC / EPMC has approved the Project ‘Design’

Information required to complete this stage
Actual status against the benefits realisation plan
Statements about any variances that occur between planned and actual status and lesson learned

Project Benefit Realisation Profile

4.1 Financial Benefits:- Please provide in the table below the value of Actual Financial Benefit in each period across the Realization Timeframe.
Please note that 'Year 1' respresents the year when the 'Study Stage' starts.

(COR)] Yearl Year2 Year3 Year4 Year5 Year6 Year7 Year8 Year9 VYear1l0 Total
Planned 0 0 0 0 0 0 0 0 0 0 0
Actual 0

The planned benefits are the benefits expected when the project 'Business Case' was frozen at the end of the 'Design Stage' and what progress is
measured against.

Actual benefits are benefits that have actually been delivered to date.

4.2 Non-Financial Benefits:- Please provide in the table below the value of Actual Non Financial Benefit in each period across the Realization
Timeframe.

Benefit Planned Actual Reason for Variance

The planned benefits are the benefits expected when the project 'Business Case' was frozen at the end of the 'Design Stage' and what progress is
measured against.

Actual benefits are benefits that have actually been delivered to date.

Reason for Variance between Planned & Actual
In the table below provide the key reasons for the variance between the planned and actual benefits and the lessons learned by KNPC.
Key Reason for Variance Lessons Learned

KNPC PROJECT METHODOLOGY Rev 3
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2.5.  Project Charter Template

2.5. Project Charter Template & Guidelines
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Project Title: <Insert Project Title>

Sponsoring Department: <Insert Project Sponsoring Department>
Sponsor: <Insert Project Sponsor Name and Signature>
Reviewed By: <Insert Project Lead and Signature>

Prepared By: <Insert Document Preparer and Signature>
Prepared Date: <Insert Date>

Reference No: <Insert Reference No>

MSD-P&PM-22-0011, Ver-2
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1. Executive Summary
Provide information regarding the project’s background and briefly summarize that the project is all
about, where the project will be taking the organization, and what the benefits of the project will be.

2. Define Project Business Objectives
Validate the project’s business objectives that were initially described in the Project Proposal.

MSD-P&PM-22-0011, Ver-2
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3. Provide Project Overview

3.1 Project Scope

KPM Rev 3

MSD

Clearly define the project scope by identifying the content areas that are in- and out- of scope.

In Scope

Out of Scope

3.2 Project Approach

Describe in specific terms the approach for how the project will achieve its business objectives, including
an identification of the nature of the proposed project solution (i.e. procedural, skill, technology, etc.).

3.3 Project Milestones

In this section, identify the estimated start date and duration of each project milestone.

Key Milestones

Estimated Start Date

Estimated Duration

3.4 Project Deliverables

List and describe the project deliverables and describe acceptance criteria for each.

Deliverable

Description

Acceptance Criteria

3.5 Project Dependencies

Identify the key dependencies between project milestones.

In addition, include any external

dependencies that the project has on any other projects or processes within the organization.

Dependency

Target Date

Responsibility

MSD-P&PM-22-0011, Ver-2
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3.6 Assumptions
List and describe the assumptions made in the decision to charter this project.

4. Identify the Business Impact

4.1 Organizational Unit Impact
Determine the impact of the proposed project on specific segments of the workforce by organization
level and department/division.

Organization Unit
Department/ Divisions Organization Level Project Impact on Workforce

4.2 Business Process Impact
Describe the overall business impact of any proposed new business processes.

Business Processes Impact on Business

5 Define the Project Governance

5.1 Project Lead
Name the Project Lead and define his or her role and responsibility over the project. Describe the
project lead’s level of authority and how they will manage dependencies with other projects.

5.2 Project Sponsor
Name the Project Sponsor. Describe the role that the sponsor will play in approving key project
deliverables, establishing project scope, and ensuring project resources needs are fulfilled.

MSD-P&PM-22-0011, Ver-2
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5.3 Steering Committee

Name the project’s Steering Committee. Describe the Steering Committee’s role in providing the
project with direction. Outline reporting procedures including expectations regarding frequency
and content.

6. Describe the Project Organization

6.1 Organization Chart
Provide a graphic depiction of the proposed project team.

6.2 Roles & Responsibilities
Describe the roles and responsibilities of all project team member roles.

6.3 Other Resources Required
Provide an estimate for the project’s overall non-human resource requirements. Refer to Project
Proposal Guideline for details regarding resource categories.

Description Remarks

7. Additional Information
List the individuals who may be contacted for information regarding the project.

Position Title/Name/Organization | Phone E-mail
Project Sponsor

Project Originator

Proposed Project
Manager
Other

MSD-P&PM-22-0011, Ver-2

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048 52 of 251



KNPC KPM Rev 3 MSD

2.6.  Project Charter Guidelines

1. Overview

1.1 Definition
The Project Charter establishes the Project’s major work processes, approach, and structure that will
be used to accomplish the Project objectives, including:

e Definition of scope (in terms of work elements or deliverables) with clear distinction between in-
scope and out-of-scope items

¢ Identification of timelines, milestones and dependencies for each stage of the Project

e Establishment of the Project governance and organisation structure, including roles and
responsibilities

e Definition of Project cost and resource requirements

1.2 Objective

The objective of the Project Charter is to provide formal authorisation to the Project. The identification
of the Project’s major work processes, approach, and structure provides management with the basis
for this authorisation through linking the Project to the ongoing work of the organisation.

1.3 Inputs
The Project Proposal and the Cost Benefit Analysis Plan are key inputs to the Project Charter.

1.4 Roles

e The Project Charter is developed by the Project Lead

e The Project Charter is reviewed by the Project Sponsor

e The Project Charter is formally authorised upon successful completion of the Study stage gate
review

1.5 Users

e Used by key stakeholders and sponsors to approve the direction of the Project

e Used by the Project Lead as the formal authority to apply organisational resources to Project
activities

e Used by Project team members to understand the Project’s structure and objectives

2. Completion Process

Section 1: Executive Summary
Provide information regarding the Project’s background and briefly summaries that the project is all
about, where the project will be taking the organisation, and what the benefits of the project will be.

MSD-P&PM-22-0028, Ver-2
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Section 2: Define Project Business Objectives

Validate the Project’s business objectives that were initially described in the Project Proposal. The
Project’s business objectives must identify what the Project will achieve. They should reflect the
Project’s desired results in answering or resolving the stated business challenges.

Section 3: Provide Project Overview

Project Scope

Clearly define the Project scope by identifying the content areas that are in- and out- of scope. The
Project scope describes the work that is needed to produce the benefit that the Project aims to
achieve. A well-written scope statement clearly defines what the Project will and will not aim to
accomplish in order to enable maintaining focus on the achievement of desired results.

The Project Charter’s scope statement is a refinement of the preliminary scope statement provided in
the Project Proposal, and thus includes any necessary clarifications.

Project Approach
Describe in specific terms the approach for how the Project will achieve its business objectives,
including an identification of the nature of the proposed Project solution (i.e. procedural, skill,
technology, etc.).

The Project Charter’s Project approach is a refinement of the high-level approach outlined in the
Project Proposal.

Project Milestones

Identify the estimated start date and duration of each Project milestone. Key milestones are scheduled
events signifying the completion of a major deliverable or a set of related deliverables. Milestones are
used by Projects as checkpoints to validate how the Project is progressing. These milestones should
align to the stages of the KNPC Project Management Methodology (ldea, Study, Design, Implement,
and Monitor & Operate). In this section, identify the estimated start date and duration of each Project
milestone.

The Project Charter’s milestones are a refinement of those provided in the Project Proposal. This
should include a verification of the validity of the milestones and a confirmation of estimated start
dates and durations.

Project Deliverables

List and describe all Project deliverables and provide acceptance criteria for each. The Project
Management Institute’s latest Edition Program Management Body Of Knowledge, guide defines
deliverable as any unique and verifiable product, result, or capability to perform a service that must
be produced to complete a process, phase, or project. Understanding the Project’s deliverables is
essential to establishing clear expectations regarding what a Project aims to deliver.

In addition, describing the deliverable’s acceptance criteria requires the Project to consider what key
stakeholders need to review and consent to the deliverable prior to formal sign-off. As the time
required for this procedure can vary greatly depending upon the nature of the deliverable, these
approval processes must be incorporated into the timeframes of the Project’s work plan.

MSD-P&PM-22-0028, Ver-2
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Project Dependencies

Identify the key dependencies between Project milestones. A dependency is a logical relationship
between scheduled Project activities and/or milestones. Dependency identification enables the
creation of a realistic Project work plan that captures all linkages between tasks and milestones.

In addition, include any external dependencies that the Project has on any other Projects or processes
within the organisation. While the Project may not have direct control over these dependencies, the
Project will still need to monitor to understand any impacts.

Assumptions
List any assumptions upon which this key Project-related information is based. Assumptions are
factors that are considered to be true, real or certain without proof or demonstration.

Section 4: Identify the Business Impact

Using the Project Proposal as a basis, refine the identification of the Project’s business impacts. Given
their transformative nature, all Projects have some degree of impact on the business. In this section,
the Project’s business impacts are analysed from two perspectives. First, determine the impact of the
proposed Project on specific segments of the workforce by organisation level and department/division.
Second, describe the overall business impact of any proposed new business processes.

This understanding of the potential solution’s impact on current business processes and the degree of
organizational change required will help gauge the anticipated level of stakeholder resistance. The
methodology’s Stakeholder Profile tool will analyse and plan for this resistance in further detail.

Section 5: Define the Project Governance

Identify the governance structure to be established to support the Project’s accomplishment of its
objectives, including the Project Lead, the Project Sponsor, and the Project Steering Committee.
Identify each’s respective roles and responsibilities and describe levels of authority.

Project Lead
Name the Project Lead and define his or her role and responsibility over the Project. Describe the
Project lead’s level of authority and how they will manage dependencies with other Projects.

Project Sponsor
Name the Project Sponsor. Describe the role that the sponsor will play in approving key Project
deliverables, establishing Project scope, and ensuring Project resources needs are fulfilled.

Project Steering Committee

Name the Project’s Steering Committee. Describe the Steering Committee’s role in providing the
Project with direction. Outline reporting procedures including expectations regarding frequency and
content.

MSD-P&PM-22-0028, Ver-2
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Section 6: Describe the Project Organisation

The organisation of the Project team is critical to ensuring that responsibilities are assigned for all key
Project activities. The Project team is made up of the people who have assigned roles and
responsibilities for completing the Project. The KNPC Project Methodology expects that Project team
members be allocated and assigned to support the activities of all five of the methodology’s work
streams (Project Management, Communications and Engagement, Training and Capability
Development, Solution and Procurement).

Organisation Chart

Provide a graphic depiction of the proposed Project team broken down by work area. The goal of the
organisation chart is to ensure that each work area has a clear-cut owner and that all Project reporting
responsibilities are clearly defined.

Roles and Responsibilities

Describe the roles and responsibilities for all Project team members. This should include a description
of the Project’s various positions, including information regarding the competencies and qualifications
required of the target team members. In addition, outline the role’s specific responsibilities and levels
of authority.

Other Resources Required
Provide an estimate for the Project’s overall non-human resource requirements, including any facilities
and equipment. Refer to Project Proposal Guideline for details regarding specific resource categories.

Section 7: Additional Information

List the individuals who may be contacted for information regarding the Project.

Additional Considerations

e Refine the Project Charter as the Project proceeds. Define aregular interval to review against current
conditions, and review and communicate any changes with sponsors, stakeholders, and other Project
leads (if necessary).

MSD-P&PM-22-0028, Ver-2
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2.7. Work Plan Template

2.7 Work Plan Template & Guidelines
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Work Plan Guidelines

1. Overview

1.1 Definition

The Work Plan defines the major Project work tasks and activities. It consists of a planned schedule
for the Project’s completion of key tasks and activities towards the achievement of Project milestones
and deliverables. Start and end dates are assigned for each task and associated milestone, and
dependencies between tasks and milestones are reflected for all work streams. The plan must also
include documentation of the Project deliverables including acceptance criteria.

1.2 Objective
The objective of the Work Plan is to provide a base lined schedule containing all of the Project’s key
tasks, milestones and deliverables against which progress can be tracked on an ongoing basis.

1.3 Inputs
The Project Charter is a key input to the Work Plan.

1.4 Roles

e The initial Work Plan is developed by the Project Lead
e The Work Plan is reviewed by the Project Sponsor and the Project’s Governance Entity

Note: The level of detail contained in the work plan will expand during the Design and Implement
stages. Creation and maintenance of this detailed work plan will generally be the responsibility of the
external consultant, in close coordination with the Project Lead

1.5 Users

o Used by Project Lead to confirm that the Project is progressing as scheduled
e Used by Project team members to structure and prioritize the completion of work
o Used by stakeholders to understand the milestones for their portion of the Project

2 Completion Process

Step 1: Create the Work Plan

The Project’s Work Plan is constructed based upon the Project’s scope, approach, milestones, and
deliverables as defined in the Project Charter. The target end date for the Project will usually be driven
by the Project Sponsor, this input is to be used by the Project team to do its planning.

This information (scope, approach, timeframes etc.) helps identify the work required to meet the
Project’s objectives and enables this work to be broken down into logically related activities and tasks.
Based upon realistic implementation metrics (benchmarked against similar previous Projects either at
KNPC or within Industry), estimated durations are applied to each task in order to assign achievable
target start and end dates for the Project. These metrics should take into account such factors as
resource requirements by time period, resource availability, alternative schedules etc.

Please see the Appendix for a detailed approach to work planning.

MSD-P&PM-22-0029, Ver-2
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Step 2: Baseline the Work Plan

Upon completion of the initial Work Plan, the Project Lead is responsible for base lining a version of
the Work Plan. This version of the plan is used as the basis for tracking and reporting progress through
the Project’s established status reporting processes. This provides key sponsors and stakeholders with
a transparent view of the Project’s current standing at any point in time.

Step 3: Maintain Work Plan as basis for progress status reporting

The Project Lead is responsible for ensuring that Project progress is consistently maintained up-to-date
in the Work Plan. This is important as the plan serves as a key input to the Project’s status reporting
materials that are distributed to key sponsors and stakeholders as part of the Project’s defined status
reporting procedures.

In addition, the Project should define regular intervals to review the Work Plan against current
conditions, and review and communicate any changes with sponsors, stakeholders, and Project team.
At a minimum, this should occur before each stage gate review. If substantial changes are required,
this may require a re-base lining of the Work Plan.

3. Additional Considerations

e Allassumptions that affect the successful completion of the Project’s scope, time, and budget must
be documented in support of the Work Pan

MSD-P&PM-22-0029, Ver-2
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Appendix A: Detailed Work Planning Approach

o Define project tasks. Detailed tasks to be performed during the course of the project are required to
be identified. This is to be prepared based on the detailed Project scope and the implementation
approach.

If the project follows a standard development process/methodology, a project work plan
template/tool may be available. In such a case, refine the template by adding new tasks unique to the
project and removing irrelevant tasks

o Define deliverables and work packages. Define deliverables that will result from performing the
project tasks. Group the deliverables into work packages, which are also called work units and are
relatively self-containing logical units of work.

o Determine timelines and milestones. Typically, the sponsor and the Project have already defined the
target delivery date and the project scope. Use that information and the estimates as input to drive
out interim milestones and a detailed timeline.

¢ Create estimates. Create a detailed workday estimate based on tasks to perform and deliverables to
produce. This estimate to be jointly prepared by the Project team with the consultant (where
applicable) based on considerations of the amount of work to be performed, available resources, time
required for data gathering, analysis, internal approvals etc.

o Determine resource needs. Based on the project tasks, deliverables, and timelines, determine the
resource and skill needs of the project. Refer to the Resource Plan guidelines for more details.

e Assign tasks and work packages to teams. Determine how to share the work between teams.
Distribute project tasks to teams and define work package responsibilities.

e Address logistics issues. If there are travel or training needs for the resources (internal or external),
arrange for visas, other travel documents, housing, training enrollment, etc.

e Review work plan and obtain approval. Involve all teams to review the work plan. Obtain the
sponsor's approval on the final plan. Once the work plan is finalized, baseline the project requirements
and scope. Any future change to project scope that affects the approved work plan must proceed
through formal channels.
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2.9. Resource Plan Template

2.9 Resource Plan Template & Guidelines
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<<ENTER PROGRAM NAME>> Resource Plan

MSD

Skills Required Number of Resources Required by Stage
Level of .
Role Level Source Involvemen | Study Design Implem Monitor and
¢ ent Operate
DATA VALIDATION (DO NOT
EDIT BELOW THIS LINE)
Require Require Require
. d d d Required
Steering . . . . .
Committee CEO Non-KNPC Full-Time (Specify (Specify (Specify (Specify
Numbe Numbe Numbe Number)
r) r) r)
. Not Not Not
Program Sponsor DCEO KNPC [Specify Part-Time Require Require Require Not Required
Department]
d d d
Program Lead Manager
Team
Program Team Leader
Communications Snr.
Lead Engineer
Communications Engineer
Team Members g
Training Lead fuperwso
Training T
raining Team Operator

Members

Co-ordinator
Change Agent

Admin Support

Subject Matter Experts (specify
area of expertise)
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2.10. Resource Plan

1. Overview

1.1 Definition

The Resource plan documents the estimated resources needed for the Project by organisation unit,
resource skill/type, and time period (usually weekly or monthly). People resources are shown in
workdays or full-time equivalents per time period. Other resources (i.e., facilities, equipment, etc.) are
incorporated as appropriate. The plan must be updated to reflect all authorised changes to the project
plans and the project baselines. Additionally, the plan must be monitored in conjunction with other
programs to manage resource conflicts with other programs.

1.2 Objective

The objective of the Resource Management process is to ensure that the appropriate personnel are
made available to the project teams at the appropriate times. This involves forecasting the needs,
staffing / assigning full-time and part-time personnel and managing changes to resource needs.

An effective Resource Plan:

e Enables programs to meet their schedule, budget, and business objectives through the timely
acquisition, maintenance, and release of quality resources

e Ensures the right role is assigned to the right person

e Tracks acquisition and usage of all Project resources staffing/assigning full-time and part-time
personnel and managing changes to resource needs. An effective Resource Plan:

e Enables programs to meet their schedule, budget, and business objectives through the timely
acquisition, maintenance, and release of quality resources

e Ensures the right role is assigned to the right person

e Tracks acquisition and usage of all Project resources

e Enables the monitoring of the quality, timeliness, and effectiveness of external entities and
other resources to ensure they fulfill their requirements (if applicable)

1.3 Inputs
The Project Charter and Work Plan are key inputs to the Resource Plan.

1.4 Roles
e The Resource Plan is developed by the Project Lead
e The Resource Plan is reviewed by the Project Sponsor
e The Resource Plan is maintained by the Project Lead throughout Project execution

1.5 Users
e The Governance Entity uses the plan to secure appropriately skilled resources for the project
e Project Lead uses plan to monitor that the program’s resource needs remain on track

MSD-P&PM-22-0030, Ver-2

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048 64 of 251



KNPC KPM Rev 3 MSD
2. Completion Process

Section 1: Define Project Roles

Define the role that the resource will fill on the program. Resource planning is performed by role,
not by individual.

The Project roles will be determined based upon the requirements of the program, as defined in the
Project Charter. Common Project roles include (but is not limited to):

e Steering Committee

e Project Sponsor

e Project Lead

e Project Team Members

e Communications Lead

e Communications Team Members
e Training Lead

e Training Support

e Admin Support

e Coordinator

e Change Agent

e Subject Matter Experts (specify area of expertise)

Section 2: Identify Skills Required
Identify the skills required to competently complete the role. The aim is to ensure that the individual
eventually staffed for the given role satisfactorily meets baseline experience and skill requirements.

Required Level
Identify the level of employee required per role based upon the standardised grouping of levels within
KNPC.

