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1 Purpose of this Document
Any Complex project should establish clear lines of responsibility and accountability for all of the people that need to be involved.

The purpose of this document is to ensure the right people are in place within the <Project Name> with the authority, responsibility and knowledge to make decisions and provide control over the project in a timely manner.
The Roles and Responsibilites allocation report will be developed at the Concept Phase of the Project and will be updated at the start of each subsequent phase to reflect the governance arangements for the next phase.

At all points it should be clear:

· Who the Approval Authority is for the Project

· Who the Project Manager is 

· Whether a Steering Commitee is required and the Steering Committee roles  

· The roles of all other resources on the project 

The Roles and Responsibilites allocation report template should be used for all phases - only the level of detail of the content will be different as the project progresses, with more detail being introduced as the project ramps up.

2 Project Approval Authority
The Approval Authority for the Concept/Feasibility/Assessment/Implementation phase of the project will be filled by:  Approval Authority Name/Group
Define and rationalise the choice of the Approval Authority for the next phase of the project. Consider:

· The required financial delegations

· The mission criticality and visibility of the project  

· The phase of the project and the authority required to effectively oversee the work in the next Phase.

In some projects the Approval Authority will be the Steering Committee itself, in others the Steering Committee may be a delegation group that represents the Approval Authority. In this case most Steering Committee decisions will require some level of external validation with the Approval Authority

If the Approval Authority is a Project Steering Committee then the next section of the document will include the Steering Committee in the organisation structure and all steering committee roles must be rationalised and described. 

3 Project Organisation Structure

The project organisation is shown in the following diagram.  Individual role definitions are provided for the key roles in the remainder of this document.

Amend this diagram as required to show the organisational structure.
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4 Roles and Responsibilities

The responsibilities for each member of the Project Management Team are described in the following sections. Each section comprises a tailored Job Description that the owner will be asked to acknowledge formally by signing and returning a copy to the <XXXX> Project Manager.
Note: It may not be appropriate in all cases to get the role incumbents to formally sign off on their roles but this step is encouraged as experience suggests that such formal acceptance of roles tends to force a real understanding and clarification of the roles at the outset.
In this template provision has been made for such signoffs.

4.1 Job Definitions – <XXXX> Project Steering Committee

Note: If a Project Steering Committee is not appointed by the Approval Authority or EGM, the responsibilities listed below are added to those of the Approval Authority.

4.1.1 Joint Responsibilities

The joint overall responsibilities of all members of the <XXXX> Steering Committee are to:

· agree with the Project Manager that person's responsibilities and objectives for each phase

· confirm with the Project Manager the project tolerances/flexibility in terms of cost and time for each phase

· approve all major plans within known constraints

· sign-off completion of each phase of work as acceptable

· ensure that required resources are committed to the project

· arbitrate on conflicts within the project and negotiate a solution to any problems that arise between the project and external bodies. 

· Approve any required scope changes and authorise the associated expenditure (via the Approval Authority where required)

· Ensure the project complies with relevant ARTC strategies/directives, procedures, standards and policies 

· Ensure that the defined assurance roles are engaged into the project as appropriate to support the project decision making

· Monitoring Project Risks

· Approving changes and variations 

· Determining and resolving any conflicts or disputes on the project  

· If necessary assist Project Manager in negotiating with external bodies

· Approving project closure 

· add any other responsibilities here as required- specific to the project

The following sections describe the specific aspects that will need to be considered at each phase of the project. The Roles and Responsibilities Allocaton Report will evolve during the project so only those roles and responsibilities relevant for each phase will be included.
Similarly as the project moves beyond each phase it may make sense to delete the roles for phases that are already completed so as to maintain the readability and relevance of the document. 

At Concept Assessment

For most projects it is unlikely that the Steering Committee will be established prior to the Feasibility Phase and hence no Steering Committee role at this point.
If the Steering Committee is established to oversee the concept development then add any roles here that are relevant.
At Project Feasibility:

· Validating the level and selection of the proposed project Approval Authority with ARTC Corporate Management

· Define the requirements of Project Assurance and ensure that these are reflected in the governance Roles and Responsibilities Allocation Report

· approve the project governance (Roles and Responsibilities Allocation Report) for Project Feasibility phase

· agree with the Project Manager that person's responsibilities and objectives for the Project Feasibility phase

· confirm with the Project Manager the project tolerances/flexibility in terms of cost and time for the Project Feasibility phase

· commit and make available the required resources for Project Feasibility

· specify any external constraints on the overall project such as time and cost.

