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Purpose

The purpose of this guideline is to provide assistance in obtaining project funding. This guideline highlights what funds need to be approved at particular points in the project and identifies the appropriate approval authorities based on project variables. 

Approach

The approach is organized into two sections: define project variables and determine funding approval process. Once defined, the project funding variables determine the appropriate approval process.

Defining Project Variables

Project variables include the project phase, the project cost estimates, project classification, and project components. These variables determine the funding amount being requested (e.g., funding for next phase, funding for total project), the inputs to the funding decision, and the appropriate funding approval authorities.

Step 1 - Validate Project Status 

Since this guideline applies to obtaining project funding, the requestor must validate that the effort satisfies the elements of a project definition.

Project Definition

(
Temporary (definite beginning and definite end)

(
Unique (product/service is different in some distinguishing way from all similar products/services)

If the effort does not meet these criteria, it is not a project and the requestor should reference information on obtaining non-project funding.

Step 2 - Determine Project Phase

Funding approvals align with the checkpoint approvals identified in the project management and software development methodologies. The amount requested, as well as approval processes, vary based on the phase of the project. For example, processes are relatively informal when requesting funds to move into the Initiating Process or Concept Phase. Also, when moving into the Initiating Process or Concept Phase, the amount being requested only represents the amount needed for that next phase, not the amount for the total project.

The following table identifies project-funding approvals as they align with project management processes and software development phases.

	Funding Approval Checkpoints

	
	Project Management Processes
	Software Development Phases – Modified Waterfall

	Requesting funds to move project into __________ process/phase
	Initiating
	Concept

	
	Planning
	Requirements

	
	Executing/Controlling
	Design

	
	
	Development


Figure 1 Funding Approval Checkpoints

If funding estimates increase or decrease by more than 5% after the final funding approval, it may be necessary to re-obtain funding approval with the appropriate approval authorities.

For more detailed information on the methodology approval checkpoints, consult the PM Approval Checkpoints Guideline and/or the SD Approval Checkpoints Guideline.

Step 3 - Estimate Total Project Costs

For projects that have moved beyond the Opportunity Assessment Process, total project costs help determine the appropriate funding approval authorities for the project. Consult the Project Budget Preparation Guideline when estimating total project costs.

Step 4 - Determine Project Classification

In addition to total project costs, project classification helps determine the appropriate funding approval authorities for the project. Refer to the Project Classification template with all the criteria for determining the classification of a specific project.

Funding approval processes may be more formal for Class A projects than they are for Class B projects. Also, Class A projects may require higher approval authorities.  Funding approval for Class C projects usually have the least formal approval and lower level approval authorities.

Step 5 - Identify Project Components

Project components (e.g., hardware, software, labor only) also determine approval authority levels. For example, projects with hardware and/or software components require may higher levels of approval authority than those projects that are labor only.

Determining Funding Approval Process

The project variable definitions help determine funding approval activities and inputs. Once variables are defined, the following elements define the funding approval process: 

What – Funds being requested (e.g., funding for next phase, funding for total project) and accuracy of the estimates (e.g., +/- 5%, +/- 100%)

Who – Appropriate approval authorities

How – Inputs to the funding decision (e.g., Project Initiation Document, Business Case, Project Charter, Project Budget)

Summary

Determining the appropriate process to obtain project funding is one of the most important project activities. Funding approval aligns with the project checkpoints outlined in the project management and software development methodologies. Appropriate funding approval processes are based on a number of factors, including the project phase, the project cost estimates, project classification, and project components. Obtaining funding approval is the responsibility of the program manager or project manager, depending on the phase of the project.
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