Targeted Source

Identify the targeted source for where the role will be filled based upon the skills required to
successfully accomplish the role. First, specify whether the resource role will be staffed by an internal
or external source. If the targeted source is an internal KNPC resource, then specify the Department
within KNPC from which the resource is required.

Required Level of Involvement
Define the level of involvement (part-time versus full-time) required of the resource in order to
successfully fulfill the requirements of the role.

Section 3: Specify Number of Resources Required by Stage
For each role, specify the number of resources the Project will require by stage.
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3. Additional Considerations

e |dentify and manage interdependencies with other projects

e Match individual experience and skills with work requirements

e Assign the best resources to the highest-risk areas

e Assign less experienced personnel to work closely with more experienced team members to
facilitate the development of overall team skills through mentoring.

e Select team leaders based on competence and experience

e Adjust Resource Plan to reflect actual staffing and availability

Appendix
Appendix A: The Importance of Resource Management

e Resource Management improves staff allocation decision by allowing decision makers to view
resource needs across all major programs and assign limited resources to the programs that
matter most

e Resource Management increases the probability of meeting milestone targets by requiring
Project Managers to define staffing needs based on realistic effort estimates and clearly defined
assumptions

e Resource Management helps to address Project and change management skill gaps by
identifying resources for Project roles in advance of their start date and targeting them for
training

e Resource Management improves department resource planning as well by increased visibility of
major Project resource needs over a 12 month horizon

MSD-P&PM-22-0030, Ver-2

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048 66 of 251



KNPC KPM Rev 3 MSD

2.11. Project Status Reporting Template

2.11 Project Status Reporting Template & Guidelines
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WEEKLY PROGRESS STATUS REPORTING

Project Name <<Enter Project Name>>

Prepared By << Name of Preparer>>

Approved By << Name of Approver>>

Report Name <<Report Name>>

Overall Status ® (see footnote for description) Ref. No <<Reference No>>
Previous Period Activity Status Upcoming Period Planned Activities
+ <<Provide status of activity>> + <<Provide status of activity>>

Key Risks and Issues

+ <<|ndicate risk/issue and describe, including impact>>

(® Upcoming Deliverables & Milestones

L. Target Revised Planned Actual
Description Completion Completion % Complete % Complete
» <<Deliverable/Milestone Name>> DD-MM-YY 0% 0%

& Major Interdependencies and Decisions Required

o Target Revised Comments
Description Completion Completion
« <<|nterdependency/Decision>> DD-MM-YY

() People & Resources

+ <<Describe specific situations concerning people and resources>>

< Current conditions are on or close to plan and expect to complete on or close to plan
© Current conditions require close monitoring but are recoverable given suitable corrective actions
@ Current conditions are unlikely to be recoverable, Corrective action may allow some aspects of plan to be corrected
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MONTHLY PROGRESS STATUS REPORTING

Project Name <<Enter Project Name>>

Prepared By << Name of Preparer>>

Approved By << Name of Approver>>

Report Name <<Report Name>>

Overall Status ® (see footnote for description) Ref. No <<Reference No=>

MSD

Previous Month Activity Status

<<Workstream 1>>

+ <<Provide status of activities>>

-

<<Workstream 2>>

» <<Provide status of activities>>

<<Workstream 3>>
= <<Provide status of activities>>

-

<<Workstream 4>>

+ <<Provide status of activities>>
-

Planned Activities for Upcoming Month

<<Workstream 1>>
= <<listplanned upcoming activities>>

<<Workstream 2>>

+ <<Listplanned upcoming activities>>
-

-

<<Workstream 3>>
= <<Listplanned upcoming activities>>

<=<Workstream 4>>
= <<Listplanned upcoming activities>>

.Current conditions are on or close to plan and expect to complete on or closeto plan
OCurrenl conditions require close monitoring but are recoverable given suitable corrective actions
.Current conditions are unlikely to be recoverable. Corrective action may allow some aspects of plan to be corrected

1
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MONTHLY PROGRESS STATUS REPORTING

Project Name <<Enter Project Name>>
Prepared By << Name of Preparer>>

Approved By << Name of Approver>>
Report Name <<Report Name>>

Overall Status @ (see footnote fordescription) Ref. No <<Reference No>>

MSD

New Risks
« <<Describe risk, including impact and mitigation strategy>>

-

Refer to the delailed risk log for other risks that have been identified

Issues
+ <<Describe issue, including impact and resolution strategy>>

Refer to the delailed issue log for other issues that have been identified

@ Upcoming Deliverables and Milestones

. Target Revised Planned Actual
Description Completion Completion % Complete % Complete
« <<Deliverable/Milestone Name=>> DD-MM-YY 0% 0%

Major Interdependencies and Decisions Required

L Target Revised c
omments
Description Completion Completion
+ <<Interdependency/Decision>> DD-MM-YY

People and Resources
+ <<Describe specific situations concerning people and resources>>

oCurrent conditions are on or close to plan and expect to complete on or closeto plan
Current conditions require close monitoring but are recoverable given suitable corrective actions
.Curr&nt conditions are unlikely to be recoverable. Corrective actionj)'nay allow some aspects of plan to be corrected
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Project Status Reporting Guidelines

1. Overview

1.1 Definition

Project Status Reporting establishes recurring procedures for reviewing and monitoring actual
progress versus planned progress that is understood by all Project team members and the Project
Sponsor.  This enables the Project team to identify all deviations from the plan, to identify
performance roadblocks and their root causes, and to determine the significance and the impact of
performance problems.

1.2 Objective
The objective of the Project Status Reporting is to establish procedure for regular monitoring of Project
performance and to facilitate collaborative discussion of the status report

1.3 Inputs
The Work Plan, Resource Plan, Risk Management Plan/Risk List and Issue Management Plan/Issue Log
are all ongoing inputs to regular Project status reporting.

1.4 Roles

e The Project Status Reporting procedures are established by the Project Lead

e The Project Status Reporting materials are developed by Project team members in conjunction
with external consultants (where applicable)

e The Project Status Reporting materials are issued by the Project Lead

e The Project Status Reporting materials are reviewed by the Project Sponsor

1.5 Users

e Used by the Project Lead to track the overall progress of the Project versus plan. Inputs from
the status note can be used to re-baseline the work plan (if required)

e Used by the Project team members to maintain an ongoing understand their activities in the
context of the overall Project

e Used by stakeholders to understand the current status of the Project

2. Completion Process

Step 1: Establish regular status reporting procedures

From the Project’s onset, the Project Lead must establish regular status reporting procedures that are
timely and contain the right level of detail for the Project’s target audiences comprising of the Project
Sponsor, the Steering Committee, and other key stakeholders (depending upon the Project’s specific
requirements).

At a minimum, the KNPC Project Methodology recommends the establishment of the following status
reporting procedures:
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e Weekly Status Report: targeting the internal sharing of Project status among Project team
members. Specific issues or risks escalated as required. Monthly Status Report: targeting the
sharing of Project status with the Project Sponsor and other key stakeholders.

See Appendix for the KNPC Project Methodology’s recommended status reporting templates, including
the Weekly Status Report, Monthly Status Report, Progress Update and Plan Bar Chart, and Status
Meeting Agenda.

Step 2: Create status reporting materials according to established procedures

With the established status reporting procedures in place, the Project Lead must assign Project team
members (and external consultants, where relevant) with the responsibility for creating status
reporting materials on an ongoing basis. In combination, the Project team members must also ensure
that the Project’s Work Plan, Resource Plan, Issue Log and Risk List also remain current.

Step 3: Hold regular status meeting to collaboratively discuss Project status

The regular status reporting procedures must also provide Project team’s with the opportunity to
collaboratively discuss the status reporting materials. This will ensure that all Project team members
and key stakeholders are kept up to date in regard to Project progress and are able to discuss any
issues and/or interdependencies they may be facing.
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Appendix

Appendix A: KNPC Project Methodology Status Reporting Templates

Template Description / Key Content Frequency | Audience
Weekly Status Report e Previous Period Activities | Weekly e Project Lead
(MS PowerPoint) e Upcoming Period e Project Team Members

Planned Activities

e Key Risks and Issues

e Upcoming Deliverables
and Milestones

e Major Interdependencies
and Decisions Required

e People and Resources

Monthly Status Report | ¢ Previous Month Activities | Monthly e Project Sponsor

(MS PowerPoint) e Upcoming Month e Steering Committee
Planned Activities e Project Lead
e New Risks e Project Team Members

e Key Issues

e Upcoming Deliverables
and Milestones

e Major Interdependencies
and Decisions Required

e People and Resources

Progress Update and Bar chart depicting progress | Depends upon status report that the plan is
Plan Bar Chart (MS and plan of key Project supporting

PowerPoint) activities per work stream

Status Meeting Agenda | Standard agenda for Depends upon status report that is being
(MS Word) facilitating status meetings presented
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2.13. Risk Management Plan Template

2.13 Risk Management Plan Template & Guidelines
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1. Risk Management Overview
1.1 Definition

Risk: Effect of uncertainty on objectives (ISO 31000:2018)

An effect is a deviation from the expected. It can be positive, negative or both, and can address, create
or result in opportunities and threats. Objectives can have different aspects and categories and can be
applied at different levels. Risk is usually expressed in terms of risk sources, potential events, their
consequences and their likelihood.

Risk Characteristics:

Risk is an inescapable element of any change project and is characterized by the fact that:

e ltis at least partially unknown

e |t changes with time

e Itismanageable, inthe sense that intervention and corrective actions can alter its form and degree
e [f left untreated, can become an issue which in turn will have a material impact on the project

Risk Management: Risk Management is defined as Coordinated activities to direct and control an
organization with regard to risk. (KNPC ERM Framework, # RMD-ERM-21-D03)

According to ISO 31000 standard, Managing risk

e Isiterative and assists organizations in setting strategy, achieving objectives and making informed
decisions.

e |Is part of governance and leadership and is fundamental to how the organization is managed at
all levels. It contributes to the improvement of management systems

e Is part of all activities associated with an organization and includes interaction with stakeholders.

e Considers the external and internal context of the organization, including human behavior and
cultural factors.

e Is based on the principles, framework and process, as illustrated in adjoining figure.

Enterprise Risk Management (ERM): A structured and disciplined risk management approach

integrated with strategy, process, people, technology, and knowledge with the purpose of continually

evaluating and managing risks to business strategies and objectives on an enterprise-wide basis.

1.2 Objective

Successful risk identification, analysis, management, and mitigation are critical to the success of all
Projects. Project risks, unless reduced or eliminated, constitute a barrier, both real and potential, to
the accomplishment of the Project’s established goals and objectives. Risk management therefore,
will be critical to the Project’s success in meeting its objectives. Proactive risk management techniques
are required to identify, quantify, and mitigate all potential risks to the Project.

The objectives of this Risk Management Approach are to:
e Provide an overview of the need for risk management on this Project
e Provide information on how Project Management intends to use risk management processes
and techniques to identify, analyse, mitigate, and manage potential risks to achieve project
objectives.
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The purpose of risk management is the creation and protection of value. It improves performance,
encourages innovation, and supports the achievement of objectives (KNPC ERM Framework, # RMD-
ERM-21-D03). Latest edition of KNPC ERM Policy Statement is provided in KNPC ERM Framework.

1.3 Scope
This Risk Management Plan provides the framework and process through which the Project
management and teams will mitigate associated project risks.

1.4 Distinguishing Between Risks and Issues

Risk is an uncertain event or condition that if it occurs has a positive or negative effect on one or more
project objectives. However, an issue is an event or condition that has already happened and has
impacted or is currently impacting the project objectives.

2. Risk Management Process Flow

The risk management process consists of four key activities: risk identification, risk analysis and
evaluation, risk monitoring and treatment, and risk closure. Refer to Appendix D for a detailed view of
the process.

Risk Assessment (KNPC ERM Framework, # RMD-ERM-21-D03, section C 3.1)

Risk Assessment is the overall process of risk identification, risk analysis and risk evaluation. In KNPC,
Risk assessment process is key in identifying, analyzing and evaluating risks across KNPC. For details,
refer Risk Management Process procedure no. RMD-ERM-16-P03.

2.1 Risk ldentification:

The purpose of risk identification is to find, recognize and describe risks that might help or prevent
KNPC achieving its objectives.

The organization can use a range of techniques for identifying uncertainties that may affect one or
more objectives. The following factors, and the relationship between these factors, should be
considered:

o tangible and intangible sources of risk

e causes and events

e threats and opportunities

¢ vulnerabilities and capabilities

e changes in the external and internal context

¢ indicators of emerging risks

e the nature and value of assets and resources

e consequences and their impact on objectives

¢ limitations of knowledge and reliability of information
e time-related factors

e biases, assumptions and beliefs of those involved
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In line with KNPC Project Methodology, risk identification is the responsibility of all Project Team
Members. When a team member encounters a risk, a Risk Identification Template (See Appendix D)
must be completed and submitted to the Project’s designated risk coordinator. The form requires a
detailed risk description, an initial assessment of the risk’s impact, probability and controllability, and
proposed mitigating actions.

2.2 Risk Analysis and Evaluation:

The purpose of risk analysis is to comprehend the nature of risk and its characteristics including, where
appropriate, the level of risk. Risk analysis involves a detailed consideration of uncertainties, risk sources,
consequences, likelihood, events, scenarios, controls and their effectiveness.

Risk analysis should consider factors such as:

e the likelihood of events and consequences.

e the nature and magnitude of consequences.

e complexity and connectivity.

e time-related factors and volatility.

e the effectiveness of existing controls; (Refer Procedure for verification of Existing Controls # RMD-
ERM-16-P07)

e sensitivity and confidence levels.

The purpose of risk evaluation is to support decisions. Risk evaluation involves comparing the results
of the risk analysis with the established risk criteria to determine where additional action is required.

The Project’s designated risk coordinator will compile all new risks for presentation at each of the
Project’s scheduled status meetings. If the initial risk assessment is deemed critical based on the Risk
Assessment Matrix, the Project risk coordinator will immediately present the risk to the Project Lead.
Please refer Appendix B for the Risk Assessment Matrix.

At the Project’s regularly scheduled status meetings, the risk coordinator will present the proposed
risks to the Project team. Upon completion of discussion of the risk and refinement of its description,
the Project Lead will determine to accept or reject the risk. If the risk is accepted, the risk coordinator
will enter the risk into the Project’s Risk List, including ownership, priority and next review date.

Refer to the next section for more details regarding risk assessment, including categorizing, assessing
responses, and quantifying risks.

2.3 Risk Monitoring and Treatment

The purpose of Risk Monitoring and treatment is to select and implement options for addressing risk.
The responsive actions need to be defined based on risk limits as set by the KNPC and need to monitor
that control measures are executed properly and in a timely manner (i.e. according to their definition)
and corrective action need to be taken in case the (current) control measures are not effective.

The following Processes developed in KNPC is aiding the Risk Monitoring & Treatment Component:
Risk Treatment & Monitoring Process (# RMD-ERM-16-P04) and Procedure for Verification of Existing
Control (# RMD-ERM-16-P07)
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The Project team member assigned as the risk owner will be responsible for acting to mitigate the risk.
The risk owner will report on the risk status at the risk’s review date

Upon review of the risk, the Project Lead will determine to close or leave the risk open. If the risk
remains open, the Project lead can choose to reassess and/or reassign the risk. If the Project Lead
determines that the risk requires additional support for mitigation beyond the Project team, it is the
responsibility of the Project Lead to escalate the risk.

Please refer to section four of this document for the standard Risk Escalation Procedure, including key
considerations and escalation hierarchy.

2.4 Close the risk

Upon implementation of mitigating actions and necessary escalation measures, the Project Lead can
close the risk. At this point, the Project risk coordinator should update the risk status in the Project
Risk Log.

3. Assessment of Risks

3.1 Risk Categories
(Refer KNPC ERM Framework, # RMD-ERM-21-D03, section D.7)

Risk categories are groupings of risks that help maintain consistency in identification, assessment,
measurement, and monitoring across risks. Using consistent risk categories across an enterprise
enables risks to be aggregated to determine their overall impact to the KNPC.

KNPC, in line with KPC ERM Policy, has adopted the following risk categories in its ERM Program.
Categories are designed to be comprehensive. Risk types are classified into the 5 categories introduced
in the KPC risk statement. There are examples provided for each risk category.

1. Stakeholder Risk

1.1 Reputational risk: the risk arising from changes in public opinion that impact earnings or access
to capital. Examples: brand, press relations and corporate communications.

2. Project Risk
2.1 Domestic Political Influence

2.2 Execution Delay

3. Market/Financial Risk— the risk arising from deviation of business financing costs from original
estimates. Examples: rising cost of capital, labor, and materials.

3.1 Crude Price Volatility

3.2 Correlation of Crude & Gas Price

3.3 Crude and Refining Margin Volatility
3.4 Interests Rate Volatility
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3.6
3.7
3.8
3.9
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Charter Rates

Petrochemical Price Volatility
Retail Margin Volatility
Counterparty Risk

KD/USD Exchange Rate Risk

3.10 Other Exchange Rate Risk

3.11 Credit Risk

4. Operational Risk — the risk arising from inadequate physical infrastructure (asset failure), risk control
or risk infrastructure (process failure). Examples: execution, delivery, and process management;
clients, products, and business practices; systems failures; internal fraud; external fraud; computer &
information security, data security, employment practices and workplace safety; and damage to
physical assets.

4.1

4.2

Human Resources Risk: the risk arising from inadequate human resources or inappropriate use
of available resources. Examples: inadequate qualification of candidates during recruiting
process, loss of key personnel to competitors due to salary increases.

HSSE Risk

4.2.1  Environmental Risk: the risk arising from noncompliance with local, regional, or federal
environmental laws or regulations. Examples: oil spill, excessive flaring.

4.2.2 Health and Safety Risk: the risk arising from noncompliance with or lack of health and
safety regulations, policies, or procedures. Examples: plant traffic accidents, loss-time
accidents, work-related injuries, and fire hazards.

4.2.3  Security Risk: Risks related to securing the assets belonging to an KNPC e.g. Damage to
physical assets, theft, Sabotage, Information/data Security breach

5. Portfolio / Business Risk

5.1

5.2

53

5.4

5.5

Technology Risk: the risk arising from inadequate information technology resources or
inappropriate use of available resources. Risks associated with the management of technology
changes and failure to implement technology. Examples: obsolete technology, system support
unavailability due to aging systems, and failure of critical operational or safety systems.

Model & Validation Risk: risk arising from incorrect assumptions or data, or the inappropriate
application of a model.

Strategic Risk: the risk arising from an organization’s inability to formulate and/or execute a
successful business strategy as well as manage performance.

Legal Risk: the risk arising from contracts or other arrangements that are not enforceable
through available means. Examples: inadequate documentation, regulatory prohibition, legal
contract, and litigation.