· approve the Project Feasibility Report 

· add any other responsibilities here as required- specific to the project

At Project Assessment:

· approve the project governance for Project Assessment phase

· agree with the Project Manager that person's responsibilities and objectives for the Project Assessment phase

· commit and make available the required resources for Project Assessment

· approve the Project Management Plan

· approve the Risk Assessment and Management Plan 

· add any other responsibilities here as required- specific to the project

As the project progresses:

· engage the defined assurance roles as required throughout the project to ensure that assurance is involved in the decision making.

· promote and maintain focus on the desired project outcome

· commit resources to the project as required by approved Phase/Stage Plans.

· review and approve Stage Plans, Issues and Changes.

· take ownership of identified project risks as allocated during plan approval.

· review each completed stage and approve commencement of next stage.

· authorise any changes of scope and the associated funding allocations (via the Approval Authority where required) 

· add any other responsibilities here as required- specific to the project

At the end of the project:

· approve the End Project Documentation and ensure it is passed to the appropriate authorities.

· Provide approval for implementation in conjunction with the ARTC operational areas and the Approval Authoritiy
· establish arrangements for a Post-Project Review or other means for examining the actual benefits realised against those defined in the business case and Quality Plan

· add any other responsibilities here as required- specific to the project
4.1.2 Approval Authority
The Approval Authority’s overall responsibilities are to:
· have overall responsibility for health and safety management for the project

· ensure that the project Governance model (Roles and Responsibilities Allocation Report) provides appropriate involvement of all key stakeholder groups

· ensure that Steering Committee meets regularly at the defined intervals
· approve project expenditure within approved budget and delegation
· monitor project finance on behalf of the ARTC Executive 
· sign off on final deliverables.
· constraining user and supplier excesses

· ensuring that the project gives value for money

· ensure that all project, phase and stage plans meet the over-riding ARTC constraints in terms of time, cost and resources. 

· maintaining the project direction in accordance with the objectives.

· ensure that the Steering Committee works diligently to achieve consensus on all project matters and that such consensus is acceptable to all ARTC stakeholders on the Steering Committee 
· ensure that the project delivers value for money to ARTC
· ensure that the need of any external Approval Authority are met by facilitating approval of a range of planning, procurement and operational documents throughout the life of the project and validating such approvals where required with the Approval Authority.
· ensure that all defined ARTC Resources are made available to the Project Manager

· appropriately engage the defined Assurance/Advisory functions 

· be available to and liaise regularly with the Project Manager to ensure that the project is progressing acceptably and that the Project Manager is getting the required level of support 

· understand the project risk profile and approve the risk management plan

· ensure that tolerances for the project are set in all plans and agreed with the Project Manager. 

· resolve matters of contention between the different ARTC Divisions and/or external agencies
· add any other responsibilities here as required- specific to the project

I have read and agree to carry out the responsibilities contained in this job definition for Project Director

Signature:
Name: Approval Authority Name 
Date:

Title: Approval Authority Title
4.1.3 Operational Representative (Senior User)
The Operational Representative is responsible for the specification of operating requirements and ensuring that what is produced is fit for purpose and within the constraints of the project objectives in terms of quality, functionality and ease of use.  The Operational Representative is a part of the Steering Committee. 
Note: There may be more than one Operational Representative required on the Steering Committee as this will depend on the areas impacted by the project. Where more than one is required separate role definitions should be prepared for each role focussing on the specific elements of the role.
The Project Director may undertake the role of Operational Representative especially in the case of RCRM and MPM where there is no change to operational outcomes (e.g. an existing asset is being replaced with the same functionality). Where this occurs it is vital that the Project Director role definition in this document includes the additional responsibilities required to ensure effective operational input.

The Operational Representative (add the specific name of each discrete operational role in here so as to differentiate them) overall responsibilities are to:
· ensure the desired outcome of the project is correctly and completely specified from an operational perspective; 

· promote and maintain focus on the desired project outcomes

· resolve conflicts and prioritise operational requirements.

· sign off on final deliverables.

