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Overview

Purpose

The PM Guide is the basic source of information for project management processes, activities, tasks, approaches, practices and techniques used for managing projects. This complete reference guide should be used in conjunction with the PM Handbook.

Audience

This handbook is for anyone interested in understanding and implementing project management methodology. The PM Guide contains the framework and processes applicable to any project management challenge.

Scope and Intent

The PM Guide provides a framework for project management activities. It is focused on the what, why, and how for managing projects. The guide incorporates PMI® standards and includes techniques and many of the current best approaches identified by project managers and team members. The intent is to provide the processes necessary for a project manager to manage any project, regardless of size. The section in this overview entitled How Much of the PM Guide Should Be Applied? provides some guidelines to help determine how much of the process is applicable to a particular project.

Project Management Processes

Overview of the PM Processes

The project management processes are based on the Project Management Institute’s A Guide to the Project Management Body of Knowledge (PMBOK™ Guide). The PM Guide merges the PMBOK™ processes and methodology shown to be successful in the initiating, planning, executing, controlling and closing of successful project management initiatives worldwide with the best practices and current environment.

The overall process of project management defined in the PM Guide can be viewed as five separate but related processes – Opportunity Assessment, Initiating, Planning, Executing/Controlling, and Closing. Opportunity Assessment, which occurs prior to Initiating, addresses pre-project screening activities. The Opportunity Assessment Process, as well as the other processes, is summarized below.
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	PMI® defines five separate processes. Although the PM Guide addresses Executing and Controlling together, PMI® standards are accurately represented. 


Opportunity Assessment – The purpose of the Opportunity Assessment Process is to identify, prioritize/screen and select ideas that provide value to the customers and maximize return on investment. 

Initiating – The purpose of the Initiating Process is to formally recognize a new project exists, authorize the project to proceed, and link the project to ongoing work.

Planning – In the Planning Process, the purpose is to determine more specifically what needs to be done, how the objectives will be met, who will be involved in the solution, when it will be implemented, and how much it will cost.

Executing/Controlling – The purpose of the Executing/Controlling Process is to manage the work performed and measure and report project performance. Final client sign-off is the primary exit criteria of this process.

Closing – The purpose of the Closing Process is to close project records, document lessons learned, and ensure project staff are rewarded and reassigned.

These processes are not individual, one-time events. While interactive, they are also overlapping and occur at varying levels of effort throughout the project as shown below. Activities in one phase may begin before another phase is complete as depicted in the following diagram. 
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Project Management Knowledge Areas

The PMBOK™ Guide defines nine areas in which it is very important for the project manager to be proficient. Managing the interplay of these areas is much of the “art” of project management:

Project Integration Management – The processes required to ensure that the various elements of the project are properly coordinated – consisting of project plan development, project plan execution, and integrated change control.

Project Scope Management – The processes required to ensure that the project includes all the work required, and only the work required, to complete the project successfully – consisting of initiation, scope planning, scope definition, scope verification, and scope change control.

Project Time Management – The processes required to ensure timely completion of the project – consisting of activity definition, activity sequencing, activity duration estimating, schedule development, and schedule control.

Project Cost Management – The processes required to ensure that the project is completed within the approved budget – consisting of resource planning, cost estimating, cost budgeting, and cost control.

Project Quality Management – The processes required to ensure that the project will satisfy the needs for which it was undertaken – consisting of quality planning, quality assurance, and quality control.

Project Human Resource Management – The processes required to make the most effective use of the people involved with the project – consisting of organizational planning, staff acquisition, and team development.

Project Communications Management – The processes required to ensure timely and appropriate generation, collection, dissemination, storage, and ultimate disposition of project information – consisting of information distribution, performance reporting, and administrative closure.

Project Risk Management – The processes concerned with identifying, analyzing, and responding to project risk – consisting of risk management planning, risk identification, quantitative risk analysis, qualitative risk analysis, risk response planning, and risk monitoring and control.

Project Procurement Management – The processes required to acquire goods and services from outside the performing organization (such as purchasing a system from an outside vendor) – consisting of procurement planning, solicitation planning (creating the RFP), solicitation (the RFP process), source selection, contract administration, and contract closeout.