Regulatory Risk the risk arising from unexpected changes to local, regional, or federal law or
regulatory policy. Examples: changes in maritime regulations that prevent certain ships from
serving particular markets.
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3.2 Assessment of Risk Responses

Risk Treatment Strategies (Refer ERM Risk Treatment and Monitoring Process, # RMD-ERM-16-P04,
Section D.1)

DIVEST by exiting a market or geographic area, or by selling, liquidating or spinning off a
product group or business

PROHIBIT unacceptably high risk activities, transactions, financial losses and asset
exposures through appropriate corporate policies, limit structures and standards

AVOID | STOP specific activities by redefining objectives, refocusing strategies and policies or
redirecting resources

SCREEN alternative capital projects and investments to avoid low-return, off-strategy and
unacceptably high-risk initiatives

ELIMINATE at the source by designing and implementing internal preventive processes

RETAIN risk at its present level, taking no further action

REPRICE products and services by including an explicit premium in the pricing, market
conditions permitting, to compensate for the risk undertaken

SELF-INSURE risk through:

ACCEPT — Internal charges to P&L (pay as you go)

- Borrowed funds from external sources, should a specific event occur
- Reserving losses (under accepted accounting principles)

- Using a pure captive insurance company

- Participation in a group or an industry captive

OFFSET risk against others within a well-defined pool

DISPERSE financial, physical or information assets geographically to reduce risk of
unacceptable catastrophic losses

CONTROL risk through internal processes or actions that reduce the likelihood of
undesirable events occurring to an acceptable level (as defined by management’s risk
tolerance)

RESPOND to well-defined contingencies by documenting effective plan and empowering
appropriate personnel to make decisions; periodically test and, if necessary, execute the
plan

DIMINISH the magnitude of the activity that drives the risk

ISOLATE differentiating characteristics of proprietary assets to reduce risk of loss through
imitation, obsolescence or other competitive pressures

REDUCE

TEST strategies, products or services on a limited basis to evaluate results under conditions
that will not influence perceptions of the broader market

IMPROVE capabilities to manage a desired exposure

RELOCATE operations in order to transfer risk from one location, in which it cannot be well
managed, to another location in which it can

REDESIGN the company’s business model, i.e. its unique combination of assets and
technologies for creating enterprise value
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DIVERSIFY financial, physical, customer, employee/supplier and organizational asset
holdings used by the firm’s business model

TRANSFER

INSURE through a cost-effective contract with an independent, financially capable party
under a well-define risk strategy

REINSURE to reduce portfolio exposure through contracts with other insurers, when such
arrangements are available

HEDGE risk by entering into the capital markets, making feasible changes in operations or
executing new borrowings

SECURITIZE risk by accessing the capital markets and structuring deals with potential
investors through efficient pricing mechanisms

TRANSFER risk and rewards of investing in new markets and products by entering into
alliances or joint ventures

OUTSOURCE non-core processes (a viable risk transfer option only when risk is contractually
transferred)

INDEMNIFY risk by entering into contractual risk-sharing arrangements with independent
financially capable parties

3.3 Quantification of Risks
Risk quantification extends the value of the understanding, documenting, and reporting on Project
level risks by attempting to assign each risk to a numerical scale.

This introduces a common format to risk quantification, based on easily understood numerical scales.
These assist in realizing and focusing on the 'true' impact of each risk, and in the prioritization of the
risk-reducing activities and responses identified.

Refer to Appendix A for descriptions of the rating scales to be used for quantifying risk impact,
probability and controllability.

4 Roles and Responsibilities

Role Responsibility Schedule (When)
Project Sponsor e Review and sign-off on the Project’s Risk Management Plan e Prior to Study
e Support the mitigation of key risks that require guidance, Stage Gate Review
support and/or intervention from higher management. e Ongoing
Project Lead e Develop and monitor the comprehensive Risk Management | @ Prior to Study
Plan Stage Gate Review

e Make determination to formalize risks identified by Project e Ongoing
team members

Members

e Monitor risk mitigation activities e Ongoing
e Escalate risks to Project Sponsor and/or senior management | e Ongoing
as needed
All Project Team | e  Every person on the project has the responsibility of e Ongoing

identifying and managing risks in a timely manner
e Perform mitigating actions on assigned risks

e Ongoing
Project Risk e Coordinate the formalization and tracking of all risks by e Ongoing
Coordinator owning the maintenance of the Project Risk List
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5. Risk Escalation Procedure

5.1 Overview

The risk escalation approach is an important portion of successful Project risk management. It provides
Project team members and supporting stakeholders with a clear process for the mitigation of all
Project risks. Successful risk escalation requires an understanding of: (1) what constitutes a risk worth
escalating, (2) when is it appropriate to escalate a risk, and (3) to whom should the risks be escalated.

5.2 Risk Escalation Criteria

A risk’s impact, probability and controllability all need to be taken into account when considering
whether or not to escalate a risk. Based on the Risk Assessment Matrix’s classification of the risk’s
seriousness, only medium and critical risks require escalation consideration. Thisis because these risks
have the potential and likelihood to have a relatively significant impact on the overall success of the
Project, this need to be mitigated in a timely fashion.

In addition, risks should only be escalated beyond the Project Lead and Team if: (1) the necessary
mitigating actions have been analyzed and determined to be within the sphere of control of the
individual to whom the risk is to be escalated, (2) the mitigating actions requested of management are
clearly defined, and (3) the consequences for inaction are readily understood.

5.3 Risk Escalation Timing

In general, all risks regardless of criticality, should attempt to be mitigated by the Project Team and
Lead prior to escalation. The Project Lead will determine a set amount of time for the Project Team to
attempt to mitigate the risk during the risk formalization process. If this time expires without
successful resolution and the risk’s seriousness meets the risk escalation criteria, it is the Project Lead’s
responsibility to enforce the risk escalation procedure

5.4 Risk Escalation Hierarchy

As previously mentioned, risk mitigation is primarily the responsibility of the Project Lead, supported
by his Project team members. Risks should only be escalated beyond the Project Lead and Team if the
risk escalation criteria described above are met. As such, the Risk Management will only escalate to
the Project Sponsor for risks consisting of major challenges and hurdles where his support and
intervention is necessary for resolution.

The following summarizes the hierarchy by which Project issues will be escalated:

Level Escalation Hierarchy
First Project Team member
Second Project Lead

Third Project Sponsor

Fourth Risk Management Team
Fifth Risk Oversight committee
Sixth CEO
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Appendix A: Impact, Probability & Controllability Scales

Impact Scale
This is an estimate of the overall scale of the impact following an occurrence of each risk.

Rating | Impact on Project Impact Description

1 Marginal Slight exposure

2 Minor Progress disrupted with manageable extensions to short-term
schedule and/or cost

3 Moderate Progress disrupted with large extensions to schedule and/or
cost, across short and medium terms

4 Significant Significant disruption to successful delivery of Project objectives
and/or benefits

5 Unrecoverable Critical disruption which threatens success of the Project

Probability Scale
This is an assessment of the probability of an occurrence of the risk, given the responses identified,
and the other factors or risks on which is dependent.

Rating | Probability to Occur Rating Description
1 Unlikely Less than 10% chance of occurrence
2 Possible Between 10% and 40% chance of occurrence
3 Probable Between 40% and 60% chance of occurrence
4 Very probable Between 60% and 90% chance of occurrence
5 Extremely likely Greater than 90% chance of occurrence

Controllability Scale
This scale assesses how much control the Project team has in preventing the risk from materializing.

Rating

Level of Control

Rating Description

1

Virtually avoidable

Project has extensive direct control over the actions necessary
for mitigating the risk

Largely controllable

Project has large degree of direct control over the actions
necessary for mitigating the risk

Partially controllable

Project has moderate degree of control over the actions
necessary for mitigating the risk

Largely uncontrollable

Project has minimal degree of direct control over the actions
necessary for mitigating the risk

Virtually
uncontrollable

Project has virtually no direct control over the actions necessary
for mitigating the risk
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Appendix B: Risk Assessment Matrix

The Risk Assessment Matrix aims at classifying risks according to their seriousness by summing the
risk’s probability and impact.

This classification assists in the relative prioritization of risks by highlighting the risks with the most
impact on the project. In conjunction with the risk’s controllability, this assists in determining what
risks require escalation beyond the Project team.

PROBABILITY

~o>» v =~

Rating Risk Seriousness
Critical Risk

5-6 Medium Risk
2-4 Low Risk

Note: It is recommended to check the alignment with the “Impact Scale”, “Probability Scale”,
“Controllability Scale” and “Risk Assessment Matrix” defined by Projects Department in their procedure

(Procedure for Unified Project Risk Management, # PRJ-QMS 9M-15-3013, Issue-6, Rev-0 dated 24-Feb-
2022).

If any of the risk identified by the projects are of Enterprise nature, it should be handled in accordance
with the latest revision of ERM document “Risk Assessment Process (Risk identification, analysis and
evaluation process) # RMD-ERM-16-P03”
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Appendix C: Risk Management Detailed Process Flow

Process Responsibility

1.0 Identify Risk

New risk identified Erogran Team: Member

v

Initial risk analysis
completed

.

Documented risk
submitted to program
Risk Coordinator

2.0 Formalise Risk

Program Risk Coordinator

assessment Yes —

“Critical™?

A

Compile all new risks for
regular status meeting

!

Discuss all new risks at
regular status meeting

Escalate to Program Lead

boes Program Lead
accept the risk?

Reject Risk No

Yes
Y
Document in Risk Log
with ownership, priority |«
and next review date
3.0 Monitor & Mitigate Risk Program Lead
A
Escalate risk based on ~ Monitor risk and
—* Risk Escalation Hierarchy implement mitigation
(refer to Appendix C for details) actions
)
Reassess & Reassign Status of risk reviewed at
Yes (if necessary) monthly status meeting

A
No

Is risk still
applicable?

Does risk require
escalation?

4.0 Close Risk s

C Log Updated with ) Program Risk Coordinator

Risk Closure
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Appendix D
Risk Identification Template
Raised by (Enter your name)
Date (Enter date)
Risk Description (Enter description of the risk)
Proposed Mitigating | (Enter proposed mitigating action)
Action
Impact Rating:
(Scale from 1 - 5; See appendix for specific rating descriptions)
Brief explanation of rating:
Probability Rating:
(Scale from 1 — 5; See appendix for specific rating descriptions)
Brief explanation of rating:
Controllability Rating:
(Scale from 1 — 5; See appendix for specific rating descriptions)
Brief explanation of rating:
Comments (Enter if necessary)
Risk Assessment Matrix
PROBABILITY

~Aa>%vsE -~

1
2
3
4
5

- Low Risk | 5-6 | Moderate Risk - Critical Risk |
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Risk Management Plan Guidelines
1. Overview

1.1 Definition

Risk management formally defines the approach used to identify, assess, and mitigate Project risks
throughout the life of the Project. This is accomplished through the formalization of a Risk
Management Plan and the ongoing maintenance of a comprehensive Project Risk List.

Risk: Effect of uncertainty on objectives (ISO 31000:2018)

An effect is a deviation from the expected. It can be positive, negative or both, and can address, create
or result in opportunities and threats. Objectives can have different aspects and categories and can be
applied at different levels. Risk is usually expressed in terms of risk sources, potential events, their
consequences and their likelihood.

Risk Management: Risk Management is defined as Coordinated activities to direct and control an
organization with regard to risk. (KNPC ERM Framework, # RMD-ERM-21-D03)

According to ISO 31000 standard, Managing risk

e s iterative and assists organizations in setting strategy, achieving objectives and making
informed decisions.

e s part of governance and leadership, and is fundamental to how the organization is managed
at all levels. It contributes to the improvement of management systems

e s part of all activities associated with an organization and includes interaction with
stakeholders.

e Considers the external and internal context of the organization, including human behavior
and cultural factors.

e Is based on the principles, framework and process, as illustrated in adjoining figure.

Enterprise Risk Management (ERM): a structured and disciplined risk management approach
integrated with strategy, process, people, technology, and knowledge with the purpose of continually
evaluating and managing risks to business strategies and objectives on an enterprise-wide basis.

1.2 Objective

The objective of risk management is to progressively reduce exposure to events that threaten
successful accomplishment of Project objectives. Project risks, unless reduced or eliminated,
constitute a barrier, both real and potential, to the accomplishment of the Project’s established goals
and objectives. Risk management therefore, will be critical to the Project’s success in meeting its
objectives. Proactive risk management techniques are required to identify, quantify, and mitigate all
potential risks to the Project.

The specific objective of the Risk Management Plan is to provide an overview of the need for risk
management on the Project. In addition, the plan provides information on how Project leadership
intends to use risk management processes and techniques to identify, analyses, mitigate, and manage
potential risks to achieve project objectives.

The specific objective of the Project Risk List is to provide a mechanism for capturing monitor risks
throughout the Proiect’s lifecvcle in line with the defined Risk Management Plan.
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The purpose of risk management is the creation and protection of value. It improves performance,
encourages innovation, and supports the achievement of objectives (KNPC ERM Framework, # RMD-
ERM-21-D03). Latest edition of KNPC ERM Policy Statement is provided in KNPC ERM Framework.

1.3 Inputs
The Project Charter is a key input to the Risk Management Plan.

1.4 Roles

e The Risk Management Plan is developed by the Project Lead
e The Risk Management Plan is reviewed by the Project Sponsor
e The Risk List is maintained by an assigned team member with input from entire team

1.5 Users

e Used by the Project Lead to address risks as they arise and communicate the overall mitigation
strategy

e Used by Project team members to understand how to handle risks

e Used by stakeholders to evaluate if risks are effectively managed

o Used by Management Support to monitor crucial risks across Projects and ensure they are
escalated to the Governance Entity

2. Completion Process

Step 1: Confirm the Risk Management Plan

The Project Lead first reviews the KNPC Project Methodology’s Risk Management Plan template and
tailors any sections to the specific requirements of the Project. This process must be completed prior
to the Study stage gate review process.

While completing the Project’s Risk Management Plan, the Project Lead must also perform an initial
assessment of the major risks that are facing the Project’s ultimate success. The upfront identification
and formalization of these risks provide an important gauge to determining the Project’s overall
feasibility and potential roadblocks to success. If the Project is authorized for progression, these risks
provide the foundation of the Project’s comprehensive Risk List that must be consistently monitored
and mitigated.

Step 2: Obtain sign-off for Risk Management Plan from Project Sponsor

The overall success of the risk management process depends a great deal on the constructive
involvement of the Project Sponsor. This involvement will be especially important for key risks that
require guidance, support and/or intervention from higher management. The defined escalation
procedures of the Project’s risk management process must ensure the efficient use of the Project
Sponsor’s time and influence in solving major problems and removing hurdles.

Due to this key role, the Project Lead must obtain the Project Sponsor’s buy-in for the Risk
Management Plan. This will ensure that all parties are clear on respective roles and responsibilities in
successfully mitigating Project risks.
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Step 3: Socialise the Risk Management Plan with the Project Team

To ensure successful risk management, the Project Lead must introduce the Risk Management Plan to
the Project team and stress that successful risk management is the responsibility of all Project team
members. This step will ensure that all team members are aware of the Project’s defined processes
for identifying, formalising, monitoring and closing risks. In addition, this will make sure that Project
team members are proactively considering potential Project risks prior to becoming issues.

Step 4: Utilise the Risk Management Plan on an ongoing basis

The Project Lead must ensure that the structured processes and roles identified in the Risk
Management Plan are utilised by the Project on an ongoing basis. Risk management must be an activity
that is consistently top-of-mind for all Project team members in accomplishing their assigned tasks.

The risk management process recommended by the KNPC Project Methodology consists of four key
processes: (1) risk identification, (2) risk formalization, (3) risk monitoring and (4) risk closure. Refer
to the associated Risk Management Plan Template for details regarding each process.

3. Additional Considerations

e Risks require to be handled in a timely and accurate manner before they become issues

e Risks need to be prioritized accurately in order to ensure that they are handled effectively

e Risks change in their Severity of Impact and Probability of Occurrence as the Project
progresses through its lifecycle

e Risks need to be continually revisited and updated
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Appendix A: Impact, Probability & Controllability Scales

Impact Scale
This is an estimate of the overall scale of the impact following an occurrence of each risk.
Rating | Impact on Project Impact Description
1 Marginal Slight exposure
2 Minor Progress disrupted with manageable extensions to short-term
schedule and/or cost
3 Moderate Progress disrupted with large extensions to schedule and/or cost,
across short and medium terms
4 Significant Significant disruption to successful delivery of Project objectives
and/or benefits
5 Unrecoverable Critical disruption which threatens success of the Project

Probability Scale
This is an assessment of the probability of an occurrence of the risk, given the responses identified,
and the other factors or risks on which is dependent.

Rating | Probability to Occur | Rating Description
1 Unlikely Less than 10% chance of occurrence
2 Possible Between 10% and 40% chance of occurrence
3 Probable Between 40% and 60% chance of occurrence
4 Very probable Between 60% and 90% chance of occurrence
5 Extremely likely Greater than 90% chance of occurrence

Controllability Scale

This scale assesses how much control the Project team has in preventing the risk from materializing.

Rating | Level of Control Rating Description
1 Virtually avoidable | Project has extensive direct control over the actions necessary for
mitigating the risk
2 Largely controllable | Project has large degree of direct control over the actions
necessary for mitigating the risk
3 Partially Project has moderate degree of control over the actions necessary
controllable for mitigating the risk
4 Largely Project has minimal degree of direct control over the actions
uncontrollable necessary for mitigating the risk
5 Virtually Project has virtually no direct control over the actions necessary
uncontrollable for mitigating the risk
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Appendix B: Risk Assessment Matrix

The Risk Assessment Matrix aims at classifying risks according to their seriousness by summing the
risk’s probability and impact.

This classification assists in the relative prioritization of risks by highlighting the risks with the most
impact on the project. In conjunction with the risk’s controllability, this assists in determining what
risks require escalation beyond the Project team.

PROBABILITY

~o>» v =~

Rating Risk Seriousness
Critical Risk

5-6 Medium Risk
2-4 Low Risk

Note:- It is recommended to check the alignment with the “Impact Scale”, “Probability Scale”,
“Controllability Scale” and “Risk Assessment Matrix” defined by Projects Department in their procedure

(Procedure for Unified Project Risk Management, # PRJ-QMS 9M-15-3013, ISSUE-6, Rev-0 dated 24-
Feb-2022).

If any of the risk identified by the projects are of Enterprise nature, it should be handled in accordance
with the latest revision of ERM document “Risk Assessment Process (Risk identification, analysis and
evaluation process) # RMD-ERM-16-P03”
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Appendix C: Risk Management Detailed Process Flow

Process Responsibility

1.0 Identify Risk New sk identifisd Program Team Member

v

Initial risk analysis
completed

v
Documented risk
submitted to program
Risk Coordinator

2.0 Formalise Risk

Program Risk Coordinator

assessment

Yes
“Critical"?2
s

Compile all new risks for
regular status meeting

!

Discuss all new risks at
regular status meeting

Escalate to Program Lead

boes Program Lead
accept the risk?

Reject Risk No

Yes
A4

Document in Risk Log
with ownership, priority
and next review date

3.0 Monitor & Mitigate Risk

Program Lead

A
Escalate risk based on ~ Monitor risk and
—* Risk Escalation Hierarchy [~ implement mitigation
(refer to Appendix C for details) actions
)
Reassess & Reassign Status of risk reviewed at
Yes (if necessary) monthly status meeting
A
No
Does risk requiré Is risk still

escalation? applicable?

4.0 Close Risk s

C Log Updated with ) Program Risk Coordinator

Risk Closure
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Risk Identification Template

Mitigating Action

Raised by (Enter your name)

Date (Enter date)

Risk Description (Enter description of the risk)
Proposed (Enter proposed mitigating action)

Impact Rating:
(Scale from 1 — 5; See appendix for specific rating descriptions)
Brief explanation of rating:

Probability Rating:

(Scale from 1 — 5; See appendix for specific rating descriptions)

Brief explanation of rating:

Controllability

Rating:
(Scale from 1 — 5; See appendix for specific rating descriptions)

Brief explanation of rating:

Comments

(Enter if necessary)

Risk Assessment Matrix

PROBABILITY

1
2
3
4
5

~a>%vsE -~
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2.15. Issue Management Plan Template

2.15 Issue Management Plan Template & Guidelines
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1 Document Control
Project Title: <Insert Project Title>
Sponsoring Department: <Insert Project Sponsoring Department>
Sponsor: <Insert Project Sponsor Name and Signature>
Reviewed By: <Insert Project Lead and Signature>
Prepared By: <Insert Document Preparer and Signature>
Prepared Date: <Insert Date>
Reference No: <Insert Reference No>
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2 Issue Management Overview

2.1 Definition
Successful management of Projects always requires informed, proactive and timely management of
issues.
Issues:

e are resolvable with action items

e span projects or Projects

e can be escalated

e are proactively discovered during the course of development
Issue management involves identifying, analyzing, resolving, reporting, and escalating Project concerns
related to the development of the business capability or the Project management plan.

