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Setting up your project for 
success

Seminar 4: Planning and risk
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Agenda

Facilitators

Simon Bevis– Nichols, Project and Programme Management advisor
• Chartered Civil Engineer
• Experience in the design, set up, delivery and assurance of projects
• Public and private clients across urban regeneration, infrastructure 

(rail and roads), international development, defence and education 
sectors

Chris Wingham: Nichols, Project and Programme Management advisor
• Chartered Engineer with experience leading capital investment and 

business change initiatives across whole lifecycle
• Values ranging from £5k to £100M plus
• Former Army Engineering Officer and 10 years delivering major 

Programmes for TfL

Welcome!

Slido poll: 579237
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Project Delivery Planning
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Rightly or wrongly, projects are often 
judged by stakeholders as a success or 
failure depending on whether they are 
delivered on time

It is essential to build a robust 
project delivery plan and manage it 
effectively

Current market conditions are impacting 
project timescales

Project Planning
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Market insights by project type
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“Plans are worthless, but planning is 
everything.” Churchill

Common drivers for planning

Why plan?

• Doing something unfamiliar or unknown

• Doing something you’ve done before but 
can’t fail. E.g. BREXIT infrastructure

• Complexity due to multiple interfaces or 
organisations involved in the delivery of an 
activity e.g. dense town centre development

• Resource constraints e.g. need to spend 
money within a specific period against a 
defined financial forecast

Slido- What is the primary driver for the need to plan your project(s)?
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Benefits of planning

Effective planning will help you and the team 
by providing:

- a breakdown of the project workload
- clarity on who is responsible for each item
- a common understanding of the approach to 

achieving the project’s objectives 
- a clear way of showing dependencies, both 

internal and external
- a baseline against which to manage progress
- a tool for project management 
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The biggest challenge in planning is 
uncertainty

The business case will provide a high-level 
plan- you need to build on this in the Project 
Initiation stage

- Identify main areas of work i.e. create a WBS
- Use the Johari window
- Capture known knowns
- For unknown knowns make educated 

assumptions and record them (need to re-test 
and validate as you proceed)

- Identify what you don’t know (known knowns)
- Make a plan of actions needed to get the 

right knowledge
- Seek input from domain experts (unknown 

knowns)

Project planning is best done with others, the 
more minds the better

How to develop a robust delivery plan

Slido- how have you developed the plan for your 
project and/or programme?
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CONSTRUCTION DELIVERY PLAN- New mixed use community hub 
building on a brownfield site

• What are the main activities?

• What do we know about the main activities?
• How long?
• Who will be undertaking the work?
• Dependencies?

• What don’t we know?

• How are we going to resolve the unknowns?

Worked example
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Worked example
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Watch-its

Construction project critical paths tend to run through applying and obtaining 
statutory approvals, land agreements and long lead items

Common schedule issues in the delivery of construction projects
- Insufficient time allowed for:

- governance approvals
- statutory approvals (i.e. planning)
- land acquisition negotiations
- site surveys- seasonality?
- procurement of suppliers
- the transition from construction into operations

- Cost pressures may result in the need for re-design/value engineering
- Internal and external dependencies not clearly highlighted (=lack of integration 

between project plans within a programme)
- Long lead materials- identify these early!
- Schedule risk and uncertainty not factored in appropriately
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There are many scheduling software 
tools available. You need to consider the 
project’s needs when deciding what to 
use and how to communicate to different 
project stakeholders

The format and level of detail in the 
plan should reflect the scale and 
complexity of the project

Communicating your delivery plan
Oct Nov Dec Jan Feb Mar Q2 Q3 Q4 Q1 Q2 Q3 Q4

Sch2

EWC Habitat Creation

MW

Pre-Programme

Initiate & 
Commissioning

Assure Land
Requirement

Plan Possession
& Issue Notice

Take / Enforce
Possession

Initiate 
(First Shapes)

FLAB Start FLAB End
Royal 
Assent Notices Access

FLAB Start Notices: 6m FLAB End Notices: NoM

FLAB
Start

Notices:
6m

FLAB
End

Notices: 
PN

Notices: 
NoM

PSC Design 
Validation 

Conduct Initial 
Testing on Sample 
Case Data

First Shapes Initiated 
via Delivery Team 
(XLS)

Define GIS / G-Viewer 
Requirements in BCD

ADMS 1.5b System Developments (movement 
of Initiation tools into Dynamics solution)

ADMS 1.5b Testing 
(SIT / UAT)

ADMS Testing (SIT 
/ UAT)

Define Notice Validation 
Automation 
Requirements

GIS / G-Viewer System Development (Visualisation of Ownership 
‘jigsaw’)