· ensure that the project adequately considers and addresses the needs of all impacted ARTC operational groups 

· commit all required ARTC operational resources, including project team members and assurance members, to the project (as described in this document and subsequent project plans);

· ensure that the project deliverables will satisfy operational and other business requirements and are sustainable in the future; 

· set priorities on any proposed changes to the project specification, scope or acceptance criteria and contribute operations opinions to Steering Committee decisions on whether to implement such changes;

· ensure that plans are acceptable to their operational area – specifically in relation to the time frames and resource requirements 

· ensure that the defined and agreed operational resources are made available from their agency 

· attend the Steering Committee meetings

· participate in all Steering Committee approval processes as their nominated operational area Steering Committee representative

· contribute operations and other relevant business expertise and opinions to Steering Committee decisions
· actively involve any defined Operational Assurance roles within their agency

· brief all other operations and management staff within their area on all significant matters about the project.

· add any other responsibilities here as required- specific to the project

I have read and agree to carry out the responsibilities contained in this job definition for Operational Representative (add the specific name of each discrete operational role in here so as to differentiate them)
Signature:
Name: Op. Rep Name 
Date:


Title: Op. Rep. Title
4.1.4 Job Definition – Technical Advisor (Senior Supplier)
The project Technical Advisor is responsible for ensuring the overall quality of the product, including that suppliers have met all requirements of Australian or international standards and technical specifications.  The Technical Advisor is a part of the Steering Committee. 

Note: There may be more than one Technical Advisor required on the Steering Committee as this will depend on the technology elements of the project. For example a given project may require engineering input for the track work, safety expertise for safety management plans, signalling expertise for signalling work and IT expertise for any new or changed IT deliverables. Where more than one is required separate role definitions should be prepared for each role focussing on the specific elements of the role.

The Project Director may undertake the role of Technical Advisor although this will typically only occur on smaller projects. Where this occurs it is vital that the Project Director role definition in this document includes the additional responsibilities required to ensure effective technical input.

The Technical Advisor (add the specific name of each discrete technical role in here so as to differentiate them) overall responsibilities are to:

· ensure the desired outcome of the project is correctly and completely specified from a technical perspective; 

· ensure that the appropriate technical resources required for the project are made available.

· ensure the proposals for designing and developing the deliverables are realistic and likely to achieve the results required by ARTC within the defined cost and time parameters

· ensure appropriate ARTC specialist resources are involved in the supply and development of all project deliverables, in particular to validate the technology decisions regarding the design and architecture of the solution

· agree requirements for any specialist technology work and any assurance processes for the same.

· ensure that the desired project time constraints can be achieved by the relevant technical area 

· contribute opinions to Steering Committee decisions on proposed changes by working closely with the Project Director and other Steering Committee members

· Resolve technology requirements and priority conflicts involving the technology deliverables for which they are responsible

· Brief and advise non-technical Steering Committee members on all significant technical matters concerning the project.

· add any other responsibilities here as required- specific to the project

I have read and agree to carry out the responsibilities contained in this job definition for Operational Representative (add the specific name of each discrete technical role in here so as to differentiate them)
Signature:
Name: Tech. Advisor Name 
Date:


Title: Tech. Advisor Title 

4.2 Job Definitions – Project Manager and Team 
4.2.1 Job Definition – <XXXX> Project Manager
Project Manager’s Overall Responsibilities:

The Project Manager is responsible for planning and monitoring the project to ensure that the project deliverables are capable of achieving the forecast business benefits. The Project Manager must ensure the project produces the required products, to the required standard of quality and within the specified constraints of time and cost. 

The general requirements of the project manager are as follows:

· report to the Project Director (and the Steering Committee if relevant)
· compile and present the Roles and Responsibilities Allocation Report for each phase of the project for the approval of the Project Director.
· identify all WHS and rail safety responsibilities and ensure they are all assigned to a member of the project team

· manage hazards and risks in construction activities and work areas

· undertaking EIA and identifying environmental approvals, permits and licenses (obtaining where required) and ensure all environmental responsibilities are assigned to a member of the project team including environmental incident response

· direct and motivate the project team in the work to be undertaken to deliver the project

· develop all required project, phase and stage plans and other project documentation

· ensure that the project produces the required products, to the required standard of quality and within the specified constraints of time and cost

· facilitate all project communications and approval processes 

· ensure that the project produces a result that is capable of achieving the benefits stipulated in the Quality Plan

· control each stage of the project, delegating technical control to the Team Managers and Team members as needed.