2.2 Objective

The Issue Management Plan’s objective is to provide a framework for identifying, assessing, capturing
and resolving Project issues. This deliverable documents critical decisions regarding issue management
to determine the best approach to the various aspects of issue management

2.3 Scope

The scope of the effort includes managing those concerns that have the potential to impact the success
of the Project. Examples of such include issues that cannot be resolved by one phone call, questions not
covered or answered by the Project Charter and/or Work Plan, and concerns that are controversial
between areas and/or important to a large group within the organization.

3. Issue Management Process Flow

Management of issues will be facilitated by a rigorous issue management process. The issue
management process begins when a concern is entered into the Project’s Issue Log, and ends when an
issue is resolved, published and closed. The issue management process includes monitoring the status
of each of the concerns/issues. The issue management process consists of four key activities: issue
identification, issue formalization, issue monitoring, and issue closure.

3.1 Identify the issue

Issue identification is the responsibility of all Project team members. When a team member encounters
an issue, an Issue Identification Template (See Appendix) must be completed and submitted to the
Project’s designated issue coordinator. The form requires a detailed issue description, a proposed
resolution action, an estimated priority, and any additional comments as necessary.

3.2 Formalize the issue

Once theissue is received, the Project issue coordinator will continue to check the concern for relevance.
The concern is analyzed to ensure that it falls within scope and analyzed in terms of priority, people
affected by the concern, possible solutions, potential issue owner and resolution due date. All new
issues are presented to the wider team at each of the Project’s scheduled status meetings.

Upon completion of discussion of the issue, the Project Lead will determine to accept or reject the issue.
If the issue is accepted, the issue coordinator will enter the issue into the Project’s Issue Log, including
assignment of ownership, priority and resolution date.
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3.3 Resolve and monitor the issue

The issue owner is now responsible for resolving the issue before the resolution due date. The issue
owner is responsible for documenting the resolution alternatives, resolution progress, issue solution
and planned implementation.

Upon review of the issue, the Project Lead will determine to close or leave the issue as unresolved. If
the issue remains open, the Project Lead can choose to reassess and/or reassign the issue. If the Project
Lead determines that the issue requires additional resolution support beyond the reach of the Project
team, it is the responsibility of the Project Lead to escalate the issue.

3.4 Close the issue
Once the issue owner reports successful resolution of the issue, the Project Lead can confirm the issue
is closed. At this point, the Project issue coordinator should update the status in the Project Issue Log.

4. Issue Categorization
Issues will be categorized into four levels of importance, Mission Critical, High, Medium, and Low, based

on their impact to the Project goals and objectives, timeline and costs.

5. Roles and Responsibilities

Role Responsibility Schedule (When)
Project Sponsor | e Review and sign-off on the Project’s Issue Management | e Initial two
Plan weeks of
e Support the resolution of key issues that require Design Stage
guidance, support and/or intervention from higher e Ongoing
management
Project Lead o Develop and monitor the Project Issue Management Plan | ® Initial two
e Make determination to formalize issues identified by weeks of
Project team members Design Stage
e Monitor issue resolution activities e Ongoing
e Escalate issues to Project Sponsor and/or senior e Ongoing
management as needed e Ongoing
All Project Team | e Every person on the project has the responsibility of e Ongoing
Members identifying and managing issues in a timely manner
e Perform resolution activities on owned issues
e Ongoing
Project Issue e Coordinate the formalization and tracking of all issues by | ®« Ongoing

Coordinator owning the maintenance of the Project Issue Log
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6. Issue Escalation Procedure

6.1 Overview
The Project team will proactively manage open issues to facilitate their timely resolution. All issues will
be reported and formalized by the Project Lead. Special focus will be given to issues meeting the
following criteria:

e Mission Critical issues

e Past due issues (Mission Critical, High, Medium, and Low)

o High, Medium and Low importance issues with due dates within the next month

Since the resolution of issues may require attention of senior management, a detail escalation process
has been developed. Issues will be escalated to the Project’s senior management based on their level of
importance and impact.

6.2 Issue Escalation Criteria

The following criteria will be used in escalating issues to the Project Sponsor and/or Project Steering
Committee (if necessary):

e All Mission Critical issues.

e Issues which are beyond the authority of an individual project and require a consensus decision.

e Owner of the issue is not clear or cannot be established; and

e Issues which are not being properly addressed and may impede the progress of the Project. Such
issues generally will affect the Project scope, costs and timeline

The Project Sponsor and/or Steering Committee will evaluate the issue and determine the appropriate
steps to ensure that the issue is resolved. If deemed necessary, the issue will be escalated to the
Executive Portfolio Management Committee (EPMC). Only issues that could materially impact the
Project objectives, scope, costs and timeline will be escalated to the Executive Portfolio Management
Committee.

6.3 Issue Escalation Timing

Issue escalation timing will depend on the issue’s priority and relation to due date. Refer to the
escalation criteria described above for details regarding issues that require the Project Lead to enforce
the Project’s issue escalation procedure.

6.4 Issue Escalation Hierarchy
Based upon the criteria and timing discussed above, Project issues shall be escalated based upon the
following hierarchy:

Level Escalation Hierarchy

First Project team member

Second Project Lead

Third Project Sponsor

Fourth Steering Committee

Fifth Executive Portfolio Management Committee
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Appendix A: Issue Priority Categorization Scale

Impact on Project

Impact Description

Mission Critical

Critical impact to Project goals and objectives, timeline
and/or costs; Requires immediate resolution

High Significant impact to Project goals and objectives, timeline
and/or costs; Requires resolution within two weeks

Medium Minimal impact to Project goals and objectives, timeline
and/or costs; Requires resolution within one month

Low Minimal impact to Project goals and objectives, timeline

and/or costs; Requires resolution within six weeks
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Issue Identification Template

Raised by (Enter your name)
Date (Enter date)
Issue Description (Enter description of the issue)

Proposed Resolution | (Enter proposed resolution action)

Action

Priority Rating:

Categorization (Choices: Mission Critical, High, Medium, Low)
Brief explanation of rating:

Comments (Enter if necessary)
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Issue Management Plan Guidelines
1. Overview

1.1 Definition

Issue management involves identifying, analyzing, resolving, reporting, and escalating Project concerns
related to the development of the business capability or the Project management plan. This is
accomplished through the formalization of an Issue Management Plan and the ongoing maintenance
of a comprehensive Project Issue Log.

1.2 Objective

The Issue Management Plan’s objective is to provide a framework for identifying, assessing, capturing
and resolving Project issues. This deliverable documents critical decisions regarding issue
management to determine the best approach to the various aspects of issue management

1.3 Inputs
The Project Charter and the Work Plan are key inputs to the Issue Management Plan.

1.4 Roles

e The Issue Management Plan is developed by the Project Lead
e The lssue Management Plan is reviewed by the Project Sponsor
e The Issue Log is maintained by an assigned team member with input from entire team

1.5 Users

e Used by Project Lead as a framework for capturing and tracking Project level issues to
understand their impact on the progress of the Project.

e Used by key stakeholders to support the Project’s success by ensuring that issues are being
resolved in a timely manner

2. Completion Process

Step 1: Confirm the Issue Management Plan

The Project Lead first reviews the KNPC Project Methodology’s Issue Management Plan template and
tailors any sections to the specific requirements of the Project. This process must be completed within
the first two weeks of the Design stage.

Step 2: Obtain sign-off for Issue Management Plan from Project Sponsor

The overall success of the issue management process depends a great deal on the constructive
involvement of the Project Sponsor. This involvement will be especially important for key issues that
require guidance, support and/or intervention from higher management. The defined escalation
procedures of the Project’s issue management process must ensure the efficient use of the Project
Sponsor’s time and influence in solving major problems and removing hurdles.

Due to this key role, the Project Lead must obtain the Project Sponsor’s buy-in for the Issue
Management Plan. This will ensure that all parties are clear on respective roles and responsibilities in
successfully resolving Project issues.
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Step 3: Introduce the Issue Management Plan to the Project Team

To ensure successful issue management, the Project Lead must introduce the Issue Management Plan
to the Project team and emphasize that successful issue management is the responsibility of all Project
team members. This step will ensure that all team members are aware of the Project’s defined
processes for identifying, formalising, monitoring and closing issues. In addition, that Project team
members are aware of the importance of resolving assigned issues within assigned timeframes.

The Project Lead must ensure that the structured processes and roles identified in the Issue
Management Plan are utilised by the Project on an ongoing basis. Issue management must be an
activity that is consistently top-of-mind for all Project team members in accomplishing their assigned
tasks.

The issue management process recommended by the KNPC Project Methodology consists of four key
activities: issue identification, issue formalization, issue resolution and monitoring, and issue closure.

3. Additional Considerations

e Issues need to be tracked throughout the lifecycle of the Project
e Issues need to be communicated and escalated in a timely manner in order for appropriate action to be

Appendix (if applicable)

Appendix A: Issue Priority Categorization Scale

Impact on Project Impact Description

Mission Critical Critical impact to Project goals and objectives, timeline and/or costs;
Requires immediate resolution

High Significant impact to Project goals and objectives, timeline and/or costs;
Requires resolution within two weeks

Medium Minimal impact to Project goals and objectives, timeline and/or costs;
Requires resolution within one month

Low Minimal impact to Project goals and objectives, timeline and/or costs;
Requires resolution within six weeks

MSD-P&PM-22-0033, Ver-2
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2.17. Project Dashboard Template

2.10 Project Dashboard Template
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2.18. FEED Audit Form

2.11 FEED Audit Form
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FEED Audit Form

Project Title

PRJ-QMS-9E05-4071 (as a sample)

PSGS-20XX-XXXX

XX/XX/20XX

MSD-P&PM-22-0086
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2.19. Change Request Template

2.19 Change Request Template & Guidelines
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1. Change Request

<<Date>>

<<Project Team Member>>

<<Project Leader>>

<<Project Sponsor>>

<<Describe in detail (or N/A)>>

<<Describe in detail (or N/A)>>

<<Describe in detail (or N/A)>>

<<Describe in detail (or N/A)>>

<<Describe in detail (or N/A)>>

<<Describe in detail (or N/A)>>

KNPC PROJECT METHODOLOGY Rev 3
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Appendix 1 — Detailed Solution Description
Appendix 2 — Detailed Effort and Cost Estimates
Revised Current Net
Workdays 0
Costs:
e Personnel Cost (S000’s) 0
e Other Resource Cost (S000’s) 0
Net Cost Impact 0
MSD-P&PM-22-0022, Ver-2
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2.20. Change Request Guidelines

1. Overview

1.1 Definition

The Change Control process is a formal set of activities via which a material change is formally
authorized for an active project, typically affecting requirements such as scope, cost, schedule,
resources, or agreed quality standards. Project leadership documents Change Requests to reflect
approved changes that have been requested.

1.2 Objective

The objective of the Change Control process is to capture changes that have material impact on the
project. Aformal Change Requestis prepared when a requested change affects the project’s baselines
for scope, schedule, cost, resources or agreed quality standards, as defined in the Project Charter. If
the change does not affect the project baselines for scope, schedule, cost, resources or agreed quality
standards, preparation of this deliverable is unnecessary.

1.3 Inputs
The Project Charter, Project Work Plan, and all relevant Status Report materials serve as key inputs to
Change Control process.

1.4 Roles

e All Change Requests are formally documented by the Project Leader.

e Change Requests having a material impact on scope, budget or timeframes must be reviewed
and approved by the Project Sponsor.

e The Change Control Log is maintained by an assigned Project Team member.

e For strategic projects, any approved Change Request that impacts timing of a key milestone
should be communicated to the MS Department to ensure appropriate updates are made to
the Journey Map.

1.5 Users

e Project Leaders use change control to capture and track change requests, understand the amount
and scope of changes and their degree of impact on the project.
e Stakeholders and sponsors make change requests throughout the life of the project.

2. Completion Process

Section 1: Analyze Type of Change

Over the course of a project’s lifecycle, a Project Leader may be faced with the requirement to update
the project’s baselines, as defined in the Project Charter. Even in the best-planned and well-managed
projects, the complexities associated with project estimation, planning and delivery may require
making mid-stream adjustments to a project’s baselines. While ideally the use of the Change Control
process will be minimal, this process ensures that all change requests are handled in a rigorous and
systematic manner in alignment with the other supporting activities of the KNPC Project Methodology.
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The first step in applying the Change Control process is to analyze the type of change being requested.
For example, the requested change may involve updates to the project’s baselines for scope, schedule,
cost, resources or agreed quality standards.

Section 2: Analyze Impact on Baseline Estimate

After identifying the type of change, the impact of the change must be analyzed against the baseline
estimates. This will help project leadership understand the magnitude of the change, as well as
support the alignment of revised expectations with senior management.

When analyzing the impact of Change Request, project leadership must keep in mind the project’s key
drivers and critical success factors in order to ensure that the change does not materially impact the
project’s ability to deliver upon its value proposition. Where this is found to be the case, project
leadership may be required to re-visit the type of change being requested (e.g. timeframes are found
to be inflexible due to tight delivery milestones, but additional resources can be made available to
support work completion).

Section 3: Ensure Change is authorised by Project Sponsor

Since the Project Charter represents a commitment to deliver between the Project Leader and Project
Sponsor, any material changes to the established baselines must be reviewed and approved by the
Project Sponsor. This ensures that the Project Sponsor is alighed behind the requested changes, and
is able to support messaging of the changes to senior management and the wider organization (where
required).

Section 4: Document Change in Change Control Log

Upon confirmation of sign-off of the Project Sponsor, the change is officially logged in the project’s
Change Control Log by the assigned project team member. In addition, the re-base lined changes are
reflected in the Project Charter and Project Work Plan, including official release of updated versions,
including description of the requirement for the specific change.

Section 5: Maintain Log throughout the Lifecycle of the Project

The Change Control Log and supporting Change Requests must be maintained throughout the lifecycle
of the project so that they can be referenced at any future point in time. This also serves knowledge
sharing purposes, as documented Change Requests are often useful sources of lessons learned for
future projects.

3. Additional Considerations

e The Change Control process is most useful during the Design, Implement and Monitor and Operate
stages.

e When applied as part of a suite of effective project management processes, the Change Control
process should be viewed in a positive light through its promotion of transparency and stakeholder
alignment throughout a project’s lifecycle. The Change Control process is meant to minimize
surprises in project’s delivering against scope, schedule and budgetary commitments.
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2.21. Study Stage Closure Report

2.21 Study Stage Closure Report
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1. Document Control

<<Project Title>>

<<Document Reference No.>>

<<Submission Date for Closure Report>>

<<Project Team Member>>

<<Project Lead>>

<<Project Sponsor>>

MSD-P&PM-22-0023, Ver-1
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2. Study Stage Overview
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3. Additional Considerations
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2.22. Design Stage Closure Report

2.22 Design Stage Closure Report

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048 117 of 251



KNPC KPM Rev 3 MSD

1 Document Control

<<Project Title>>

<<Document Reference No.>>

<<Submission Date for Closure Report>>

<<Project Team Member>>

<<Project Lead>>

<<Project Sponsor>>

MSD-P&PM-22-0024, Ver-1
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2 Design Stage Overview
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3 Additional Considerations
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2.23. Implement Stage Closure Report

2.23 Implement Stage Closure Report

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048 121 of 251



KNPC KPM Rev 3 MSD

1 Document Control

<<Project Title>>

<<Document Reference No.>>

<<Submission Date for Closure Report>>

<<Project Team Member>>

<<Project Lead>>

<<Project Sponsor>>
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2 Implement Stage Overview
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3 Additional Considerations
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2.24. Project Closure Report Template

2.24 Project Closure Report Template & Guidelines
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1. Project Review
1.1 Project Summary

Provide a brief overview of the Project’s objectives, timeframes, scope, and high-level approach.

1.2 Benefits Delivered

Describe the benefits delivered by the Project by reviewing the Project’s business objectives and the
associated benefits realization plan.

1.3 Project Achievements

Describe Project achievements in terms of milestones reached, costs expended, resources utilized,
risks successfully mitigated and issues effectively overcome

1.4 Project Shortcomings

Describe Project shortcoming in terms of delays to key milestones and tasks, cost overruns,
unexpected resource expenditures, risk mitigation challenges, and issue resolution disappointments.

1.5 Key Decisions

Describe the key decisions made during the Project. Highlight all changes to Project scope, including
the reasoning for the adjustment.

1.6 Summary of Lessons Learned

Based on the observed Project achievement and shortcomings, describe all lessons learned on the
Project that will prove beneficial to the implementation of future Projects at KNPC. Be sure to include
both positive and constructive lessons.
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2. Transition Framework

2.1 Project Staff

Describe what steps are being taken to manage the movement of Project staff from the Project to
other roles, including the timing of their move, the capture of their Project knowledge and handover
of that knowledge to the Business Owners.

2.2 Project Assets
Describe any assets which were acquired for the Project, and who will take ownership of them upon
completion of the Project

2.3 On-going Issue Management
Identify any outstanding issues and who is responsible for continued resolution of the issue.

2.4 On-going Risk Management
Identify any risks which will transfer to an operational area and who has monitoring responsibility.

2.5 On-going Records Management

Identify what arrangements have been put in place for the storage, security and backup of hard copy
and soft copy (electronic) records and project documents. Identify who is responsible for these
activities.

2.6 Additional Project Transition Responsibilities

List any matters that are outstanding, what actions are required to address them and who is
responsible. This should include things that are outstanding or have not been formally agreed prior to
this stage such as outcomes yet to be achieved, outputs not yet delivered, maintenance of the outputs
or other operational matters such as meeting future training requirements.

MSD-P&PM-22-0026, Ver-2
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2.25. Project Closure Report Guidelines
1. Overview

1.1 Definition

The Project Closure Report summarizes Project accomplishments and shortcomings as well as
documents the transition framework to support activities. The document reviews the benefits
delivered by the Project and highlights Project achievements including milestones, financials,
resources, risks, and training statistics. Additionally, it includes an analysis of the Project’s
accomplishments and shortcomings in order to capture lessons learned that can be shared with
other existing and future Projects.

1.20bjective

The objective of the Project Closure Report is to ensure that the original Project objectives have been
met and to facilitate handover from Project team to permanent support functions and/or
Operations.

1.3 Inputs

The Cost Benefit Analysis Plan, Project Charter, Work Plan, Issue Log and the Project’s current Status
Reporting Materials are key inputs to the Project Closure Report.

1.4 Roles

e The Project Closure Report is developed by the Project Lead
e The Project Closure Report is reviewed by the Project Sponsor & Steering Committee

1.5 Users

e Used by the Project Sponsor and key stakeholders to ensure that the Project has achieved its
expected benefits

e Used by the Project Lead to validate transition framework in order to ensure successful
completion of Project closeout activities

2 Completion Process

Section 1: Project Review
The first section of the Project Closure report reviews the Project in terms of benefits delivered,
achievements, shortcomings, key decisions and lessons learned.

Project Summary
Provide a brief overview of the Project’s objectives, timeframes, scope, and high-level approach.

Benefits Delivered

Describe the benefits delivered by the Project by reviewing the Project’s business objectives and the
associated benefits realization approach defined during the Study stage in the Cost Benefits Analysis
Plan.

Project Achievements
Describe Project achievements in terms of milestones reached, costs expended, resources utilised,
risks successfully mitigated and issues effectively overcome

MSD-P&PM-2-0035, Ver-2

KNPC PROJECT METHODOLOGY Rev 3
MSD-P&PM-23-0048 128 of 251



KNPC KPM Rev 3 MSD

Project Shortcomings

No Project is ever executed to perfection regardless of how carefully planned and monitored. The
purpose of documenting shortcomings is not to assign blame, but rather to provide knowledge upon
which management and future Project leaders and team members can benefit.

Describe Project shortcoming in terms of delays to key milestones and tasks, cost overruns,
unexpected resource expenditures, risk mitigation challenges, and issue resolution disappointments.