Notice Validation Automation System Developments 
(Virtual Worker / Blue Prism & NPS)

Notice Validation 
Automation Testing (SIT / 
UAT)

Notice Validation
Automation Go-Live

ADMS System Developments (Workflow Automation, 
Routing) 

GIS / G-Viewer Testing (SIT / 
UAT)

Initiate 
(First Shapes) Notices: PN

Initiate

ADMS 1.5b System Developments (movement 
of Assurance tools into Dynamics solution)

ADMS 1.5b Testing 
(SIT / UAT)

Possessions
Module Go-Live

Possession

Mobile Device 
Build / Test

Poss’n Module 
(R2) Build / 
Test

Define Possessions 
Automation 
Requirements

EWC Prelim Notices 
Issued (Utilising Virtual 
Worker)

2019 2020 2021

EWC Possessions 
(Utilising Possessions 
Module)

Main Works FLAB (Utilising 
workflow automation)

ADMS Release 
Go-Live

Trial use of ADMS in 
FLAB stage gates

2

3

4

5

6

8

9

Finalise additional 
ADMS 
requirements

Ph2a Delivery 
Team Workshops

Muthu Singaram Muthu Singaram 

Ben Hamer Ben Hamer TBC TBC

Nick Wilkinson Nick Wilkinson

Ben Hamer Ben Hamer

Tom Deering

Ke
y 

M
ile

st
on

es
Pr

oc
es

s 
A

re
a

Activity Complete High Delivery Confidence Medium Delivery Confidence Low Delivery Confidence Non-development activity Proposed Lead Programme 
Milestone

Capability 
Milestone

0 Solution 
Reference

Nick Wilkinson

Case Management Procurement Activity

Completed through DL Project Clarity of ownership / Vehicle Owner identified, dates TBC No owner awareness 

1

7

G-Viewer 
Training 
Delivery

GIS / 
G-Viewer
Go-Live

Utilisation of GIS / 
G-Viewer 
functionality

ADMS 1.5b 
Training 
Delivery

ADMS 1.5b 
Training Delivery

ADMS Future 
Training Delivery

Notice Validation 
Training Delivery

EWC FLAB using ADMS 1.5b 
Developments

1.5b 
Go-Live

Notice Validation 
Training Material

ADMS Future 
Training Material

G-Viewer 
Training 
Material

Mobile Device 
Updates Go-Live

ADMS 1.5b 
Training Material

ADMS 1.5b 
Training Material

Commence 
Possession Planning 
(EWC) 

2

3

5
4

Level 2- management plan

Level 1- High level milestone roadmap

Level 3- coordination plan 
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Example plan on a page: minor construction projects

*Comms and Briefing team will manage all the readiness comms during 
this period 

Oct-20 Nov-20 Dec-20 Jan-21 Feb-21 Mar-21

Key 
milestones

Si
te

 D
es

ig
n 

an
d 

Bu
ild Ebbsfleet

North Weald

Ashford, 
Waterbrook

Warrington

Birmingham

Operational 
Design and 
Build

Deploy

Stabilise

External 
Readiness

Planning submitted 02/11

Current lease extended 30/10

Construction start
24/11

Lease signed TBC

Construction start
30/11

Construction start
24/11

Construction start
28/11

Planning submitted 06/11

Planning submitted 02/11

Planning submitted 02/11

Planning submitted 06/11

Planning approved 09/11

Planning approved 09/11

Planning approved 09/11

Planning approved 09/11
Planning approved 09/11

Lease extended 12/10

Lease signed 16/10

Practical 
Completion

Safe to 
Occupy

Practical 
Completion

Safe to 
Occupy

Practical 
Completion

Safe to 
Occupy

Practical 
Completion

Safe to 
Occupy

Practical 
Completion

Safe to 
Occupy

Training complete
04/12

Training approach 
approved 23/10

Complete development of training 
materials 13/11

Deliver Training
Dress rehearsal for all sites 

excl Warrington 21/12
Dress rehearsal for 
Warrington 04/01

Develop cutover planDevelop readiness checklist
Monitor readiness checklist and cutover plan

Go/No-Go Readiness calls
Go/No-Go call for Warrington

Define hypercare model Set up hypercare model 
Implement go-live monitoring, continuous improvement

Recruit BAU team, train BAU team, handover to BAU organisation

Detailed processes and procedures complete
Cross site and individual site procedures to support 
operating model complete (30/10)

