	
	Configuration Management Guideline



Purpose

Configuration Management is the collection of processes and policies used during software development and software and hardware maintenance to:

· Identify Configurations Items.

· Control Configuration Items.

· Report functional and physical configurations of software and hardware products.

· Perform audits and reviews to ensure that CM is carried out.

Configuration Management provides increased traceability and control of software work products and the configuration items used to construct them. CM also reduces the occurrence of nonessential changes. Request for Change decisions are made based on complete change impact analysis. 

The purpose of the Configuration Management (CM) Guideline is to outline a set of organizational requirements, roles, responsibilities, and practices to be applied consistently and uniformly throughout the lifecycle for software and hardware Configuration Items (CIs) developed and maintained by the organization. CIs are the parts that make up a work product. This Guideline presents a set of recommendations and is not intended to replace a formal Configuration Management Plan.

Solid organizational CM practices and activities that include baseline management result in standard, repeatable processes that increase stability in the production environment and reduce the amount of required rework. They also contribute directly to the ability of an organization to restore a system to a prior state and to recover from disasters.

Approach

The project manager works with the Configuration Management manager to carry out activities in six (6) key areas on each project. These key activities areas are based on IEEE recommendations for establishing and maintaining a Configuration Plan and include:

1) Basic CM Introduction Considerations- The organizational CM Introduction activities describe the purpose and scope of CM. A list of commonly used CM terms and acronyms is developed and maintained. A list of reference documents that include policies and procedures is created and described. A methodology to tailor the organizational CM Plan to meet specific software application and hardware platform needs is presented. Each software application and hardware platform group creates a CM Plan consistent with and specific to their needs. Each project CM strategy and CM Plan is based on the Organizational CM Plan.

2) CM Roles and Responsibilities – This segment of the project CM strategy describes relationships and integration of configuration management within the CM Organization and others throughout the rest of the organization. 

3) CM Activities – The project strategy to carry out CM activities describes an integrated approach to:

· Identification of CIs.

· Placing CIs under control.

· Establishing and maintaining baselines.

· Recording and tracking the status of CIs and baselines.

· Performing audits and reviews of CM activities.
4) CM Schedule and Milestones - The CM Schedule and Milestones describes relationships and dependencies between CM activities and deliverables to phases in the Software Development Lifecycle (SDLC) and development milestones.

5) CM Resources - CM Resources includes tools, training, and techniques available to carryout effective CM. Techniques include items such as naming standards and coding conventions.

6) CM Plan Maintenance - CM Plan Maintenance describes methods to monitor and update the Organizational CM Plan.

Key Steps

	Role
	Key Steps
	Tools
	Comments

	Setup and Introduce Project Configuration Management Basics 

	Configuration Manager
	Describe the purpose and scope of Configuration Management related to the Project.
	Refer to Organization CM Plan
	The purpose statement of the Organizational CM Plan provides an overview that enables users of the CM Plan to have a clear understanding of the Plan and how it works. 

Adopt the CM Plan to meet the specific needs of the project for configuration controls.

	Configuration Manager and Project Manager
	Provide definitions of common CM terms and acronyms, and list CM reference documents.
	
	Commonly used terms and acronyms are defined to establish common terminology among all Organizational CM Plan users.

Reference documents include policies, procedures, and directives.

Each project may supplement the organizational list with a list specific to the project.

	Configuration Manager and Project Manager
	Tailor the Organizational CM Plan to meet specific project needs related to control of software application and hardware platform components.
	
	Tailoring the Organizational CM Plan provides expectations for modifying the organizational plan to meet the specific needs of a specific software application or hardware platform group for a project.

	Establish CM Roles and Responsibilities

	Configuration Manager and Project Manager
	Identify CM roles and responsibilities.
	
	CM responsibilities include performing the CM activities of identification, control, and reporting on configuration items, configuration library management, and ensuring CM policies and procedures are carried out. 

	Configuration Manager and Project Manager
	Define project CM roles and responsibilities. Identify planned interactions with CM organization.
	Refer to Organization Chart and Project Organization Chart
	The CM organization is responsible for carrying out the CM Plan and providing overall CM coordination and guidance. 

	Configuration Manager, Project Manager, and Project Office
	Identify levels of authority to accomplish intended CM activities.
	
	The Project Office provides assistance with tailoring Project CM Plans and processes, including CM process management activities of CM planning for a project.

The Project Office staff maintains the PM and SDLC repository and interfaces required to access related PM and SDLC processes, policies, guidelines, standards, templates, and other Reference documents.


	Role
	Key Steps
	Tools
	Comments

	Define CM Activities

	Configuration Manager and Project Manager
	Establish and use CM Identification procedures.
	Refer to CM Tools documentation
	Configuration identification is established for CIs placed under CM control, including documentation and code. 

Configuration identification records all CM controlled items and defines baselines at established control points.