· manage the performance of the project team

· report progress to the Approval Authority according to the agreed format and frequency 

· formal project closure activities including the financial close out report creating the fixed asset in the ledger.
· add any other responsibilities here as required- specific to the project

Project Manager’s Specific Responsibilities:

Outcome Delivery

· ensure that the project remains aligned to the original concept and the outcome benefit definitions at all times

· ensure that the delivery of works, systems and operational processes and procedures from the project is done in such a way as to maximise the chances of outcome and benefit delivery

· add any other responsibilities here as required- specific to the project

Planning

· produce the Project Management Plan

· produce the project risk assessment and risk mitigation plans

· agree the technical and quality strategy with appropriate members of the Steering Committee 

· determine the project’s resources and budget requirements and obtaining appropriate funds and resources, 

· prepare implementation, transition and training plans for the rollout of the capability

· set clear targets and associated tolerances for production of products/deliverables by Team Managers

· add any other responsibilities here as required- specific to the project

Management

· set up project controls including change control and configuration management, progress capture, progress reporting and project admin activities

· monitor overall progress and the use of resources, including initiation of corrective action where necessary

· issue work packages to the project teams – including both suppliers and internal teams

· the management, motivation and guidance of the project teams 

· the facilitation of the organisational change associated with the project in each of the operational areas 

· manage business and project risks, including the development of any contingency plans required by the Steering Committee 

· be accountable to the Steering Committee for overall progress and use of resources, and initiate corrective action where necessary

· add any other responsibilities here as required- specific to the project

Reporting

· monitoring and reporting against the agreed budget, schedule and quality baselines through Project Progress Reports (Highlight Reports) and the Steering Committee  meetings;

· add any other responsibilities here as required- specific to the project

Stakeholder Management

· obtain Steering Committee approval for who will undertake the defined Project Assurance roles;

· continually liaise with the Steering Committee and Project Assurance roles to assure the overall direction and integrity of the project;

· liaise with the relevant operational areas to ensure that necessary arrangements are made for the introduction of the new technologies and the commissioning of all new capability required by the project. 

· represent the project in a range of operational and technical forums and provide information regarding the project to the range of project Stakeholders - as defined in the Project Communications Management Plan.
· manage user expectations across the organisation

· undertake formal communications with external suppliers.

· add any other responsibilities here as required- specific to the project

I have read and agree to carry out the responsibilities contained in this job definition for Project Manager  

Signature:
Name: Project Manager Name

XXXX Project Manager

Date:

4.2.2 Job Definition – Contract Manager
The Contract Manager is an essential role to be nominated and filled for Phases V and VI of all ARTC projects that involve procurement and the establishment of contracts with suppliers.

Often this role will be filled by the Project Manager with defined supporting assurance roles from the procurement and contract management areas of ARTC. 

In other cases a specific Contract Manager role will be established for the project. The need for a separate Contract Manager will be considered during the development of the Roles and Responsibilities Allocation Report and the final decision will rest with the Steering Committee and/or the Approval Authority. This will depend on the level of project expenditure required on contracts with suppliers.

If this role is to be filled by the Project Manager then the roles and responsibilities for the Project Manager must incorporate the Contract Management Responsibilities.

If it is not the Project Manager then the Contract Manager must be clearly nominated in the contract documents and appointed in the Project Team. 

Overall Responsibilities

· administer the contract(s) in accordance with the contract documentation, ARTC requirements and obligations.

· work closely with the Contract Administrator in order to ensure that contracts are established in accordance with ARTC’s procurement and contract management procedures and standards.

· provide advice to the project manager with regard to the specification, issue and evaluation of tenders

· provide advice to the project manager with regard to the specification, negotiation and execution of all supplier contracts

· make any required procurement and/or contract management resources available to the project as defined within the project, phase and stage plans.

· assist with the identification and management of procurement and contract related risks.
· fulfil all WHS and rail safety responsibilities assigned.
· add any other responsibilities here as required- specific to the contract and procurement work required on the <XXXX> project.
I have read and agree to carry out the responsibilities contained in this job definition for Contract Manager <XXXX> 
Signature:
Name: Contract Manager Name

XXXX Contract Manager

Date:

4.2.2.1 Job Definition – Team Leader <YYYY>
The project Team Leader <YYYY> is responsible for ensuring the <YYYY> project team designs develops/acquires the defined products to the required quality specification and within the cost and time constraints agreed with the project manager.