Integration of PM Processes and PM Knowledge Areas
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A project manager successfully guides the project through the project management processes by skillful application of the knowledge area management skills. These knowledge areas thread their way through all the project management processes as shown below: 

Integration of the PM Knowledge Areas into the PM Processes provides the project manager with the tools and flexibility necessary to manage the many priorities of a project, including the Triple Constraint. The project manager must continually balance scope, schedule, and cost as shown in the diagram. Changes in any parameter impact, and are impacted by, changes in the other two parameters.
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The Project Organization

The project manager cannot accomplish a project alone. In fact, the project is considered a kind of “organizational unit” for the duration of the project. The project organization may include many or all of the following roles:

· Program Manager

· Project Manager

· Project Sponsor

· Project Owner

· Clients

· Project Team

· Quality Assurance

· Quality Control

· Subject Matter Expert (SME)

· Senior Management Team

· Functional Team

· Steering Committee

· Project Office

Note: Additional roles are defined for software development projects in the SD Project Handbook.

If any of the roles are not used for a particular project, ensure the responsibilities are assigned to a different project role. For example, if there is no program manager assigned to the project, the project manager typically performs the program manager responsibilities.

The Roles Matrix Guideline:

· further describes these roles,

· aligns these roles to organizations, and

· aligns the roles to the software development steps and activities contained in this handbook.

The PM Guide Structure and Format

The overall structure of the PM Guide is based on the five project management processes as defined by PMI, in addition to the Opportunity Assessment process that describes the steps that every idea must go through to become a project. Steps and activities are defined within each of these processes. As described above, the Project Management Knowledge Areas run throughout each project management process, and therefore throughout each activity and task.

Each process is introduced with an overview and summary of deliverables (both inputs to the process and outputs from the process). Following this introduction, each activity within the process is described. There is an overview, list of deliverables, and task lists and descriptions for each activity.

The following diagram summarizes the high-level activities, deliverables and exit criteria for each process. 

[image: image251.wmf]Human Resources

Management

Human Resources

Management

Integration

Management

Integration

Management

Communications

Management

Communications

Management

Risk

Management

Risk

Management

Procurement

Management

Procurement

Management

Quality

Management

Quality

Management

Cost

Management

Cost

Management

Time

Management

Time

Management

Scope

Management

Scope

Management

Human Resources

Management

Human Resources

Management

Integration

Management

Integration

Management

Communications

Management

Communications

Management

Risk

Management

Risk

Management

Procurement

Management

Procurement

Management

Quality

Management

Quality

Management

Cost

Management

Cost

Management

Time

Management

Time

Management

Scope

Management

Scope

Management

Closing

Closing

Closing

Executing / Controlling

Executing / Controlling

Executing / Controlling

Planning

Planning

Planning

Initiating

Initiating

Initiating

Opportunity Assessment

Opportunity Assessment

Opportunity Assessment

Closing

Closing

Closing

Executing / Controlling

Executing / Controlling

Executing / Controlling

Planning

Planning

Planning

Initiating

Initiating

Initiating

Opportunity Assessment

Opportunity Assessment

Opportunity Assessment


Guidelines, templates, checklists, procedures, and tips are referenced throughout the document to provide additional information and tools. Icons are used to indicate these essential elements of the project management methodology. The following table provides an example of each icon and its description. 

	Icon
	Description
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	Guideline

Detailed explanations on how to execute a particular task, or information that would aid in the execution of that task

	[image: image3.wmf] 

 

 


	Template

Forms created to streamline and simplify the gathering of information to support a particular task
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	Checklist / Procedures

Checklists identify key activities and/or deliverables. 
Procedure documents list purpose, scope, requirements, and expected performance or process to conduct project events, such as an inspection or walkthrough.
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	Tip

Quick hints on how to execute a particular task


What is a “Project?”


Before implementing the project management methodology, it is important to verify that the effort is a project.

“A project is a temporary endeavor with defined beginning and end points that provides a unique product or service that is different in some distinguishing way from all similar products and services.”

Projects do not include ongoing activities, such as Basic Data Series/ Student Inventory. 