Key Decisions
Describe the key decisions made during the Project. Highlight all changes to Project scope, including
the reasoning for the adjustment.

Summary of Lessons Learned

Based on the observed Project achievement and shortcomings, describe all lessons learned on the
Project that will prove beneficial to the implementation of future Projects at KNPC. Be sure to
include both positive and constructive lessons.

Section 2: Describe Transition Framework

The second section describes the Project’s transition framework in terms of Project staff, assets,
ongoing management of risks, issues, and records, and any additional transition related
responsibilities.

Project Staff

Describe what steps are being taken to manage the movement of Project staff from the Project to
other roles, including the timing of their move, the capture of their Project knowledge and handover of
that knowledge to the Business Owners

Project Assets
Describe any assets which were acquired for the Project, and who will take ownership of them upon
completion of the Project.

Ongoing Issue Management
Identify any outstanding issues and who is responsible for continued resolution of the issue.

Ongoing Risk Management
Identify any risks which will transfer to an operational area and who has monitoring responsibility.

Ongoing Records Managements

Identify what arrangements have been put in place for the storage, security and backup of hard copy
and soft copy (electronic) records and project documents. Identify who is responsible for these
activities.

Addition Project Transition Responsibilities

List any matters that are outstanding, what actions are required to address them and who is
responsible. This should include things that are outstanding or have not been formally agreed prior to
this stage such as outcomes yet to be achieved, outputs not yet delivered, maintenance of the outputs
or other operational matters such as meeting future training requirements.
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3 Additional Considerations

e Perform close-out activities as work is completed during Project execution as this reduces
final close-out requirements

e Facilitate acceptance of project deliverables by involving stakeholders at key interim points in
the process

e Communicate the sign-off criteria, documentation retention policies, and transfer criteria

MSD-P&PM-22-0035, Ver-2
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3. Change Management Templates & Guidelines

Change Management Templates &
Guidelines
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3.1.  Stakeholder Profile Template

3.1 Stakeholder Profile Template & Guidelines
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Stakeholder Profile Guidelines

1. Overview

1.1 Definition

The Stakeholder Profile is the deliverable produced as an output of the ongoing activity of stakeholder
analysis. A stakeholder analysis is conducted to establish the commitment of the people involved in the
solution’s implementation. These are the people you need to buy into your solution. Failing to get this
commitment from stakeholders can, in the worst case, result in resistance, mistrust, and ultimately
failure to act and take ownership of the solution. At the very least, it can reduce the pace of change and
deficiencies in resources for the Project.

The stakeholder analysis identifies the key stakeholders in the Project. It also gives insight into the
client audience and environment, such as current and target commitment levels, potential barriers for
acceptance of the change, the degree to which each stakeholder's are committed, and what role each
will play in the change.

1.2 Objective

The objective of the Stakeholder Profile is to identify and assess the Project’s key stakeholders, including
decision makers, major influencers, and target users. In order for a change to be successful, you need
the early buy-in of the key stakeholders. As a result, this activity must initiate during the Idea stage and
cannot wait until the solution is ready to be implemented.

1.3 Inputs
The Project Proposal and a strong understanding of the KNPC organization are key inputs to the
Stakeholder Profile.

1.4 Roles

¢ The Stakeholder Profile is developed by the Project Lead (or the Project Communication Lead if
appointed)

¢ The Stakeholder Profile is maintained by the Project Communication Lead

e The Stakeholder Profile is reviewed by the Project Sponsor

1.5 Users

e Used by the Project Lead to obtain more understanding of the context of the organisation, and
to identify the people with whom the Project should work to complete planning

e Used by the Project’s communication team members to define the Communication Strategy
and Communication Plan

e Used by Project team members to identify whom they should work with to obtain requirements

MSD-CMC-12-0067 Ver2
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2. Completion Process

2.1 Introduction

The Stakeholder Profile deliverable is created by identifying the key players that will influence the change
in the organization and assessing their readiness and capability for change. For any change to be
successful, it is essential to understand as much as possible about the stakeholders. This is achieved by
gathering and analyzing information about the employees in the organization and their positions and
roles as they relate to the change initiative. The template used for this deliverable is a matrix consisting
of nine columns. The columns contain headings for the following information:

e Stakeholder/Stakeholder group

e Stakeholder segmentation

¢ Level of influence on Project

e Changerole

e Current level of commitment

e Target level of commitment

e Barriers to change (of the stakeholders)
e Planned response

e Target behaviour

Completing these steps results in a deliverable that identifies the stakeholders and provides
information on their profiles (e.g., attitudes towards the change).

2.2 Steps to Create a Stakeholder Profile
The primary steps to follow when creating a Stakeholder Profile are:

Identify stakeholders

Define change role
Determine commitment level
Assess barriers/concerns

PwnNPE

Use the document “Template - Stakeholder Profile” as a template for the Stakeholder Profile e
Step 1: Identify stakeholders

e First, determine the organisation’s key stakeholders—the groups or individuals who have a
stake in the success or failure of the organisation as a whole. This is completed by using:
o Organisational charts, meeting structures and other information about the roles and
positions in the organisation
o Information from in-progress Projects to get a feel for the politics and structure of an
organisation
o Identify the specific key players in relation to your Project—those who will be affected by the
implementation of the change. Look at both formal and informal documents.
o Review background information about the change and the structure of the
organisation. Use documentation such as the organisational charts, current Project
information and meeting structures
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o Look beyond the formal positions and roles. A stakeholder might be a person or group
that doesn’t officially show on the organisation chart (e.g., worker's council). Look at
informal documentation such as interviews, the “grapevine” and observations

o Talk to different groups of people, keeping in mind that different people react
differently—take into consideration motivations, personal working style, etc.

e Determine if and how you will break up groups of stakeholders: per individual, department,
interest group, Project team, etc. Keep in mind how the stakeholder/stakeholder group will be
affected by the change. If a stakeholder group has members with differing communication
needs, you probably need to break down the group into separate stakeholders

e List the stakeholders on the template under the heading “Stakeholder/Stakeholder Group”
(e.g. by specifying an individual or group)

o If the target level of commitment required or barriers to change varies within the given
stakeholder group, use the “Stakeholder segmentation” group to break this down further. This
enables description of a specific individual profile for a stakeholder that belongs to a more
general stakeholder group, use the heading (e.g. to breakdown DCEOs or Managers)

o Determinethe level of influence on the Project for each stakeholder—high, medium or low. Do
this by analysing both formal and informal sources of information, such as organisation charts
and observations

e Document the level of influence on the template under the heading “Level of Influence on
Project”

Step 2: Define change role

e Review the different change roles. There are four key roles that a stakeholder can play in
the context of a change initiative:

o Sponsors legitimise a change initiative through their show of support. They allocate
the essential resources to ensure the success of an initiative. Note: In addition to
the formal “Project sponsor”, other individuals can have the change role of sponsor
if their influence and support will have a significant impact on the Project’s success
in a specific segment of the organisation.

o Advocates may not have any legitimate power to initiate the change, but
nonetheless have a stake in its outcome. They typically want the change and
attempt to obtain commitment and resources for it—they have supported the
Project to this point and will probably continue to do so. They can also help
maintain sponsor commitment

o Change Agents play key roles in setting up operations for the change. Change
agents champion the change through their visible ownership of the change Project
and through formal and informal communication

o Targets are the individuals or groups affected by the change and are the focus of
the change effort—the groups that must change. As such, they play an important
role in the short-term (achieving change) and long-term (sustaining change) success
of a Project

¢ Analyse the different stakeholders to determine what Change Role each of them has. Begin
by defining the Sponsor and Targets, and then identify the Advocates. Lastly, determine
the Change Agents. The Change Agents will be the most challenging to identify. They
should consist of people or groups that have the most influence over the targets.
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Within the identified group of stakeholders, a differentiation can be made, based on their
influence level, their formal/informal position, their current attitude towards the change
and their concerns. These roles are crucial for achieving full acceptance and support for
your Project to ensure a successful implementation

e Document the roles in the appropriate place on the template under the heading “Change
Role."

Step 3: Determine commitment level

e Review the Commitment Curve (see Appendix A) to understand the different stages of
commitment. The Commitment Curve is used as the basis for evaluating the stakeholders'
current and target level of acceptance.

e Determine where each stakeholder/stakeholder group's level of commitment is on the change
curve by using the results from interviews or other, more informal meetings. Use information
about the stakeholders’ past experiences with change to predict how that group or person
might react. In addition, you can conduct high-level interviews and observations with people
other than the stakeholder to get a different perspective of that stakeholder, or conduct a
change readiness assessment.

e Document the commitment level for each stakeholder/stakeholder group on the template
under the heading “Current Level of Commitment”

e Determine per stakeholder what the required level of commitment is to ensure a successful
implementation—where they need to be on the commitment curve. Look for people or groups
with major influence in the organisation; most often, higher levels of influence require more
commitment. Again, use both formal and informal sources of information about the
stakeholders.

o Document the required level on the template under the heading “Target Level of Commitment”

Step 4: Assess barriers/concerns

e Gather insight from each stakeholder/stakeholder group as to the key concerns and/or barriers
that they might have about the new solution or upcoming change. Use interviews, informal
discussions and the social network to gather this insight. Past experience with prior change can
also be a key indicator to how the stakeholder will react. Keep in mind that each individual
responds differently to change, which can lead them to feel some level of anxiety or resistance.
When tracing down the potential barriers to change, capture both the verbal behaviour of people
towards change (what people say about the change) but also the nonverbal behaviour (what
people do in regard to the change, which might be different from what they say). A stakeholder
might declare to be supportive of the change but then his actions don’t reflect it.

e Record the concerns/barriers on the template under the heading “Barriers to Change”

e Decide if a planned response is required to anticipate the reaction and/or mitigate the effect
of a barrier to change, to gain more constructive behavior and the required level of change
commitment (e.g. organize meetings, plan targeted communication, conduct training, etc.)
Record the planned response on the template under the heading “Planned Response”

¢ Define the desired stakeholder behavior in observable terms by describing what kind of
attitude and action towards the change you would eventually like to see the stakeholder
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demonstrating. This target behaviour is recorded on the template under the heading “Target
Behaviour”

3. Additional Considerations

e Remember to consider any external stakeholders when identifying key players, such as outside
contractors, other K companies, governmental agencies etc.
e Each organization has its own method for categorizing internal (workforce) and external
stakeholders
e Stakeholder resistance can be managed effectively by:
o Building better relationships by considering others’ views
o Providing alternative ideas
o Revealing information gaps
e The stakeholders’ barriers and concerns will be key input later to formulating the messages
that you will communicate (Communication Strategy in the Study stage). Knowing and
understanding these concerns will enable you to address them in the right way
e Helping stakeholders anticipate how they might feel during key moments of the change journey
can help manage expectations, counter negative responses and increase their overall sense of
control
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Appendix A - The Commitment Curve

Degree of

support for the
4 change

MSD

COMMITMENT

Change aborted

after brief /
extensive
implementation
UNDERSTANDING
Decision not to
AWARENESS implement
Megative
Perception
Confusion
Mo contact = unaware
»=Time

Adapted from Daryl Conner *Managing at the speed of Change

For each of the commitment stages there are two possible outcomes: progression to the next stage,
or regression, and thus possible termination of the change Project.

The following is a table that describes each level of stakeholder commitment and key questions that
must be answered affirmatively to reach the next level of commitment.

Level of Stakeholder
Commitment

Definition

Key Questions

Unawareness Has had no contact with the change
Project and are unaware that it exists
Awareness Encounters change; realises change is | ¢ How well informed is each audience

imminent. Has a high-level awareness of
the content and context of the upcoming
change.

group about the issue?
e Do they realise they will be affected
by the issue?

Understanding

Accepts the nature and intent of the
change.

e How well do the change network
members actually understand what
the issue involves and how it affects
them?

Buy-in

Works toward change by testing the new
concepts and change implications and
articulating commitment to the goals of
the change.

e To what extent is the audience
committed to and enthusiastic about
the issue?

e Is there evidence of positive
support/endorsement for the issue?
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Commitment

Articulates the change as an accepted
norm, articulates his/her personal
ownership of the change.

How much real involvement and
participation does the audience
demonstrate?

To what extent is this change
institutionalised?

Is the change regarded as a
matter of course?

Questions to ask when identifying stakeholders’ current and target level of commitment:

e Where does each target person or group sit on the change curve right now?
e Where must each target sit on the change curve, and by when, to make the change successful?
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3.3.  Stakeholder Expectation Matrix Template

3.3 Stakeholder Expectation Matrix Template & Guidelines
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3.4. Stakeholder Expectation Matrix Guidelines

1. Overview

1.1 Definition

The Stakeholder Expectations Matrix captures and documents the goals and expectations of all of the
Project’s primary and secondary stakeholder groups. The deliverable is created during the Study stage,
with special upfront attention paid to senior leaders and sponsors. It is critical that all parties review
and update this deliverable on an on-going basis, as expectations change throughout the Project’s
lifecycle.

Stakeholder management is a two-way communication process. It is as important to listen to the key
stakeholders and understand their issues as to inform them of the Project’s purpose and how it
progresses. These steps reduce rework and ensure the Project satisfies the organization’s needs.

1.2 Objective
The objective of the Stakeholder Expectations Matrix is to create and maintain an understanding of the
values and expectations of stakeholder groups. To achieve these objectives, the deliverable aims to:

e Understand the key stakeholders' expectations for the conduct of the work and the outcomes
of the Project required to ensure success

e |dentify and confirm the formal and informal goals and expectations

e Identify what stakeholders expect to achieve from the business changes in personal and
business terms

e Provide a comprehensive understanding of what to achieve and each stakeholder’s role in
making that happen

e Establish a process to assess and monitor stakeholder expectations to ensure the Project
outcomes remain aligned throughout the Project’s duration

1.3 Inputs
The Project Proposal and/or Project Charter for understanding of the Project’s scope and a strong
understanding of the KNPC organization serve as key inputs to the Stakeholder Expectations Matrix.

1.4 Roles

e The Stakeholder Expectations Matrix is developed by the Project Lead (or the Project
Communication Lead if appointed)

e The Stakeholder Expectations Matrix is managed by the Project Lead (or the Project
Communication Lead if appointed)

e The Stakeholder Expectations Matrix is reviewed by the Project Sponsor

1.5 Users

e Used by the Project Lead to track and monitor stakeholder expectations and/or to report status
e Used by the Project’s communications team to determine appropriate communication vehicles
for delivering communications to senior management, sponsors and/or other key stakeholders
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2. Completion Process

Understand Project Goals and Expectations is the primary process to document stakeholder
expectations, assign responsibility for key stakeholders, determine performance measures, and define
the monitoring approach.

i E=tablish Process i
Identify Fl:;:!;p:;.l Hegﬁﬁggili‘w for Monitoring Confirm Goals CDFI.T;:;;HE
Stakeholder E ; far Stakehold Stakeholder and Expectations Goals and
Giroups wpectations r 5takehalder Espectations ith Stakeshalders odls an
P and Goals hanagement and Satis faction Expectations

Step 1: Identify Stakeholder Groups
A stakeholder group consists of people with a common purpose or goal and significant involvement or
interest in the success of the project.

Do not limit the group to only the immediate people or functions with which you work. Include groups
that are instigating (directly or indirectly) or affected by the change. Examples of stakeholder groups
include other departments, third party suppliers, outsourced units, asset owners, etc.

Identify potential stakeholder groups by asking the following questions:

e Who participates in the work?

e Who receives or signs off on the work?

e Who uses the work?

e Who upgrades and maintains the work?

e Whose career path is affected by the work?

e Who includes the work status within their management reporting?
e Who supplies inputs to this work?

e Whom is this work critically dependent upon?

For each stakeholder group, identify the following:

e Individuals who can best articulate the key expectations. For each individual stakeholder, select
the appropriate expectation gathering technique (interview, questionnaire, focus group, etc.)
and identify any preliminary expectation(s) he or she may have.

e Identify individuals who can comfortably sign off that the Project accurately captures the
expectations of the stakeholder group. Include individuals who are listed as individual
stakeholders.

e List the stakeholders on the template under the heading “Stakeholder Group”

Step 2: Gather Project Expectations and Goals

A) Consider which member of the management to involve in this initial work. Understand the business
problems they face, the business results they wish to achieve, and their expectations on the conduct or
execution of the Project. Uncover individual perceptions, expectations, and facts. Involve as many of the
senior managers needed to determine the current level of consensus regarding the change.
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The most important objective is to determine what stakeholders want (in terms of both business
results and personal agendas) and to ensure that their goals and expectations are consistent with what
they say the organization should achieve.

Ask the senior management, involved in the Project, the following questions:

e How does this proposed change contribute to achieving the KNPC business strategy?

e What are senior management’s expectations for Project delivery and quality?

e What change areas contribute the most value to the organization?

e What sponsor requirements or expectations around work authorization, time frame review
processes, discussion venues, exit criteria, sign-off procedures, and commit points exist?

e What personal expectations and perceptions exist regarding the change?

Gather and document the expectations of key Project executors to ensure execution remains in
alignment with key sponsors. Depending on the level or position of the executors, use the relevant key
guestions from the key senior management questions listed above.

B) Gather and document the expectations of primary and secondary stakeholders. Depending on the
groups involved, select individuals from each group to represent a particular area during facilitated
meetings. Because you are also interested in getting their individual perceptions, one-on-one meetings
may work better than facilitated group meetings. If there are several individuals or groups, select a
representative cross-section to attend the facilitated group meetings.

Questions to ask primary and secondary stakeholders include:

e What is their understanding of the Project goals?

e What personal expectations and perceptions do they have regarding the Project?

e Do they believe that the change will positively or negatively affect them? How?

e What are critical elements or activities to implement for the change’s success?

e What is their perception regarding the sponsorship of the Project? Is it strong? How can it be
improved?

C) Update/create the Stakeholder Expectations Matrix deliverable as needed.

e Describe of the expectation that needs to be met in the “Expectation” heading
e According to the stakeholder importance on the Project outcome, decide the priority and
document it in the “Priority” heading

Step 3: Assign Responsibility for Stakeholder Management

Identify suitable Key Stakeholder Managers (KSMs) for each key stakeholder. KSMs possibly have an
established working relationship and/or expertise in a related field that creates a similarity of
interest/perspective with the assigned key stakeholder.

e Document the KSM assigned to different stakeholders in the “Person Responsible for Reporting
Progress” heading
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Step 4: Establish Process for Monitoring Stakeholder Expectations and Satisfaction

Stakeholder expectation management involves gathering and understanding expectations and
monitoring stakeholder expectations and satisfaction. Managing expectations directly affects the overall
satisfaction of stakeholders.

Monitor stakeholder expectations and ensure expectations remain realistic by analysing progress on
expectations, monitoring stakeholder perceptions and satisfaction, keeping expectations up to date
and relevant, implementing improvements to address expectations that are not at the desired level,
and communicating expectation status.

Include the following activities when defining a process for monitoring Stakeholder Expectation and
Satisfaction:

e Identify the processes, prioritization, feedback (satisfaction) mechanism, and measure of
success, goal, and the individual responsible for monitoring each expectation. This is typically
documented in the Stakeholder Expectations Matrix (see template).

e Define the Project metrics and feedback mechanism, and create procedures to assess and
measure the progress of the Project toward meeting or exceeding stakeholder expectations and
satisfaction. Seek to use metrics already defined referring to the business case, the contract,
and/or Project performance reporting.

e Determine the frequency and timing of formal reviews of the expectations and progress toward
meeting those expectations. Review once per quarter, at major Project/project milestones, or
when scope changes significantly.