Note: There will usually be more than one Team Leader required on the project - this will depend on the breadth of the deliverables to be produced by the project. For example a given project may require team leaders to oversee the track work, a signalling upgrade and  new or changed IT deliverables. In this case it is likely that three distinct Team Leader roles will be required. Where more than one is required, separate role definitions should be prepared for each Team Leader role focussing on the specific elements of the role.

In smaller projects team leader roles may not be required or the Project Manager may undertake one or more of these roles.

The Team Leader <YYYY> (add the specific name of each discrete team leader role in here so as to differentiate them) overall responsibilities are to:

· make workplaces safe 

· prepare plans for team’s work and agree these with the Project Manager

· direct, motivate and monitor a work team

· expedite information required by team members from the Project Manager or others as required

· monitor progress of the work team and initiate corrective action where necessary.

· advise the Project Manager of any major deviations from the team plan, recommended corrective actions, and help prepare Exception Report.

· ensure that quality control within the work team is planned and performed correctly.

· manage work team risks.

· prepare a Team Plan 

· prepare regular Team Status Reports at the required frequency (Note it may be more relevant to include the provision of progress updates to the Project Manager as written team leader reports may not be appropriate on all projects)

· add any other responsibilities here as required- specific to the team leader role required to oversee the specific work packages for which the team is responsible. This should make clear the range of deliverables for which the Team Leader is responsible. 

I have read and agree to carry out the responsibilities contained in this job definition for Project Team Leader <YYYY>  
Signature:
Name: Project Leader Name

YYYY Project Team Leader

Date:

4.3 Job Definitions – Project Assurance Roles
The <XXXX> project requires a range of advisory or assurance roles in order to improve the quality of the decision making made by the Steering Committee and to ensure that decisions are taken with full insight into the operational, organisational and technical implications. 

The key advisory roles are described in this section.

Note: The project assurance roles are essential if the project is going to get real input from the full range of stakeholders. 

For each Steering Committee member the following questions should be asked:

· What will the Steering Committee member require advice on in the course of the next phase of the project?

· Which particular deliverable approvals or other decisions will require the advice?

· When is this going to be required?

· Who is best placed to provide this advice?

· How is the input best received e.g. by reviewing draft documents and providing advice to the Steering Committee member; via formal meetings or verbally at key stages?

Formal assurance roles are not required for all projects - In smaller projects there will typically be less need for the roles.

The Project Assurance <ZZZZ> (add the specific name of each discrete assurance role in here so as to differentiate them) overall responsibilities are to:

Provide advice to (add the Steering Committee role here who will receive the advice) on the following aspects of the project)

· operational advice on the appropriateness of proposed designs, solutions or change of operational practice

· technical advice on technology selection or the validity of the proposed solutions

· assurance that a proposed solution can be sustained operationally and technically

· procurement approaches

· contract structure and management

· any organisational change management elements

· quality assurance on the project execution and processes such as project management processes, risk management, quality management, testing etc

· anything else that the Steering Committee or other key stakeholders need independent advice on.

I have read and agree to carry out the responsibilities contained in this job definition for <Project Assurance Role Name>  
Signature:
Name:

Project Assurance Role Name 

Date:

© Australian Rail Track Corporation Limited 2013
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Include the name of the Operational Representative 1
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Include the name of the additional Operational Representative


Project Approval Authority
Include the role(s) and if appropriate the name(s) of the Approval Authority.
This may be the Steering Committee itself or existing ARTC Executive Roles/Groups.


Project Director 
Include the name of the Project Director


Technical Advisor 1 
Include the name of the Technical Advisor 1


Technical Advisor 2-N 
Include the name of the additional Technical Advisors


XXXX Project Steering Committee 


Project Manager 
Include the name of the Project Manager


Team Leader 2 
Include the name of the Team Leader 2  (e.g. T/L Signalling)


Team Leader N
Include the name of the Team Leader N  (e.g. T/L IT Work)


Team Leader 1
Include the name of the Team Leader 1  (e.g. T/L Track work)


Contract Manager 
Include the name of the Contract Manager  (if not the Project Manager)


Project Assurance


Include the name of the Project Assurance Roles in here:
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- Risk
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Project Support


Include the name of the Project Support Roles in here:
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- Change/Issue Mgt 
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