Projects may exist at all levels of the organization. Projects may be performed by a single unit within the organization or may be an orchestrated effort that involves multiple departments. Projects are critical components of an organization and should be aligned with the organizational goals and business strategies.

Project Classification

Once an effort is defined as a project, the program manager determines the project classification. Classification allows the project team to scale project management processes and software development methodology, as appropriate. More specifically, classifications help determine:

· How much of the project management methodology is applied to the project

· What type of process is required to get funding approved

· What level of authority is required for sign offs

Projects are classified as Class A, Class B, or Class C using the Project Classification Criteria.

The project classification criteria are:

· Impact on Citizens, Operations, and Agencies

· Visibility

· Impact of Not Completing the Project

· Maturity of Technology

· Agency Project Management Capability

Impact on Citizens, Operations, and Agencies: Projects vary in anticipated impact and on stakeholders within and outside the organization. Projects with low risk and minimal impact are classified as Class C projects. Projects with a medium level of risk and impact are classified as Class B projects. Those projects with a high impact and high risk are classified as Class A projects.

Visibility: The results of a project have varying degrees of visibility. Projects may have only internal interest to the immediate department or project team. Their visibility is considered low. This level of visibility is classified as Class C. Projects that have a medium level of visibility and are likely to be the subject of legislative hearings are classified as Class B projects. Projects that are highly visible to either the citizens or legislature are considered higher risk and classified as Class A projects.

Impact of Not Completing the Project: If the impact of not completing a project is negligible, such as merely as lost opportunity for internal process improvements, the project is classified as Class C. If not completing a project is medium level risk, such as making improvements to systems that provide internal support to other systems; the project is considered Class B. Class A projects within this sizing criteria include projects that if not completed, will result in the inability to meet legislative requirements, federal requirements, and agency missions.

Maturity of Technology: Projects using reliable, familiar, and recommended technology are considered low risk and classified as Class C projects. Projects that use recommended technology, but the technology is new to the agency are classified as medium risk and Class B projects. Use of new technology that is not recommended or use of obsolete technology is considered high risk and classifies a project as Class A.

Agency Project Management Capability: Projects conducted within agencies with proven project management processes are classified as Class C projects. Agencies with a maturing capability for managing projects provide a medium level of risk, and based on these criteria are classified as Class B projects. Agencies without standard approaches to managing projects pose a higher risk and such projects are classified as Class A projects.

The program manager uses the Project Classification Criteria to classify a project. The project classification considers all project sizing criteria. The most severe impact among all criteria determines the project classification. Common sense should always be applied to ensure the classification accurately represents the project.

HEI Guidelines for Assigning Tasks to Project Management Process

Most HEI tasks can be consideredcategorized as a) ongoing processes or maintenance, b) enhancements or modifications to existing processes, c) projects. The following explanation is to be used as a guideline for determining when and how to apply project management methodology to HEI tasks.

1) If the task is determined to be an ongoing process, use the existing process designed for that task. For example, if a bug is found in the system, enter an incident in the Problem Reporting System (PRS). 
 If an enrollment audit is to be conducted, use the enrollment audit process. Examples of ongoing processes and maintenance include 
· Conducting enrollment or financial aid audits

· Many data requests (involving low profile requests, simple queries, etc.)

· Production of BDS-SIDS

· Fixing a bug in the system

2) If the task is determined to be an enhancement or modification to an existing process, submit a completed Request for Change (RFC) and Impact Analysis to the Program Manager. If the decision is made to make the change, copy the existing Software Requirements Specifications (SRS) and other system documentation and update to include the change. Upon approval of the program manager, submit a PRS. Examples of enhancements or modifications include 

· Adding a new feature to an existing Web interface or other program.

· Deleting a feature to an existing Web interface or other program.

· Modifying the functionality of an existing Web interface or program

(In the case of a major enhancement, as determined by the program manager, the task may be determined to be a project. If the task is considered a project, proceed to item 3 below).

3) If the task is determined to be a project, determine whether it is a project type A, B, or C using the Project Classification Criteria. Examples of projects include 

· Creation of a new file: for data collection and submission process 

· Reengineering/converting old internal process: OIG, NEALP, etc. 