	Configuration Manager and Project Manager
	Establish and use Baselines identification and Baseline update procedures.
	
	A baseline is a configuration identification document or set of documents created at a specific point of time during the product lifecycle.

Baselines are the deliverables associated with development or project milestones. CIs are the items placed under control and collectively make up each baseline. 

	Configuration Manager and Project Manager
	Establish and use CM Control procedures.
	
	Configuration control maintains integrity of CIs and related documentation. Configuration control ensures only authorized changes are incorporated to CIs and baselines. Control requires careful evaluation, processing, and approval of proposed changes.

	Configuration Manager and Project Manager
	Establish and use CM Status Accounting procedures.
	
	Configuration Status Accounting (CSA) provides the means to record and report activity and status of approved CIs, baselines, and Requests for Change. CSA reports are distributed to the organization management team and to software application, hardware platform, and project teams. CSA records approved CIs and baselines and the implementation status of changes to CIs and baselines.

	Configuration Manager and Project Manager
	Establish and use CM Audit procedures.
	
	Configuration audits validate that the design and final products conform to the functional requirements. Configuration audits also verify all approved changes have been incorporated.

	Configuration Manager and Project Manager
	Establish and use CM Reviews procedures.
	
	A CM review serves as a method to determine how effectively and efficiently CM processes and procedures accomplish CM requirements.

The Configuration Manager performs internal reviews of CM processes, procedures, and products. 


	Role
	Key Steps
	Tools
	Comments

	Identify CM Tasks for Scheduling

	Project Manager
	Identify CM activities within each SDLC phase of Development
	
	Understanding CM activities, relationships, and dependencies is useful for developing a more complete work breakdown structure, which results in improved scheduling.

	Project Manager
	Coordinate all CM activities and events required to carry out the project CM Plan
	Examples of CM deliverables include requirements review, establishing configuration baselines, implementing change control procedures, design and test readiness reviews.
	CM activities are tied to CM deliverables. These deliverables are targeted CM goals. CM activities and deliverables are diverse. 

	Project Manager
	Establish a logical sequence and dependencies among CM activities
	
	CM schedule information establishes the sequence and coordination of CM activities and all events affecting implementation of the Software Application, Hardware Platform, or Project CM Plan.

	Identify CM Resources

	Project Manager
	Identify tools, techniques, equipment, personnel, and training required to implement the CM Plan
	.
	CM Tools are used to control access to development files

	Project Manager
	Establish and maintain Software Development Libraries
	
	Software Development Libraries are used to implement controlled access to project files.

	Project Manager
	Recommend and use standards for a structured methodology for development and maintenance. 
	
	Standards promote consistent style, clarity and organization.

	Project Manager
	Establish schemes for identification, naming standards, and specific conventions for naming each object.
	Use the Software Development Library or Documentation Library

Refer to Project Documentation Naming Conventions and Repository Guideline
	Naming standards should be documented in the Project CM Plan.

	Project Manager
	Develop Guidelines and Templates for use throughout the development and Change Management processes. 
	Refer to the Change Management Policy and Procedures
	Consistent Guidelines and Templates contribute to the creation and maintenance of a sound, dependable, and predictable set of work products, resulting in a stable and reliable Production environment.

	Project Manager
	Develop CM Training materials.
	
	Document CM Training in the Project CM Plan.

	Project Manager
	Provide specific CM Tool training.
	
	Document CM Tools Training in the Project CM Plan.

	Plan for Ongoing CM Maintenance

	Configuration Manager and Project Manager
	Ensure CM is an ongoing process
	
	

	Configuration Manager and Project Manager
	Ensure CM Plan is monitored, reviewed, and updated to meet the changing needs of the organization.
	
	The CM organization is responsible for the periodic review and maintenance of the CM plan.

	Configuration Manager and Project Manager
	Collect Lessons Learned as exit criteria for each SDLC phase.
	Refer to Lessons Learned Guideline and Use the Lessons Learned template
	

	Configuration Manager and Project Manager
	Conduct informal consulting sessions with project team
	
	Ensure CM processes and related policies, procedures, and standards are consistent, flexible, and support the organizational CM objectives


Summary

Project success is dependent on effective Configuration Management. CM is crucial to large, complex, and critical projects and applications. CM enables large teams to work together in a stable environment, yet still have the required flexibility to be creative.

This Guideline provides a very high level presentation of CM. 

In order to effectively establish CM, each organization must establish a documented Organizational CM plan that can be used to tailor CM plans to meet the control needs of each project.

References and Related Guidelines

· IEEE Standard 828-1998

· Project Management Body of Knowledge (PMBOK)

· Configuration Management Plan (CM Plan)

· CM Tools documentation

· Lessons Learned Guideline

· Lessons Learned template

· Project Documentation Naming Conventions and Repository Guideline

· Change Management Policy and Procedures
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