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Introduction

Purpose

The Terms of Reference (ToR) defines WHAT the project is intended to achieve. It sets the scope and objectives of the project once they have become clearer, and is a major input to the project planning stages. This document is a statement for the project, project team and governance bodies to refer back to. This ensures the project is still on track to deliver its desired outcomes.

Background 

This section should include a description of what has occurred to lead up to the production of this ToR. This section aims to answer the question “Why are we doing this work now?” Both the objectives of the ToR and the actions to be taken as a result of agreeing the ToR should be stated here. Refer to other documents (remember to provide dates and version numbers) rather than repeat information recorded elsewhere.

Customer (service user) Impact

This section should outline the potential impact (positive and negative) on people who will use the service.

Operational Impact

This section should outline the potential impact for service providers.

Objectives /outcomes

This section should detail the objectives of the project (these should be SMART), using the following guidelines:

· Define the desired outcomes

· Remember that objectives should be measurable and achievable

· Be careful of writing down a solution

· Try to make objectives short and pithy. You can do this by starting each one with an active verb (e.g. enable, identify, agree)

If the objective is hard to define perhaps there isn’t really a problem to solve or an opportunity to exploit. If this is the case STOP NOW before any further time or money is used up on this initiative. 

Scope

The aim of this section is to define as tightly as possible what needs to be considered. Do not forget to state what is explicitly out of scope.

In Scope

Should take into consideration what is included within this stream of work. This could be in terms of:

· Departments, services, agencies

· People (service users, carers and operational staff)

· Procedures (Operational and Technical)

· Strategic priorities / targets

· Equipment

· Technology adoption

Out of Scope

Topics would cover the above elements but specify what is excluded from the scope of the project.

Constraints / risks

Should include any limiting factors / risks to the project including:

· Staff availability

· Staff skills

· Delivery timescales

· Budget

· Equipment

· Environment

· Limits to project manager’s authority

These should be things that materially affect how the work will be planned.

Interfaces / dependencies

Should take into account any relationships to this project such as:

· Projects or sub-projects

· Major projects

· Existing systems

· Departmental and people interfaces / dependencies

Success Criteria

Determine the criteria against which the work of the project will be judged to have been satisfactorily completed. 

Success criteria should be quantifiable, achievable and recognisable as well as agreed with service users and carers. 

Success criteria should be measured in terms of service user and operational impacts).

It is helpful to have separate success criteria for each objective.

Success criteria should be regularly reviewed by any governing bodies to ensure the project remains on track to achieve them.

Key Milestones

Insert any key milestones relevant to the project in addition to the basic milestones detailed below.

	Milestone
	Date
	Notes

	Define project tasks 
	
	

	Commence project tasks 
	
	

	Complete project tasks
	
	

	Project closed
	
	

	Post Implementation Review
	
	


Key Roles

	Role
	Name
	Acceptance Signature / Date

	E.g. project sponsor, project manager, etc
	
	Physical signature, electronic date

	
	
	


Document approval & Sign-off

	Name
	Business Area & Role

	
	

	
	


Notes on adapting this document


This document can be tailored to suit the needs of any project.  You should delete, change or add details as required so that it is fit for purpose.  �
�
 