BAU Org Job 
adverts posted

BAU Owner 
appointed

Construction start
28/11

Interim BAU Org 
mobilised

Sites mobilisedSite Job adverts 
posted

SDO approved 12/10 Conditions discharged 23/11

Go-Live 31/12
Transition to BAU 

complete

Site Operator appointed
Principle contractors appointed Final Go/No GoPrivate beta 

test 11/12
Dress rehearsal 

21/12
Training 

complete 04/12

Detailed processes and 
procedures complete, BAU 

owner appointed 30/10

Conduct change impact analyses

Understand stakeholder readiness and associated engagement plans

Create execution / delivery strategy

Agree readiness key performance indicators

Build execution / delivery plans

Align execution with readiness communications

Build readiness materials / agree delivery mechanisms

Agree readiness support model

Deliver execution / delivery plans

Monitor readiness against key performance indicators

Conduct lessons learnt
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Example plan on a page: land acquisition
Oct Nov Dec Jan Feb Mar Q2 Q3 Q4 Q1 Q2 Q3 Q4

Sch2

EWC Habitat Creation

MW

Pre-Programme

Initiate & 
Commissioning

Assure Land
Requirement

Plan Possession
& Issue Notice

Take / Enforce
Possession

Initiate 
(First Shapes)

FLAB Start FLAB End
Royal 
Assent Notices Access

FLAB Start Notices: 6m FLAB End Notices: NoM

FLAB
Start

Notices:
6m

FLAB
End

Notices: 
PN

Notices: 
NoM

PSC Design 
Validation 

Conduct Initial 
Testing on Sample 
Case Data

First Shapes Initiated 
via Delivery Team 
(XLS)

Define GIS / G-Viewer 
Requirements in BCD

ADMS 1.5b System Developments (movement 
of Initiation tools into Dynamics solution)

ADMS 1.5b Testing 
(SIT / UAT)

ADMS Testing (SIT 
/ UAT)

Define Notice Validation 
Automation 
Requirements

GIS / G-Viewer System Development (Visualisation of Ownership 
‘jigsaw’)

Notice Validation Automation System Developments 
(Virtual Worker / Blue Prism & NPS)

Notice Validation 
Automation Testing (SIT / 
UAT)

Notice Validation
Automation Go-Live

ADMS System Developments (Workflow Automation, 
Routing) 

GIS / G-Viewer Testing (SIT / 
UAT)

Initiate 
(First Shapes) Notices: PN

Initiate

ADMS 1.5b System Developments (movement 
of Assurance tools into Dynamics solution)

ADMS 1.5b Testing 
(SIT / UAT)

Possessions
Module Go-Live

Possession

Mobile Device 
Build / Test

Poss’n Module 
(R2) Build / 
Test

Define Possessions 
Automation 
Requirements

EWC Prelim Notices 
Issued (Utilising Virtual 
Worker)

2019 2020 2021

EWC Possessions 
(Utilising Possessions 
Module)

Main Works FLAB (Utilising 
workflow automation)

ADMS Release 
Go-Live

Trial use of ADMS in 
FLAB stage gates

2

3

4

5

6

8

9

Finalise additional 
ADMS 
requirements

Ph2a Delivery 
Team Workshops

Muthu Singaram Muthu Singaram 

Ben Hamer Ben Hamer TBC TBC

Nick Wilkinson Nick Wilkinson

Ben Hamer Ben Hamer

Tom Deering

Ke
y 

M
ile

st
on

es
Pr

oc
es

s 
A

re
a

Activity Complete High Delivery Confidence Medium Delivery Confidence Low Delivery Confidence Non-development activity Proposed Lead Programme 
Milestone

Capability 
Milestone

0 Solution 
Reference

Nick Wilkinson

Case Management Procurement Activity

Completed through DL Project Clarity of ownership / Vehicle Owner identified, dates TBC No owner awareness 

1

7

G-Viewer 
Training 
Delivery

GIS / 
G-Viewer
Go-Live

Utilisation of GIS / 
G-Viewer 
functionality

ADMS 1.5b 
Training 
Delivery

ADMS 1.5b 
Training Delivery

ADMS Future 
Training Delivery

Notice Validation 
Training Delivery

EWC FLAB using ADMS 1.5b 
Developments

1.5b 
Go-Live

Notice Validation 
Training Material

ADMS Future 
Training Material

G-Viewer 
Training 
Material

Mobile Device 
Updates Go-Live

ADMS 1.5b 
Training Material

ADMS 1.5b 
Training Material

Commence 
Possession Planning 
(EWC) 

2

3

5
4
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Example Primavera detailed plan
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In what format(s) are you currently 
communicating your project plans?

Slido
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Breakout groups



18

In your groups, discuss:

- What is the current status of your project planning?

- In what format(s) are your plans?