Document the following headings:

e “Process to Meet Expectation”. Processes and methods of how to meet the expectation.

e “Measure of Success”. Measurement criteria to be used for each expectation (captures and
documents the criteria articulated by the stakeholders during the Gather Project Goals and
Expectations step).

e “Goal”. Performance goal(s) for each expectation.

e “Reporting Frequency”. Frequency at which to report and communicate progress against
measurement criteria.

e “Current Rating”. Capture and identification of the current actuals (progress) towards meeting or
completion of the expectations (i.e., 65% completion of task or 3 of 5 communications delivered);
performance level ratings and date captured (i.e., rating of satisfied captured during last steering
committee on XX/XX/XX or rating of Very Satisfied confirmed by Team Survey on XX/XX/XX).
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Appendix A - Expectations Gathering Techniques

Technique #1: Brainstorming

Objective(s)

To help a group create as many ideas as possible as quickly as possible

Description

Brainstorming works with small groups to identify possible solutions to quality
problems. Use this technique with cause and effect diagrams to identify causes
and/or solutions

Approach

Brainstorming works in one of two ways:
e Structured. Each person has the opportunity to speak in every round
o Unstructured. Group members give ideas as they come to mind

Guidelines

Everyone must agree on the question or issue being brainstormed. Write it down
Never criticize ideas or permit others to do so. When generating ideas,
participants can only ask clarifying questions about ideas, not comment on them
Write every idea on a flip chart or blackboard, where everyone can see it
Record the exact words of the speaker on the flip chart; do not interpret.

Work quickly; five to fifteen minutes is an acceptable length of time for
generating ideas

If the group generates more ideas than it can use, rank the ideas using secret
ballots. Discuss only the ideas with the highest rankings

Advantages

Generates many ideas in a short period of time
Requires participation of shy people (structured method)
Creates a relaxed atmosphere (unstructured method)

Disadvantages

Pressures people to contribute (structured method)
Risks domination by the most vocal members (unstructured method)

Technique #2: Interviews

Objective(s)

To obtain information relevant to the assignment, while leaving the interviewee
with a positive attitude
To establish communication between the project team and the interviewee

Description

Interviews are most effective when you have the following:
= Responses from a limited number of people
* |In-depth responses
= Responses to open-ended questions

Approach

Plan and script an interview protocol before conducting the interviews
Set appointments for the interviews
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Follow up after each interview to thank the interviewees for their time, answer
guestions, or provide other necessary feedback

Guidelines

Overview

Conduct interviews one on one or in small groups

For one on one interviews, control the interview to avoid side-tracking, respect
the interviewee’s opinions, and keep the interviewee in the loop as to how the
information is used

For group interviews, verify that the interviewer has good facilitation skills, devise
suitable groupings, control the interview to avoid side-tracking, and establish an
effective feedback mechanism

Introduction

Introduce the project and yourself

Explain the purpose and the agenda of the interview

Refer to any prior contact with the interviewee

Explain how the information you gain will be used (benefit statement)
Refer to note taking.

Ensure a cost and benefit balance

Objective
o Offer a summary statement of the general purpose of the interview

Topics

Identify specific areas of information necessary to meet objectives

Questions

Phrase your questions using the OARS framework
*» Open-ended questions. These are preferable to questions that illicit a
specific response.
* Acceptance cues. Incorporate these into your questions.
= Re-establishment to confirm. Confirm responses by pointing or
paraphrasing.
= Silence. Interviewees may need silence to gather their thoughts and
frame their responses. If necessary, wait to express your point of view or
move to a new question
Start with the most general questions and finish with the most detailed ones. This
puts the interviewee at ease
» [|nitially broad
*= More detail
» Very detailed
= Tell me about it
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= Describe
»  Who? What? When? Where? How? (not why)
*= Yes or no questions to verify information

Conclusion

What else should | know?

Summarize findings.

Express appreciation.

Refer to future contacts (May I call you?)

Documentation

Document the interview as soon as possible, and follow up on any areas of
uncertainty with interviewees

Advantages

Generates in-depth responses

Builds rapport with the interviewee

Helps discover new information

One on one is ideal for obtaining sensitive/confidential information, encourages
free flow of information, face-to-face communication allows reading of body
language and facial expressions

Group is ideal for obtaining a broad range of opinions, discussion generates and
promotes ideas, is less intimidating, leaves people feeling involved

Disadvantages

Time consuming and somewhat costly

Sometimes difficult to tabulate and consolidate results

One on one lack of discussion limits ideas, may not yield honest answers if not
confidential

In  group, dominant personalities may inhibit others, difficult to
record/summarize if the group is talking simultaneously

Technique #3: Surveys

Objective(s)

To gather quantitative data from a large number of people through a standard
set of questions

Description

A survey is often used to collect data when scale or cost precludes using
interviews. Preparation is critical to a survey's success. Before conducting a
survey, understand the scope of the work and the function of the business.
Identify participants and inform them about the survey

Approach

Determine the population to survey and the sampling techniques to use. Before
developing the survey questions, consider how to tabulate and analyze the
survey
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Guidelines

The questions are the most important and the most difficult aspect of the survey.
Consider the following issues when formulating survey questions:

=  Whois the audience?

* Are the questions concise, unambiguous, and to the point?

=  Will the questions produce the required information?

= Are the questions biased?

= Can we avoid garbage in, garbage out?
The answers to the questions can be prompted in one of three ways:

= Open-ended (written response requested)

= Multiple choice (provide an even number of alternatives to prevent

participants from selecting an average option)

= Two choice (e.g., yes/no, agree/disagree)
Open-ended questions are harder to summarize and analyze statistically.
Conduct a pilot to test the survey. Resolve open points revealed by the survey
and document and summarize results

Survey Types

Questionnaire. A written interview to gather qualitative information. Establish a
timescale for the four phases (preparation, production, distribution and
completion, and processing). Include directions in the cover letter. Set a deadline
to increase response rate and establish a cut-off point.

Organization diagnostic survey. A written questionnaire to identify an
organization’s receptivity/resistance to change and to obtain quantitative
information. There are five phases (preparation, develop/print survey and cover
letter, distribute/collect survey, analyze survey findings, and prepare
presentation of findings).

Organization values inventory. Written questions used to gather quantitative
information on an organization’s value system (existing and desired). There are
five phases (preparation, develop/print survey and cover letter, distribute/collect
survey, analyze survey findings, and prepare presentation of findings). Issue to a
diverse audience to obtain balanced feedback. Use repeatedly throughout the
project to assess shifts in the organization’s value system.

Communication effectiveness survey. A written questionnaire to identify an
organization’s receptivity/resistance to change and to obtain quantitative
information. There are five phases (preparation, develop/print inventory and
cover letter, distribute/collect inventory, analyze inventory results, and re-issue
as necessary). The larger the sample, the greater the reliability/validity. Reconcile
the findings with the organizational objectives. Consult with the advisory group
when customizing questions.

Critical incident description. Written form to obtain qualitative, experience-
based information to highlight typical communication incidents in an
organization. Supplements information gathered from a structured
guestionnaire. Use as part of an individual or group interview (using the critical
incident method). Use as part of the Communication Effectiveness Survey.
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Network assessment survey. Written survey to establish a pictorial
representation of communication relationships within an organization. There are
five phases (preparation, develop/print survey and cover letter, distribute/collect
survey, analyze survey findings, and prepare presentation of findings).
Administer the survey with the Communication Effectiveness Survey. Reconcile
findings with organizational objectives. Consult with customer advisory group
when customizing questions

Advantages

Surveys allow information to be gathered from a large population

Statistical analysis is simpler

Surveys cost less than interviews

Surveys provide evidence of broad-based concerns

Surveys are useful for gathering supplemental feedback

Organization diagnostic surveys help predict areas of difficulty and identify an
organization’s strengths and weaknesses

Organization values inventories show the strengths and weaknesses of an
organization as perceived by the employees, provide a benchmark against which
progress can be measured, give employees an opportunity to express their vision
for the organization, and are be repeated

Communication effectiveness surveys are a quick and useful method of
identifying strengths and weaknesses of communication practice, and they
provide information on employee satisfaction with communication

Critical incident descriptions highlight an organization’s communication
strengths or weaknesses and substantiate information gathered through other
techniques

Network assessment surveys provide a good summary snapshot of
communications and isolate bottlenecks/identifies liaisons

Disadvantages

There is a potential for low response

Surveys provide little opportunity for building rapport

Survey results may not measure what was intended

Questionnaire questions must be specific to avoid misinterpretation, time
consuming

Organization diagnostic surveys are complex to administer, can require tailoring
to the specific organization’s needs, and are very high level; they are not detailed
enough to be used in isolation

Organization values inventories assume a particular type of culture and are very
high level. Use them in conjunction with other surveys

Communication effectiveness survey results largely depend on survey audience,
and there is little opportunity for free format comments

Critical incident description information can be open to misinterpretation and
misuse if taken out of context

Network assessment surveys require sophisticated software to interpret the
results and are time consuming
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3.5. Change Impact Assessment Template

3.5 Change Impact Assessment Template & Guidelines
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3.6. Change Impact Assessment Guidelines
1 Overview

1.1 Definition

This deliverable document the impact of the Project on the organization. The assessment focuses on
changesin skill requirements, role, team, job, organization structure, culture, and infrastructural services
(e.g., HR, IT). The analysis looks at the various stakeholder groups that are impacted and identifies
staffing any retraining needs, which are crucial inputs to any change enablement initiative.

The Change Impact Assessment describes the impacts and changes required within the organization
to support forthcoming process and technology changes, typically by functional area. Based on the
summarized impacts, detailed Job Design, Training, Performance Support, Communication, and
Performance Management strategies and approaches are devised and justified. The actual impact
depends on the magnitude of change and how the organization sees itself changing as a result of
implementing the Project.

1.2 Objective
The objectives of the Change Impact Assessment are to:

e Capture the detailed changes introduced by the Project

e Highlight the impact each Project change may have on various areas of the organization

e C(Classify the type of impact each Project change will have on the organization

e As the impacts are classified, define the appropriate change enablement intervention to
manage each impact

e Cross-reference the process changes by functional area and/or job, depending on the details
available at the time of analysis, and summarize impacts and interventions by functional area

e Provide the foundation for developing and creating detailed Job Design, Training, Performance
Support, Communication, and Performance Management strategies and approaches

e Ensure the initiatives geared towards communications and building and sustaining ownership
truly address the specific needs and concerns of the key sponsors, stakeholders, and target
audience

1.3 Inputs

The Project Proposal and the Stakeholder Expectation Matrix are key inputs to the Change Impact
Assessment.

1.4 Roles

e The Change Impact Assessment is developed by the Project Lead (or the Project
Communication Lead if appointed)

e The Change Impact Assessment is managed by the Project Lead (or the Project Communication
Lead if appointed)

e The Change Impact Assessment is reviewed by the Project Sponsor
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1.5 Users

e Used by the Project’s communications team to identify the communication activities and
messages necessary to inform affected stakeholders of proposed changes. They tailor
communication messages to ease the transition, facilitate buy-in, and enable cooperation from
all directly and indirectly affected stakeholder groups

e Used by the Project Lead to determine how to set, manage, meet, and measure expectations
for affected stakeholders, based on the impact of each Project on a particular stakeholder
group

e Used by the Project Lead to assist in determining appropriate stakeholder responsibilities for
critical actions to build and sustain ownership at the executive level

2 Completion Process

Step 1: Group Primary Stakeholders into Business Areas
Poll key stakeholders in each business area to determine how much the Project will affect key business
areas. ldentify the Project sponsors and primary stakeholders and their primary area of business focus:

e Project sponsors are individuals or groups who lead the organization (e.g., Project Executive
Steering Committee, Project Advisors, etc.). Their support legitimizes the changes by actively
communicating why the change occurs and what the change brings to individuals and the
organization. To be effective, sponsors model the change and help people through the change
stages by communicating their support.

e Primary stakeholders are the individuals or groups directly affected by the change. These
people actually make a change in their daily routine or role.

Depending on the scope of the assessment, timeframe, and available resources, group the
stakeholders into the primary affected functional business areas. The levels of the individuals
representing each stakeholder group will vary depending on the purpose of the assessment.

e When the session determines the effect across an organization, participants are usually
managers who represent areas that the change will affect (i.e., functional areas, levels of
employees, etc.).

e If the Project team narrows the focus of the assessment to one function or area, participants
represent that function or area.

In either scenario, the participants have in-depth knowledge of the function or area they represent,
and they can adequately represent the shared view of other personnel within that function or area.

Step 2: Create Change Impact Questionnaire

When determining how the change affects key stakeholder groups, include the areas most likely
affected by the change, and have participants rate the level of impact (major, moderate, and minor)
and the issues and potential actions to take.

Consider including these common impact areas in the questionnaire: Organizational culture Worker
motivation/incentives
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e Communications Organization structure/design
e Operating policies/procedures Technology interfaces

e Human resource management Workflows

e Job design/responsibilities Skill/knowledge requirements

For a more detailed description of the Impact Areas see the Appendix A

Step 3: Conduct Interviews and Summarize Key Change Impacts

Depending on the number of individuals or groups involved and timeframes of the Project, select a cross
section of individuals from each group to represent a particular area during facilitated meetings. Because
you want their opinion on how the different areas are affected, administer the survey, have them
complete it on their own, and send back to the team.

However, at the Project level, have the team conduct facilitated group sessions to answer questions
and provide more clarity around the information being gathered, why it is being gathered, and the
information’s future use. It also provides an opportunity to stress the confidentiality of the changes if
it is not yet time to communicate those proposed Project changes to the entire organization.

During the session, complete the following steps:

e Introduce the objective of the meeting stating that this session will assess how a particular
change affects the organization and defines issues and action steps to deal proactively with
that change.

e At a high level, review the impact areas. Explain that the group will examine each impact area
in more depth during the session.

e Describe each impact area individually using overheads and/or hand-outs.

e Carry out the discussion to identify the impacts and assign an impact area; document the
findings under the “Impact Area” heading

e Document what are the stakeholder groups affected by the impact in the “Impacted Target
Group” heading

e Rate the extent of impact (major, moderate, or minor) and document it under the “Impact
Rating” heading

e Describe how the impacted area works and operate currently in the “Current State” heading
and describe how the same area will operate in future once the Project is implemented, in the
“Future State” heading;

e The difference between the current and future state determines the organizational impact
introduced by the Project, which requires an intervention to be putin place in order to mitigate
the effects of the organizational gap; document the planned intervention in the “Intervention
description” heading and the type of intervention to fill the gap (e.g. training, job design) in the
“Intervention Category” heading

e Summarize the activity by reviewing the following:

o Those business areas most likely to be affected
o Key issues
o Recommended follow-up actions
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Appendix A — Impact Area Definitions

Impact Area

Organizational Culture

Organization
Structure/Design

Workflows

Job Design/

Responsibilities

skill/Knowledge
Requirements

MSD-CMC-12-0074 Ver2

Definitions

The basic fabric and beliefs of the organization; the organization's "way of life" based
on assumptions that have been espoused or that have evolved over time:

e Individual and company norms, values, and beliefs

e Extent to which "politics" are important

e Management/supervisory style of philosophy

e Attitudes towards employees

e Measures of success

The formal and informal structures used to organize the company, division, and
department:

e Formal diagrams of organizational structure and reporting relationships

e Spans of control; number of organization levels

e Informal chains of command

e Approvals required to make day-to-day decisions

The way in which business events are handled during day-to-day operations; how
"inputs" are handled and turned into "outputs":

e Form and substance of inputs and outputs

e Number and type of steps in the work process

e  Who performs which steps/tasks

The roles, responsibilities, and authorities assigned to specific jobs within an
organization:

e Levels of authority, responsibility, and/or power

e Organization of work groups

e Conditions under which jobs are performed

e Performance requirements, standards, and measurement criteria

The special knowledge, skills, or capabilities required of the workforce to effectively
perform their jobs:

e Specialized skills required for specific new tasks

e General knowledge for improved work performance

e Tools and job aids needed/provided

e Physical or mental traits necessary to perform work tasks

¢ Management/supervisory/leadership skills

e Existing training support
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Worker The formal and informal rewards provided to the workforce and the internal
Motivation/Incentives drivers/motivators within the workforce itself; the extent to which these two
correspond:

e Compensation and benefits

e Other rewards and performance incentives

e Availability of performance feedback to the workforce

e Consistency between what the organization offers as incentives and what
the workforce views as motivators

Communications The formal and informal patterns of communication and information flow within the
organization; the correspondence of these patterns to workforce motivators:
e Frequency and type of interdepartmental and intradepartmental
communications
e Speed and form of communication
e Opportunities for interpersonal communications
e Type of information available and communicated

Operating Policies/ Formal and informal guidelines for daily work activities; policies provide general
guidelines while procedures define specific action requirements:
Procedures e Business procedures and policies

e Administrative procedures and policies
e Measurement standards and criteria
e Quality standards and criteria

Human Resource | Administrative activities related to the recruitment, selection, retention, and
Management development of the workforce:

e Recruitment/selection strategies and standards

e Career path activities and staff development

e Promotion and transfer guidelines

e Performance appraisals

e Labour management relations and EEO

Technology Interfaces The required use of technology to perform job tasks and the amount/nature of the
interfaces between users and technology:
¢ New information systems (software, hardware)
e Psychological comfort and readiness
e Physical layout/environment
o Safety
e Ergonomics/human factors
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3.7. Change Readiness Assessment Template

3.7 Change Readiness Assessment Template & Guidelines
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Business Readiness Survey - Total

Percenta

C
0% 10% 20% 30% 40% 50% 60% 7

e
8% 80% 90%100%

S1.1. | think that accountability for program delivery is clear

S2.1. | think that accountability for program delivery is clear |

S1.2. | believe that the program will help KNPC improve its.. ]
S2.2. | believe that the program will help KNPC improve its.. |

$1.3. | understand how the new system and processes. .|
§2.3. l understand how the new system and processes. .

S1.4. | understand how the program will affect my daily work |
S2.4. | understand how the program will affect my daily work |

S1.5. | feel comfortable with the amount of change. ]

S2.5. | feel comfortable with the amount of change. .|

S1.6. | believe the program has adequate leadership.. ]
S2.6. | believe the program has adequate leadership. .
1.7. | think the program leaders serve as effective role..]
2.7. | think the program leaders serve as effective role.. |

nn

. | believe my direct supervisor is supportive of the. .
. | believe my direct supervisor is supportive of the..

nw
o

1.
2.
S1.9. My direct supervisor has set my expectations and.. |
S2.9. My direct supervisor has set my expectations and.. |

Questions

$1.10. | think that the program team has coordinated this. .|
$2.10. | think that the program team has coordinated this. .

S1.11. | understand whyKNPC is undertaking the program |
S2.11. | understand why KNPC is undertaking the program |

S1.12. | my area of responsibility, | expect that the program. |
S2.12. | my area of responsibility, | expect that the program.. |

S1.13. I my area of responsibility, | am willing to help..]
S2.13. | my area of responsibility, | am willing to help.. |

S1.14. 1 my area of responsibility, | am willing to help..]
S2.14. | my area of responsibility, | am willing to help.. |

S1.15. | my area of responsibility, | am willing to help..]
S2.15. | my area of responsibility, | am willing to help.. |

S1.16. | think communication on the program is clear and. .|
S$2.16. | think communication on the program is clear and. .

S1.17. | think communication on the program is timely |
S2.17. | think communication on the program is timely |

S1.18. | hear most of information about the program. |
S2.18. | hear most of information about the program..

$1.19. | believe that my ideas and concerns are heard and. ]
S2.19. | believe that my ideas and concerns are heard and. .|

$1.20. | believe that my ideas and concerns are heard and. ]

S2.20. | believe that my ideas and concerns are heard and..

MSD

@ Strongly
Agree
OAgree

ONeutral

Refer Change Readiness Assessment Guidelines (D4) for further details under section ‘D’
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Change Readiness Assessment Guidelines
1 Overview

1.1 Definition

The Change Readiness Assessment (CRA) measures the readiness of the Project stakeholders to work
in a new way as defined by a Project. Stakeholders are those people either directly or indirectly
affected by the Project being delivered.

The CRA is carried out in order to identify any areas where the Project can improve stakeholders’
readiness to change and define an action plan to address any issues. For example, the Project may
identify the need for further training of your impacted stakeholders and set an action plan for its
delivery.

