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Process for identifying, prioritising and managing projects
This document sets out a process for identifying and prioritising new projects. It responds to concerns raised by Members about the need to have a more structured process for identifying and prioritising new projects, allowing ERP to be flexible and responsive. 
The diagram below sets out a quarterly process for identifying new projects and reviewing existing activity, that will take place ahead of each Plenary meeting. Annex A sets out the process for each project and identifies key ‘gates’ where projects can be modified, paused or terminated.
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	Key activities at each stage

	Quarterly update includes:

1. Overview of current projects for Members’ comments on:
· project scope 
· aims and objectives

· progress and project timing.
2. Project suggestions drawn from:

· Previous proposals

· Ideas from current work

· Strategic plan (Annex A).
Members to comment and indicate priorities.

3. Members to develop new ideas in consultation with other Members (Annex B).
	Members’ proposals and comments collated by Analysis Team and presented to Co-Chairs. Priorities for new projects will be indicated based on:

· Level of Member interest (No. supporting proposal)
· Policy relevance 

· Potential for impact.

Consideration given to resource requirements. 

Co-Chairs able to recommend pausing/stopping projects.
Time-critical projects may ‘Short-Circuit’ full approval process and be initiated immediately.
	Proposed new projects will be scoped further by the Analysis Team, in consultation with Members. Project Initiation Documents (PID) prepared.
Presented to Members for comment at Plenary.

Approval of new projects and forward workplan.

Provision could also be made at the Plenary meeting for a more extended discussion of projects and priorities, should the need arise.



A project can be defined as: major ERP report with follow up activities, workshop / meeting, shorter review or position paper or discussion at a Plenary meeting with invited speakers. 
Annex A – Project process 
The following table outlines the key stages and identifies the gates for delivering projects (with an emphasis on major reports).  

· Projects could be terminated or activities curtailed at any of the Gates, or paused at any Stage.
	Gate
	Project stage
	Owner
	Activities at each stage
	Expected outcome

	1 (
	Project Identification and Prioritisation
	Analysis Team 
	Quarterly / On-going to identify future activities in consultation with Members
	Project areas and purpose / outcomes / impact identified

	2 (
	Project approved
	ERP Plenary
	Project Initiation Document drafted by AT submitted to Plenary for discussion
	Agreement to proceed with project

	
	Project execution
	Analysis Team
	Identify Steering Group and Chair: AT lead approaches ERP Members
	Chair and SG appointed

	
	
	Steering Group
	Project Kick-off: Detailed scope/remit and outline project plan drafted by AT with Chair and refined by SG
	Agree project remit & scope; Agree commitment from SG; Agree project plan

	
	
	Analysis Team
	Analytical work: Working to project plan, with regular SG engagement
	Analysis and insights meet SG expectations

	
	
	Steering Group 
	Outline report: 1st draft of findings and outline report, presented and discussed by SG.
Discuss outcomes and potential impact and identify follow up activity. Set out how it will be measured.
	SG Agree key messages & initial conclusions / recommendations.
Agree follow up activity.

	3 (
	High-level approval of findings
	Co-Chairs
	Review by Co-Chairs: Emerging findings presented to Co-Chairs ahead of Plenary
	Approval of key messages / suggested refinements
Approve follow up activity

	4 (
	
	ERP Plenary
	Draft report presented to Members for discussion.

Dissemination and follow up activities approved.
	High-level agreement to report findings

	
	Final drafting
	
	Revisions / Final drafting following Plenary discussion
	‘Final-draft’ report

	5 (
	Final approval
	Correspondence or ERP plenary
	Agreement from:

· Steering Group 

· Co-chairs 

· ERP Plenary to final draft report
	Approval for publication of final report

	6(
	Follow-up
	Analysis Team & Steering Group
	Communications agreed by SG with ongoing review of effectiveness by SG and Co-Chairs, based on metrics.
	Measurable impact


Annex B – New project proposal form

The form below is for Members to submit proposals for new project work. It will be circulated with the Members Update, with responses returned to the Analysis Team for any follow up or further scoping. Any Member submitting a proposal should seek support from others to develop the idea and demonstrate value to ERP, before sending to the Analysis Team.
The form will also be available on the Members’ area of the website, allowing proposals to be submitted as issues emerge.
	Overview of issue 
(why it is an issue, the information need and  relevance to ERP)

	

	ERP’s role 
(how it could be addressed e.g. major report/position paper/workshop)

	

	Timeframes 
(key drivers and when outputs would be most effective) 
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