- What are your project milestones and how much detail underpins 
them?

- Have you been capturing planning assumptions? If so, where are 
the logged and how often do you test them?

Breakout discussion (10 mins)
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- What is the current status of your project planning?

- In what format(s) are your plans?

- What are your project milestones and how much detail underpins 
them?

- Have you been capturing planning assumptions? If so, where are 
the logged and how often do you test them?

Breakout feedback  (10 mins)
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Dependencies
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“Something on which the successful 
delivery of the project critically depends”
Association for Project Management

• What dependencies exist that are of significant importance to 
the project’s success e.g. land acquisition, planning 
permission, completion of enabling works?

• Are there other projects, operations, policies on which the 
project is dependent on?

• Are other projects or operations dependent on the outputs of 
this project?

Tools for eliciting and capturing dependencies

- similar to requirements. 'day in a life of' workshop, design team 
and user workshop

Need to understand the design, how it will be built and how will it 
be operated

Worth highlighting/categorising dependencies on schedule so they 
stand out

Dependencies

Dependencies

Project A

Project B

Project C

Project D
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Dependencies

Project A

Project B

Project C

Project D
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Using slido:

What are the main dependencies on your 
Towns Fund project(s)?

Group discussion- dependencies
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Risk Management
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Construction projects are inherently 
risky

Effective risk management is a 
fundamental part of successful 
project delivery

Risk Management

Risk 
Register

Identify
Assess
Quantify
Allocate Mitigate

Monitor

Update

Cause Effects

Risk EventCause

Cause

Effects

Effects

Assessment

Quantify

Risk Management

A risk register template is available on the Towns 
Fund Delivery Partner website

Design stage 
risks

Construction 
stage risks

Procurement 
risks

Stakeholder 
(incl. political) 

risks

Slido- does a detailed risk already register exist for 
each of your projects?
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What do you already know about your project(s) risk? 

Contingency Allocate Control

Identify, Assess, Mitigate

Financial Case Commercial Case Management Case

The project business case should:
• Summarise the risk management approach, 

processes and tools including whether qualitative 
and quantitative assessments are proposed

• Summarise key project risks and mitigations with 
reference to themes and capture them in a Risk 
Register

• Describe approach to opportunities management 
and realisation including opportunities to gain from 
industry productivity initiatives

• Cross reference risks amongst the 5 case model 
structure:

Slido- do you have a risk management plan in 
place for your programme/project?
Is it Towns Fund programme/project specific or an 
organisational approach to risk management?
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In the project initiation stage, the 
team should consider:

Risk management  considerations

- Are the top risks in the business case still valid, or have new risks emerged?

- How detailed was the risk management work undertaken to date and did it consult broadly with 
stakeholders? Robustness of impact assessments

- Does the right organisational/ programme/ project culture exist?

- Is there clarity on how risks are to be reported and when to escalate?
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• Design stage delays due to:
• Late or changing stakeholder 

requirements
• Several review and 

approval loops/iterations
• Design work taking longer than 

planned
• Construction delays due to 

poorly coordinated works information or 
dependencies not being met

• Cost increases due to uncontrolled 
scope creep and/or poor cost estimates

Delivery stage risks
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Risk reporting

DLUHC Monitoring and Evaluation guidance April 2022

Note: The validations for this tab will allow you to submit one risk at a minimum to mark 
this tab as complete. However, we advise that additional risks, up to three, are provided 
to offer a robust assessment of the risks to your project.
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Risk, schedule and cost considerations in DLUHC Monitoring and Evaluation guidance dated April 
2022

Project progress summary RAG ratings:

A key consideration
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How are you ranking risks?

Risk scoring/ranking

Risk Ranking 
Critical - 5 
High - 4 
Medium -3 
Low -2 
Minimal -1 

 

Have you defined how to assess the impact of risks 
and is this being done consistently across your 
programme of projects?
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Contingency

Contingency compensates for the uncertainty inherent in cost and time 
estimates, as well as risk exposure

- Contingency can be assigned against specific risks (known unknowns) 
and/or assigned for unknown unknowns

- Programme level contingency for strategic risks e.g. cost inflation
- Project level contingency for project specific risks 

- Build in time contingency to your plan (schedule)

- Cost contingency is retained separately by the project and programme, it is 
drawn down with governance approval should risk events materialize

Slido- what level of cost contingency do you have for your projects?



3333

Breakout groups
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Breakout discussion

Items to discuss

• What are your top three project risks and what are you doing to manage them?

• What level of contingency do you have at Programme and Project levels?
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Next week: final seminar on 
procuring and managing 
delivery contracts
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End