1.2 Objective
The objective of the Change Readiness Assessment is to identify stakeholder preparedness for
acceptance of the Project’s change and to define a plan of action to address any gaps.

1.3 Inputs

The Stakeholder Profile and the Change Impact Assessment are key inputs to the Change Readiness
Assessment.

1.4 Roles

e The Change Readiness Assessment is developed by the Project’s Communication Lead with
support from communication team members. If no Communication Lead has been appointed,
this activity is the responsibility of the Project Lead

e The Change Readiness Assessment is reviewed by the Project Sponsor

1.5 Users

e Used by the Project’s communication team members to identify the communication activities
and messages necessary to inform affected stakeholders of upcoming changes

e Used by Project Lead to determine how to set, manage, meet, and measure expectations for
affected stakeholders.

2 Completion Process

2.1 Introduction to Change Readiness Assessment Theory

The introduction of a new capability will see a drop in business or individual performance before the
higher expected performance is reached (the benefit). Change requires resources and time. This
reduces the focus on delivering the day to day work and thus performance as people develop the new
capabilities and implement them.

The curve that represents the performance over time described from the introduction to the delivery
and operation of the change is known as the change curve. A comprehensive change management
Project can minimise the time it takes to go through this change and return to an even higher
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productivity and thus deliver the benefits earlier. The CRA plays a part in this Project.

In order to measure change readiness we use the four quadrants of the change management model.
This ensures that the questions we ask cover all the aspects of an organisation’s change readiness and
enables us to interpret the survey results effectively.

When making a change, for instance through a project, an organisation needs a plan for how best to
manage the change throughout the change process. The four quadrants of the change management
model provide us the key elements you will need to consider during the change process.

¢

Navigation helps us to understand how well the change is being managed

Leadership help us to understand how well the change is being led

Enablement helps us to understand the support that is in place to make the change happen
Ownership help us to understand how engaged the business is in accepting the change

o
A5

X/ X/ X/
R X IR X X4

To successfully deliver a Project and therefore change in an organisation you require a balance of
activities in each of these four elements, from the introduction to the final delivery of the change
(people now work in the new way). We measure the effectiveness of these change management
activities through assessing the outcomes as seen by the Project stakeholders. A change readiness
assessment is used to capture and synthesise this information.

- Change Management Model -

Navigating change
Technical/business architecture

Macro Leading change
The leadership of the change * Shared vision

Management framework
Models/methodologies
Co-ordination control
Measurement strategies

Sponsorship

Executive team building
Top level business case
Benefits delivery

strategy

Navigation Leadership

Create Demand
Creating the desire amongst staff
for change

Create Supply
Creating the capabilities allowing staff
to change

ablement Ownership

Local action teams
Local benefits delivery
Preparing for change
Communication

Local implementation

Enabling change
Training

HR policies
Organisation design
Communications design

Micro
The audience of the
change

Depending on the stage of the Project, specific quadrants have varying levels of priority. Different
elements are required during different stages of the Project. When managing the change process, we
focus the efforts of the change Project in different quadrants of activity as the organisation goes
through the change curve. With this in mind we need to interpret the results we receive from the
change readiness assessment in the context of where we are on the change curve. E.g. If we are at the
beginning of the change journey we are unlikely to have begun training so people may not feel like
they have the skills or knowledge required for the new ways of working, while any assessed issue
relative to Navigation and Leadership should be addressed as those are the two areas that, at this
stage, matter most.
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- Change Management Model over Time -

Reenforcement
and Support
[}
\
IS Planning 5 )
S Dslivery
B '
o
§ Prepare the
s\« isati
= C:)rganlsatlon \
(%] \ H
'c ' :
©
o
o
: . : . — Time
Introduce Change Adjust to Change i Performing Organisation

2.2 Steps for Completing Change Readiness Assessment

There are four key stages to completing a Change Readiness Assessment: Plan, Position, Conduct and
Synthesise. These stages are completed over approximately a three to four week period, although this
depends on the population size of the survey.

e Plan stage: The purpose, sample, method of collection and questionnaire design is agreed and
developed

e Position stage: Make contact with all the key stakeholders involved including both the
participants and those delivering the workshops in order to set expectations and provide any
training required

e Conduct stage: Deliver the questionnaire and the collection of the data

e Synthesis stage: Workshops are run and the results are analysed and actions developed

Please note that the timings shown on the following graphic are only guidelines and may not be
appropriate for your particular change readiness assessment. Larger assessments may take more time.
You will need to judge carefully the time allowed for the questionnaires to be completed. You do not
want to give so long that your results no longer show the change readiness at a particular point in time
but you also do not want to have a low response rate.
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1. Plan

Purpose:
Change Readiness

KPM Rev 3

2. Position

Inform:

Set expectations with

3. Conduct

Issue paper and online survey:
Email survey and send memo to

MSD

4. Synthesize

Prepare and Analyze the Data
Enter data electronically

Sample: pq(ticilpants, i.g. cover letter, all managers, rquuesting Summarize and interpret the
« Minimum sample size: 10% of all initial introduction assistance with distribution of results

affected workforce in favor of those *  Provide clear value E_ro_position survey to their ?r"“F’: i +  Test hypotheses

most effected to participants, i.e. this is your Post survey online (if online Conduct workshops

Method of collection:

.

Paper and Online

Questionnaire

.

Simplified language

Attitudinal (feelings or opinions
towards an issue) and Behavioral
(demonstrated actions, behaviors,

opportunity to have your voice
heard

Develop contacts with potential
workshop facilitators and their
managers to determine time for
training and agree participation if
required

Email management group

survey is to be used)

* Post Links from KNPC
homepage to survey (if online
survey is to be used)

Assess results as part of the total
approach (i.e. workshops and
interviews)

Develop an action plan to close any
gaps

Publish results

habits), and demographic questions
(department, level)

« Translate into Arabic
« Combine English and Arabic into 1

announcing survey is on the way
Prepare for workshops

document
Week @ L :
0 1 2 3,4

Stage 1: Plan

Sample

First you must decide who the survey should be sent to. Your Project will have developed a Stakeholder
Analysis® during the Study and Design stage of the KNPC Project methodology. This document will
enable you to identify who will be impacted by your Project. The entire group of people that are
directly or indirectly affected / impacted by the Project are known as the CRA Population.

Example:
Project Context: The introduction of KNPC Project Methodology

¢+ CRA Population:
o Directly Impacted: Mohammed is currently a Project Lead of a Strategic Project

o Indirectly Impacted: Ahmed is a Team Lead who may lead a Project in the future

Often it is unreasonable to assess everyone, even though you are using a survey. Therefore you may
assess a subset of the total population; this is known as the sample.

The size of your population will guide your activity. If you have a population in the hundreds or over
you should aim to use a sample; if you have a population below this you should look to issue the survey
to the full population.

In order to provide a statistically valid set of results you should assess a minimum of 10% of your
population (Sample Size). You require a full set of results for your entire sample (10%). Note your
sample should be representative of all those affected, try and limit bias.
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To ensure that you receive enough results you will need to take in to account your expected response
rate. The response rate is the percentage of the total number of surveys sent out that you actually
receive back fully completed.

The survey size is the final number of people you will send the survey to, taking in to account sample
size and response rate.

Example calculation is as follows:
Population Size = 1000
Sample Percentage = 10%
Expected Response Rate = 30%

Sample Size = 1000 (Population) * 0.10 (minimum Sample Percentage)
Sample Size = 100

Survey Size = 100 (Sample Size) / 0.30 (Response Rate)
Survey Size =333

Method of Collection

In order to ensure a good response rate make sure that you make it easy for people to complete the
guestionnaire. The first way we do this is to make it easy to respond through different media (paper,
online and email).

Methods of collection:
¢ Online Web Form: for larger numbers of participants, with PC access, an online form is quick
and easy to complete. In addition this method improves the speed and accuracy of collecting
the data.
¢ E-mail: for smaller numbers of participants, with PC access, an e-mail with an attached
guestionnaire is quick and easy way to complete and return their results.
R/

*» Paper: a paper form should also be provided. This will enable those without a PC, for instance
some refinery personnel, to complete the questionnaire.

Survey Questionnaire

As explained in the Theory section the change readiness survey is based around the four quadrant
Journey Management model. With this in mind you can create questions targeting the four quadrants:
Navigation, Leadership, Enablement and Ownership. Itis recommended that you have between 20-30
guestions in total. This provides for a good balance between detailed data collection, quality results
and good response rates.

Survey Structure:

e Navigation: This measures how well a project is planned, has clear targets and has estimated
resource needs correctly.

e FEnablement : This measures how well skills and tools have been developed to make the project
happen (new technology, role descriptions, training)

e Leadership: This measures visible and consistent business sponsorship from the top down

e Ownership: This measures commitment from the organisation to the project
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Please see a sample questionnaire below:

Change Readiness Questionnaire

MSD

Navigation

Leadership

1. The Program is executed in an integrated way across the refineries
and/ ar other impacted business units

2. The perfarmance of the Program is measurable and transparent

3. There are enough appropriately skilled resources allocated to the
Prograrm

4. lssues and risks that arise during the Program are dealt with in a

11.The overall goals of the Program and how the it helps achieve KNPC's
vision are clear throughout relevant levels of the organization

12.The Program has visible and proactive sponsorship from the Management
team and they act as role models for championing change

13.The Program Leadership and Management team are accountable for
achieving the Program's objectives and realising the defined benefits

14 There is a shared sense of urgency and clear understanding of the

timely and efficient manner reasans for initiating the Pragram within the Management team

5. The Program approach, scope and schedule takes into consideration

LA A - 15.Decision making with respect to scope, pace and resource allocation is
the arganisation's ability to absorb change

effective and timely

16.5taff impacted by the Program understand how it will affect their individual
role and how they can contribute

17 .Staff impacted by the Program understand why it was initiated including
expected benefits and strategic rationale

18.5taff impacted by the Program are involved in shaping and making the
change successful

19.5taff impacted by the Program receive clear, relevant and timely
communications

Enablement

6. KNPC's organization and culture enable major change programs to be
successful

7. The Program team has learned from experiences and has applied
these lessonsto the current Program

8. Staff impacted by the program are equipped with the skills, training
and knowledge to effectively implement change

9. KNPC's performance management and reward systems supports the
delivery of your Program

10.The Program directly improves business performance and enhances
delivery of KMPC's strategic objectives

20.The concerns of staff impacted by the Program and potential areas of
resistance are well understood and are being addressed

|Scale: 1=Strongly Disagres 2=Disagres A=Meutral  4=Agree 5=5Strongly Agree

Phrasing the Questions/Statements

The change readiness survey is a quantitative assessment. We use the Likert scale method in order to
collect the participant’s level of agreement or disagreement with each statement. Thisis then analysed
to provide a view of the participant’s readiness to change. With this in mind we need to ensure that
the statement provides the opportunity for the participant to provide a preferred level of agreement
from “Strongly Disagree” to “Strongly Agree”, rather than just yes or no.

Language

The language used in the change readiness questionnaire should be clear and simple. The statements
must be easy to understand, with little chance for confusion. If different people read the statements
in a different way the results may loose meaning. Statements should be provided in English and Arabic.
It is preferable to have both the English and Arabic in one combined document for ease of use.

Leading Questions

Ensure that your statements do not lead the participant to a particular response. For example if you
wanted to know how someone felt about the following statement "Ahmad, a man who has been known
to break campaign promises, would make a good Prime Minister" the statement would be a leading
the response of the audience. There is more than one way to make this statement in a balanced way.
An example would be “Ahmad would make a good Prime Minister”. This allows the participant the
equal opportunity to choose who they feel.

Attitudinal and Behavioural Questions

A balanced mixture of attitudinal and behavioural statements should be used. Attitudinal statements
should be used to understand the participant’s feelings or opinions about an issue/subject.
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Behavioural statements should be used to ascertain how a participant behaves, their demonstrated
actions and their habits.

Anonymity and Demographic Questions

In order to gain an unbiased set of responses from the participants the survey should be carried out
anonymously. However demographic data is required in order that we can better understand the
results and target our corrective actions accordingly. You are best placed to decide the most
appropriate demographic questions. Some examples include: What department are you in? What is
your level? What is your job title?

Stage 2: Position

Management Assistance

In order to ensure you gain the participant’s attention and time for the completion of the Change
Readiness survey you should ensure that you have requested the sponsorship / support of management.
You should contact Managers and/or Team Leads who are responsible for the people you have selected
to take part in the survey (those affected/impacted by your Project). Ensure that you have explained
the aims, the objectives, and the benefits of the survey and gained their support in having the survey
completed by their subordinates by the deadline date.

Cover Letter / Initial Introduction

A cover letter/initial introduction needs to be created that will be sent with the survey questionnaire
in the conduct phase. The cover letter/initial introduction must clearly set the expectations of the
participants. You need to explain:

Why the survey is taking place?

What actions will be taken from the results?

How will the survey benefit KNPC?

What can the survey do for the individual participant? (this is very important)

R/ R/
RX AR X4

e

*

K/
L X4

It is very important that you provide the participant with a strong value proposition (What the survey
do for the individual participant). Some example value propositions for a Change Readiness Survey are
outlined below:

s Opportunity for participants to have their voice heard without recrimination (anonymous)
¢ The results will be put in to action (the impact will be real)

In addition you could provide prizes or gifts as incentives to complete the survey. Try and be creative.

Focus Group - Workshop

In order to understand why you gain the results you receive from the survey it is important that you
have face to face dialogue with a sample of participants. This allows you to question the response of
participants to the survey in order to understand what the underlying reasons are for why they feel or
actin a particular way. Note they should respond not only for themselves but for the entire population
they represent in order to provide an explanation / interpretation of the overall group result. The
survey questionnaire only assesses how they feel, not why.
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Prepare for Workshops

At this stage you will need to plan and arrange the workshops. The workshops will be based on the
survey questionnaire with a facilitator working with a group of approximately 10 participants. Using
the questionnaire as a basis the facilitator will work with the focus group to jointly agree on answers
by discussing each one and then questioning the reasons for their response and the overall survey
group’s answers. The facilitator must take notes during these sessions; quotes are especially useful.

For Projects affecting a large population and/or sample you will need to contact the Managers who
are responsible for the people you have selected to take part in the survey to identify potential
workshop facilitators. You will then need to arrange times to train these facilitators on how to run the
workshops. Using these additional facilitators will enable you to use people that the participants
already trust and increase the number of participants that you can take through the workshop process.
For smaller Projects you should be able to run the workshops yourself. You should try to run workshops
with approximately 10 participants or 1% of your population, whichever is greater.

Stage 3: Conduct

Issue Survey
The survey should be made available to all the survey participants. Dependant on the methods of data

collection decided for your Project you may need to do one or more of the following:
+» Distribute the paper based questionnaires to all employees (request the assistance of relevant
Managers)

¢ Post the survey online (send an e-mail to all participants with a link to the online survey)

R/

¢ Post links from the KNPC homepage to the online survey

In order to gain the best response rate possible, ensure that you monitor the responses received and
work with management to expedite those that are outstanding.

Stage 4: Synthesise

Prepare and Analyse the Data

An excel tool has been provided for the analysis of the Change Readiness Survey data. This tool will
need to be adapted to your needs (including updating the questions). Enter any paper based results
manually on the data tab. Also if you have used an online form you will need to convert the data in to
the format of the data tab in the excel tool and cut and paste the data in to a free space. The excel
tool will then automatically analyse the data for you creating clear graphs and tables.

At this point you should summarise the survey results, key findings and issues.

Run Focus Group - Workshop

At this stage you should run focus group workshops to cross check the results and provide a deeper
understanding of why you have gained the results you have. You or your facilitators should be
prepared and ready to run the Change Readiness Assessment focus group workshops.

Remember that you will need to record the answers of the group and their interpretation of why you
have received the results you have from the entire sample group. You should especially focus on taking
down any useful quotes as these provide great insight and act as powerful evidence to back up your
final recommendations.
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Assess the Results

You should now review the results of the survey and workshops together in order to develop a fuller
understanding of the underlying results. At this stage you should update the key findings and issues,
and develop a proposed action plan to close any gaps in the readiness of change e.g. You may find
that participants are unclear of the goals of the Project. In response you may put an action plan in
place to deliver a set of communication events (e-mails, posters, workshops, etc.) to raise awareness
of the goals and objectives of the Project.

As a Project team you should review the proposed action plan, finalise the plan and agree the next
steps. Make sure that each action is assigned to a team member. You must make sure that the actions
are followed through. This is important both to ensure the gap is closed and to maintain the trust of
the participants. If you are seen not to act on the results participants will be less inclined to complete
the next survey.

Publish the Results
Finally once you have completed your analysis and defined your action plan you should create a
consolidated results pack for the survey and workshops outlining:

The key findings and Issues (Summary)

Highlights of the results with supporting data (graphs and quotes)
An action plan

Next steps

R/ R/ R/ R/
RS AR X S X4

This pack should be shared with your Project team. You may wish to upload it to your Project intranet
website and distribute them to the entire stakeholder population.

The KNPC Project Methodology’s Change Readiness Survey Results template provides the foundation
for developing this pack.

3 Additional Considerations

e The methodology only requires the Change Readiness Assessment to be completed once during
the Design stage. However, it is important that the Project maintains an understanding of the
change readiness at the different stages of the change process and thus, if feasible, we advise
that the assessment should be run multiple times during the life of the Project. The frequency of
running this process depends on the length of the Project. The frequency specifications below
should only be seen as a guide:

Project Length:

¢ Less than or equal to 6 months = 1 times

¢ Greater than 6 months and less than or equal to 1 year = 2 times
s Over 1 year = every 6 months

e |t is also very important that you think of timing. The survey should not be carried out when
multiple other surveys are being run with the same group of people. A survey calendar is held
by the Management Support. You can use this to assess the best time to run your Change
Readiness Assessment
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3.9. Communication Strategy Template

3.9 Communication Strategy Template & Guidelines
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Project Title:

<< Enter project title >>

Project Working Title:

<< Enter any non-official project
name or abbreviation >>

Sponsor:

<< Enter sponsor name >>

Sponsoring
Department:

<< Enter sponsoring department
name >>

Prepared by:

<< Enter the name of the
person completing this
template >>

Date Prepared:

<< Enter date of the preparation
of this document >>
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1 Introduction

The brief description of the project is as follows:

KPM Rev 3

2 Communication Objectives
The following strategic objectives have been set for the communications within the <client> project:

3 The Change Network

MSD

The following information will enable the implementation of a structure that will identify, mobilize
and enable a team that will be responsible for leading, managing, and supporting the activities
needed to achieve the change.

Objectives

Role Who

Target level of
Commitment

Objective

Key Expected Behaviours

Sponsor

Change
Agents

Advocate

Target

Meeting Structure

Meeting

Attendees

Subject

When

4 Guiding Principles for Effective Communication
For the communications within the project, following Guiding Principles have been defined:

1.
2.

5 Audience

The following audience has been identified for the communications:
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6 Key Messages

The following key messages have been identified:

7 Key Senders

The following people have been defined to act as the key senders of the communications:

8 Key Vehicles

The following communication vehicles have been defined as best to use to effectively communicate
to all different audiences:

9 Measuring Effectiveness

To ensure that the communications are effective in achieving the results we anticipate, evaluation of
the communications has to be an integrated part of the process.
Following feedback mechanisms will be used to measure communication effectiveness:
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Communication Strategy Guidelines

1 Overview

1.1 Definition

A Communication Strategy defines the framework and direction for all communication efforts. Creating
the Communication Strategy is necessary in that it activates the commitment of the organization by
providing guidance for consistent and clear messages, to appropriate people, in the most effective
manner. The Communication Strategy is later "brought to life" through the Communication Plan
deliverable, which provides more detailed information on the communication efforts.

In this deliverable, you will determine, at a high level, the basic elements that structure all
communication activities. The Communication Strategy should stay constant throughout the process,
while the Communication Plan will change based on evaluation and feedback. The Communication
Strategy consists of a description of the communication objectives, messages, change network, guiding
principles, vehicles and senders.

1.2 Objective

The Communication Strategy’s objective is to define the framework and direction for all project
communication. The Communication Strategy is developed during the Study stage, following the
completion of the Stakeholder Profile and Stakeholder Expectation Matrix

A Communication Strategy outlines the structure for the Communication Plan as a whole, so it is
important that it is completed as early in the process as possible.

1.2 Inputs
The Project Charter, Stakeholder Profile, Stakeholder Expectation Matrix, and Change Impact
Assessment are key inputs to the Communication Strategy.

1.4 Roles

e The Communication Strategy is developed by the Project Lead (or the Project Communication
Lead if appointed)

e The Communication Strategy is maintained by the Project Communication Lead

e The Communication Strategy is reviewed by the Project Lead and Project Sponsor

1.5 Users

e The Project Lead uses it to obtain the sponsor’s buy-in on the importance of communications
in implementing the change

e The Project Lead uses it to proactively manage the communication effort to users and other
stakeholders

e The Communications team uses it as an input for developing the Communication Plan
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2 Completion Process

2.1 Introduction

The Communication Strategy deliverable is created by evaluating the project's stakeholders and
organizational information to identify the key elements of the Communication Strategy, then
determining how you will measure the effectiveness of the communication efforts. The key elements
become the framework, approach and direction for all communication efforts.

The Communication Strategy is later "brought to life" through the Communication Plan deliverable,
which provides more detailed information on the communication efforts. The template used for this
deliverable consists of headings with space for each key element: the introduction, communication
objectives, change network, guiding principles and communication audiences, messages, senders and
vehicles. There is also a section for the high-level measurement and evaluation strategy.

The change network heading contains tables for detailed information on the objectives and meeting
structure for the change network members.

2.2 Steps to Create Communication Strategy
The primary steps to follow when creating a Communication Strategy are:

Define Communication Objectives

Set up Change Network

Define Guiding Principles

Determine Audience, Messages, Senders, Vehicles
Measure Effectiveness

uhwWwnN e

Step 1: Define Communication Objectives

o Reinforce the importance of developing a Communication Strategy by documentingits
benefits under the "Introduction" heading on the template
o Define overall communication objectives for the Communication Strategy that will
attain the required levels of stakeholder commitment (see the Commitment
Curve). Communication objectives outline how the communication effort will address
stakeholders’ concerns about the change process and set the direction for all
communication efforts so the messages to all targets are consistent, effective and clear
o Develop your objectives based on the four high level key objectives for communications:
e Toinform
e To build commitment
e To stimulate action and
e To provide feedback and support

Examples of objectives are:

e Communication activities are focused on attaining planned and measurable
levels of commitment at explicitly defined project milestones
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e The outcomes of communication activities will be measured and reported to
allow plans to be adapted to a dynamic environment

e Gain the needed levels of commitment from key stakeholders through
communicating the benefits of the solution and the consequences of not
obtaining their support

e Toseekfeedback and endorsement where appropriate from our people and our
customers

o Document the objectives on the template under the “Communication Objectives”
heading

Step 2: Set up Change Network

o Define the change network
o Identify the key players in the change network. These are the stakeholders from the
Stakeholder Profile deliverable. In that document, the change roles for each
stakeholder/stakeholder group—the Sponsors, Advocates, Change Agents and
Targets—have also been identified
o Document the key players/groups and their change role in the Objectives table under
the “Change Network” heading in the "Who" and "Role" columns of the
Communication Strategy template
o Determine the following information about each of the key players/groups:
e Target level of commitment needed (for each stakeholder/group)
e Objectives
e Key Expected behaviours (constructive behaviours) for each stakeholder
e Meeting structures

The following information is not required, but might help you further define your change network:

e Process for collecting feedback on success in achieving target ownership outcome
e Resources and useful tools

The sponsors and agents need to know what they have to do to play their roles well—this
information will help you enable, formalize and mobilize the key players in the change network. It
is used as a starting point for their new roles and a reference during the process of coaching the
key players and ensuring that they play their roles well—a critical success factor for achieving
commitment

o Document the change network details on the template in their respective places in the
tables under the “Change Network” heading

o To further enable the network and set expectations for the sponsors and agents, you
can set up a Sponsor and Agent Strategy. Refer to the Examples section for more
detailed information on Sponsor and Agent Strategies
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o Evaluate the change network once it is in place. Focus on evaluating how the key
players are performing their expected behaviours. How are they acting in their
roles? Should any changes be made?

Step 3: Define Guiding Principles

o Define guiding principles for the organization’s specific project. These should set an
approach and direction for planning and executing all communication efforts and act
as specific “rules.” The guiding principles should represent the specific culture and
environment of the engagement and organization, and serve as critical success factors
for effective communications. Examples of guiding principles are:

e Two-way communications

e Pro-active communication messages

e Collect feedback and evaluate communication regularly

e Consistency of communication materials

e Conviction and involvement of management about communications

e Openness and trust

e C(Clear, consistent and efficient communications (no surprises; use the same key
messages)

e Target focused (supporting the overall business objectives)

e Face-to-face communications are best, with written and other forms as support

For more examples, refer to the "Solutions" column of the document “Barriers to Effective
Communication and Involvement” in the Appendix section.

o Document the guiding principles under the “Guiding Principles for Effective
Communication” heading on the template

Step 4: Determine Audience, Messages, Senders, Vehicles

o Outline the audience, messages, senders and vehicles that will serve as the basis for
executing the communication activities. This information will later be combined and
integrated in an operational communication plan.

o Identify the audience using the Stakeholder Analysis deliverable as input. The
identified stakeholders are your audience members. The audience also should include
any people or groups outside the key stakeholders that don’t necessarily need to be
committed to the project, but who should be informed and updated. For example, if a
systems implementation results in a change in your invoices, you would want to
contact any outside vendors/contractors and inform them of the change.

o Document this under the “Audience” heading on the template.

o Identify the key messages using the identified concerns and barriers from the
Stakeholder Analysis deliverable as input. Key messages describe the messages that
will be conveyed throughout the communication efforts, and how the concerns and
barriers will be addressed. These should align with the communication objectives
already defined, and should be written at a high-level (you will further define these
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messages in the Communication Plan). Also include general key messages for the
project as a whole, for example, keeping the project on budget.

Document this under the “Key Messages” heading on the template.

Identify the senders—the people/groups that will communicate the messages. Use the
Stakeholder Analysis as an input, looking at the various roles of the people involved in
a change process (change roles). The choice of deliverer is influenced by the
importance of the following criteria:

e Therole that the person plays in the change, for example, is the person a change
agent or sponsor?

e Knowledge of, and support for, the change project

e Knowledge of the audience, position and credibility within the organization

e Interpersonal skills and ability to listen and gain confidence of the audience

Document this under the “Key Senders” heading on the template.

Identify the vehicle for communications. This is based on the project, the project
context, target groups, communication objectives or other requirements. Think about
what will be the best fit for the message, audience and sender. For example, if an
executive is sending a message to the entire organization, she might not have available
time to use a face-to-face communication vehicle such as a presentation. Paper or
technology-based communications would be more feasible. The table below gives an
overview of a few widely used communication vehicles.

Face-to-Face Paper-based Technology-based
Presentations Bulletin board Electronic bulletin board
Team Briefings Newsletter Intranet
Communication/project focus | Communication survey or . .

. . Voice mail
groups questionnaire
Workshops Internal memo Email - internal mail

. Article in compan .
Local Action Teams (LAT) . pany Telephone conferencing
magazine

o

Document the communication vehicles under the “Key Vehicles” heading on the
template.

Step 5: Measure Effectiveness

©)

o
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Determine, at a high level, how you want to evaluate your communications.
Measuring the effectiveness of your communication effort is essential to ensuring that
you have achieved the desired results. You will define the measurement in more detail
when creating the Communication Plan.

The evaluations will be focused on two key areas:
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e Are the ways in which you communicate effective? (Evaluation Survey
deliverable)

e |s the communication achieving the required levels of commitment?
(Commitment Scorecard deliverable)

o Use a variety of performance indicators and feedback mechanisms to evaluate your
communication:

Examples of Performance Indicators:

= Do people know that specific communication events exist?
= Has the right information been covered in the message?

= Has the right message been sent to the right audience?

= Have people understood the message?

Examples of Feedback mechanisms:

= Surveys after events
= Feedback cards attached to the vehicle
= Focus groups

O Document the high level communication evaluation information under the "Measuring
Effectiveness"” heading on the template.

3 Additional Considerations

e If the Communication Plan is developed before creating the Communication Strategy
deliverable, your communications may be inconsistent and not targeted effectively.

e Tackling communication in a structured way implies a substantial amount of issues. Not only
should all people involved be informed about the progress, changes and results within the
project, but communication should lead to commitment to the change and should also
stimulate action, by applying and executing the new way of working.

e Vehicles should not be more expensive for the benefit that they provide.

e Key messages should include details about the impacts of the change—what they mean for
each Target.

e Make sure there are no redundancies within the target audience groups selected; divisions
should be logical and based upon business functions and the client’s organizational chart.
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Appendix A - Barriers to Effective Communication and Involvement

Barriers | Solutions
1. Disinterest in the implementation of | ¢ Obtain executive management’s support to redefine line
a managers' responsibilities to include communication tasks
communication project by client line | e Discuss issues/problems and manage resistance in one-to-one
managers interviews with line managers
e Establish controls and checkpoints to ensure problems in the
implementation of the communication plan are identified
2. Lack of effective participation by | e Educate the client management team on the importance of
client involvement to the success of the project
management team in the | ® Promote the benefits to be realised from their involvement--
communication process especially the benefits to them
e Obtain the visible support of the CEO and other senior
executives
3. Desire to keep information secret e At sponsor level, agree what information genuinely is
confidential
e Explain the need for and the degree of confidentiality required
e Remind the audience of any contractual obligations regarding
information disclosure
e Advise the audience on who else has been briefed
e Use one-to-one communication for all highly confidential
information
e Point out that few things in the organization are truly
confidential
4, Diversity of audiences requiring | ¢ Align communication channels and messages with the
different types/levels of information | information needs of each group
e Establish pilot groups to monitor appropriateness of channels,
messages and feedback mechanisms
e Establish controls to ensure that the information provided to
each group is consistent, timely, accurate and useful
5. Dispersed locations of audience | ¢ Appoint local communication coordinators to disseminate
groups communications at a local level
¢ Involve and, if necessary, train managers responsible for
employees at dispersed locations to handle communications with
their team
e Establish effective mechanisms to centrally coordinate
communications activities
6. Dispersed locations of project team | e Establish central coordination of the overall communication
effort to ensure consistency of data and timely delivery
e Make one person at each dispersed location responsible for
providing and supporting relevant and timely project information
to the central coordinator
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Barriers

Solutions

7.

Multi-lingual project team

¢ Choose the most common language and use only this language
for all types of formal communication

¢ Informally pair a non-common language speaker with common-
language speaker for support and coaching

¢ Use the common language in a simple form/syntax

Lack of clear and consistent
information due to the changing
state of the project

¢ Ensure the communication plan is flexible enough to support
project changes

¢ Indicate and make allowances where there may be uncertainties
or changes in the information being communicated

¢ Indicate that information will be conveyed as it emerges and
therefore may be subject to change

Communication overload

¢ Select the most effective communication mechanisms and use
these to deliver all messages

e Tailor material according to the requirements of different
stakeholders

¢ Manage the frequency and content of communication materials

10.

Conflicting messages from different
sources

e Establish a central control mechanism to define communication
messages and responsibilities

¢ Ensure all individuals involved in communication are aware of
this central control mechanism

11.

Lack of communication between
client functional areas

¢ Organize joint workshops with representatives from all involved
functional areas to design improved communication processes

e Establish cross functional teams to oversee the implementation
of a communication process

12.

Postponement of communications
plan implementation due to a delay
in the change project

e Promote involvement and buy-in for communication with
executives

e Stress the urgency of addressing communication issues and
problems

e Continue to build on plan and ideas whilst waiting for
communication embargo to be lifted

¢ Indicate what communication will occur when the project is
underway

13.

Lack of constructive feedback from
one or more audiences

e Conduct a formal review/evaluation of communication every
three/four months through a written questionnaire or
representative focus group

¢ Build project messages into established infrastructure of two-
way communication, for example, through team briefings.

¢ Address the feedback received and ensure that everyone knows
their feedback is being addressed

14.

Messages may become
monotonous and bore audiences

¢ Conduct regular focus groups (three months) with a cross section
of representatives, in order to generate new ideas and maintain
the interest and enthusiasm

e Revamp communications approach maintaining consistency of
style but incorporating new ideas and themes

¢ Determine how messages may be made more relevant and
exciting
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3.11. Communication Plan Template

3.11 Communication Plan Template & Guidelines
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Communication Plan Guidelines

1 Overview

1.1 Definition

A Communication Plan is created to coordinate all elements of communications in order to better inform
members of the organization, and therefore, to facilitate support of and commitment to a change (such
as a solution/system implementation). Communication Plans facilitate the change process by structuring
communication activities that will enhance understanding, promote acceptance and ownership by
management and the workforce, improve morale, increase the integrity and accuracy of information
being transmitted and supporting the implementation of the change.

1.2 Objective

While the Communication Strategy is a high-level description of objectives and key elements, the
Communication Plan is the operational instrument used to plan and execute all communication
activities. It addresses and creates a mapping between the six elements of communication, including
communicators, audiences, messages, communication channels, feedback mechanisms and message
timing. The Communication Plan's structure ensures that relevant, accurate, consistent information is
provided to the right people in the organization at the right times.

The Communication Plan is created at the beginning of project execution. This occurs once the
Stakeholder Profile is complete, the key elements of the communication have been determined and
the change network and guiding principles have been identified within the Communication Strategy.
Communications should start right away to ensure a successful implementation. Like the Work Plan,
the Communication Plan should be updated on an as needed basis throughout the Design and
Implement stages.

1.3 Inputs

The Communication Strategy and the Stakeholder Profile are the key inputs to the Communication
Plan.

1.4 Roles

e The Communication Plan is developed by the Project Lead (or the Project Communication Lead
if appointed)

e The Communication Plan is maintained by the Project Communication Lead

e The Communication Plan reviewed by the Project Sponsor

1.5 Users

e The Project Lead uses the Communication Plan to obtain the sponsor’s buy-in on the
importance of communications in implementing the change

e The Project Lead and Project Communication Lead uses the Communication Plan to proactively
manage the communication effort to users and other stakeholders
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2 Completion Process

2.1 Introduction

A Communication Plan is created by taking existing information about the stakeholders, the elements of
communication and the communication objectives and organizing it into a work plan-like document. All
of these elements are strategically linked together in the plan—in concert with the new factor of
timing—to facilitate the desired change. The plan will ensure that the right messages are delivered to
the right people at the right time.

When creating a Communication Plan, you must take the time to define metrics that will allow you to
measure the effectiveness of the Communication Plan you have put into action. Later in the process,
these measurements will tell you if your initial plan requires any modifications.

The steps to follow when creating a Communication Plan are:

1. Gain an understanding of the basic elements of communication
2. Gather and document information in the Communication Plan

Step 1: Gain an understanding of the basic elements of communication

To prepare an effective communication plan for your project, you must first understand the elements
which collectively operate to produce the result of "communication."
These elements include the sender, message, channel/vehicle, feedback mechanism, receiver/audience
and timeframe. See the Communication Strategy deliverable for more information about these
elements.

Step 2: Gather and document information in the Communication Plan

This step requires you to collect and document information in the Communication Plan template.
Note that if you have previously analyzed your stakeholders through the Stakeholder Profile and
Stakeholder Expectation Matrix and developed a Communication Strategy, you will already have most
of the information in your possession. In that case, you will need to focus primarily on organizing it in
the plan. The process of documenting the plan is iterative; information from one area provides additional
input to another, causing the plan to be continually refined.

The plan will consist of a matrix that will visually link the various elements. The columns in the matrix
can be arranged in many different ways. Whichever way you organize the matrix, be sure that you use
the message as the starting point for planning your communications; all other elements should be
derived from the message. Since the first column will be the organizing factor, however,
Stakeholder/Receiver/Audience or Timeframe is often placed there.

The following is a description of the contents of each column in the matrix.

A. Target audience: The stakeholders are those individuals, both internal and external to the
organization, who will be impacted by the change and who will be receiving the
communication. Gather information on the characteristics of each potential receiver group,
including things that may cause them to resist the change and what can be done to prevent
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them. Refer to the Stakeholder Analysis menu for more information on this process. Populate
each cell in this column with a different receiver group.

B. Objective: For each receiver group in the previous column, record the target level of
commitment you wish them to attain. You can obtain this information from the Stakeholder
Analysis.

C. Key Message: When defining a message, it is important to consider the receiver group's frame
of reference. Their concerns and fears will often prescribe the content of the message and its
appropriate senders. While the initial message was defined in the Communication Strategy,
you now must create a more detailed version for each specific audience you are targeting.

D. Vehicles: Choose the vehicle you will use to deliver the message; be sure to select a vehicle
that is appropriate for the audience and message you have identified. Vehicles may include
methods such as e-mail, face-to-face communication and bulletin boards. Refer to the
Communication Strategy menu for more information about vehicles.

E. Timing: This refers to the timing of the message — when and/or how often the message will be
delivered. Timing is a critical factor in the successful delivery of messages. The frequency/date
will be largely based on the timing of Management Support work plan and transformation
project events

F. Sender/Presenter: It is important to select senders who are most respected and closest to the
receivers to deliver the message. Refer to the Communication Strategy menu for more
information about senders.

G. Feedback/ Evaluation Mechanism: Feedback allows both the sender and the receiver to verify
the accuracy of the communication and make adjustments, as necessary. Feedback
mechanisms serve two primary functions --- to gather reactions to both the communicated
message and the communication process. Additionally, this type of information provides a
measurement of the depth and effectiveness of knowledge transfer to the targeted audience.
All Transformation story and Management Support related feedback will be reported to
incorporate into future planning and communications activities. These include: questionnaires
and feedback forms, team briefings and meetings. Measurement of effective, efficient
communication of each message will be planned, gathered, documented and reviewed for
continuous improvement. Review of the communication effectiveness on a regular basis will
provide the opportunity to add, delete or change communication messages, senders, receivers,
vehicles and measurements as appropriate. Measurement will be based on the type of

feedback provided by employees.
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Used o establish company-wide awareness of and support for corporate
objectives, celebrate company successes/ milestones achieved, raise - Enable delivery of consistent messages across the org.
Town Hall Meetings/ Brown awareness of new initiatives and high-level impacts, and cc i - Raise awareness and relate status/progress on initiatives
Bags held on-site All employees general information on upcoming changes/ events. - Demonstrate visible executives/sr. mgmt. support X | X
Forum for key executives to be briefed on project plans and their roles in the |- Gain commitment and buy-in on initiative recommendations
Steering Committee "C" Level Executives change initiatives and to provide input and signoff on major decisions. - Relate status /progress on the planning and execution of change initiatives X X
May include exising stall Meetings of New Project status meetngs that are
Departments/ Groups/  |used as forums to communicate upcoming changes, status, and next steps
Department/Team Meetings ~ [Project Teams associated with initiatives. - Relate status/ progress on the planning and execution of change initiatives X X X
Project team members 1o |navigualized forum that bullds on existng Telatonsnips Detween employees,
key executives; key enabling customization of key messages and open discussion between
executives to direct parties. Also an ideal format for socializing ideas in order to mitigate - Build consensus on initiative findings and recommendations
One-on-One Meetings reports; etc. resistance in larger group settings. - Personalize change impacts X | X X X
Forum to gather impacted stakenolders to gain input and buy-n on business |- Gather information to develop infiative recommendations,
Impacted stakeholder requi