· Query creation 

· Student Tracking development 

· Creation of new Web application 

· Studies (like Capacity) 

· Policy creation

Once the project is classified as a type A, B, or C, determine whether the project should follow standard Project Management methodology or if the Software Development methodology is required. If the project follows a Software Development methodology, determine whether the Modified Waterfall lifecycle or Prototype lifecycle will be used. 

How Much of the PM Guide Should Be Applied?

The purpose of this section is to provide some guidelines to help determine the level of process that is needed for the project. With smaller projects, there is a strong temptation to “just do it” without worrying about managing it. This approach often leads to major mid-project scope/deliverable changes and mid-course corrections or, worse yet, production of wrong, unusable or unsupportable deliverables. The ultimate decision of how much, and what kind of, monitoring, control and adjustment will be required to successfully manage a project ultimately rests with the program and project managers. 

Use the following table to help determine the required items based on project classification. Core deliverables should be developed for all projects. The amount of detail will vary depending on project scope and size.

	Item
	Class A
	Class B
	Class C

	 
	Required
	Required
	Required

	Benefits and Costs Checklist
	X
	X
	X

	Business Case
	X
	X
	X

	Change Management Log
	X
	X
	X

	Deliverables Acceptance
	X
	X
	X

	Impact Analysis Checklist
	X
	X
	X

	Issues Log
	X
	X
	X

	Lessons Learned
	X
	X
	X

	Organization Chart
	X
	X
	X

	Project Charter
	X
	X
	X

	Project Budget
	X
	X
	X

	Project Closeout Report
	X
	X
	X

	Project Notebook
	X
	X
	X

	Project Schedule
	X
	X
	X

	Request for Change
	X
	X
	X

	Risk and Response Log
	X
	X
	X

	Requirements Specifications
	X
	X
	X

	Support Expectations
	X
	X
	X

	Technical Evaluation
	X
	X
	X

	Client Satisfaction Survey
	X
	X
	 

	Communications Matrix
	X
	X
	 

	Concept Analysis Document
	X
	X
	 

	Contractor Exit Checklist
	X
	X
	 

	Executive Status Report
	X
	X
	 

	Meeting Agenda
	X
	X
	 

	Meeting Notes
	X
	X
	 

	Project Initiation Document
	X
	X
	 

	Project Plan
	X
	X
	 

	Project Status Report
	X
	X
	 

	Project Survey
	X
	X
	 

	PM Process Checklist
	X
	X
	 

	Quarterly Operations Review
	X
	X
	 

	Team Member Evaluation
	X
	X
	 

	Team Member Status Report
	X
	X
	 

	Timeline
	X
	X
	 

	Work Breakdown Structure
	X
	X
	 

	Concept Analysis Executive Summary
	X
	 
	 

	Deployment Strategy and Plan
	X
	 
	 

	Project Phase Kickoff Presentation
	X
	 
	 

	Steering Committee Presentation
	X
	 
	 


The Class C Project Checklist contains activities and highlights deliverables for Class C projects. All other non-software development projects should use the PM Process Checklists (with Exit Criteria) for a checklist of activities and deliverables.

Additional factors to consider when deciding how much process to apply include:

Size and Complexity of the Project - Small projects may only require a subset of the control procedures. Large projects will most likely require rigorous control procedures in all areas.  

Risk of the Project - Risky projects typically require tighter control in those areas of risk that affect the project the most. A thorough Risk Assessment will identify these areas.

Deviation from Standards in the Project - Projects with tight controls in any one of the “triple constraint” areas (Scope, Time, and Cost) require more controls to ensure that the standards are met.

Critical Nature of the Project - Projects that are delivering functions critical to the business (whether the customer is external or internal) must be tightly controlled, specifically around Scope & Quality, to ensure that the critical requirements and success criteria are being met.

New Techniques or Technology Used in the Project - If the project will be working with new techniques or technologies there will be more uncertainty and risk associated with the project. This will require more project management specifically in the areas of Risk and Quality Management.

Specific End Date to the Project - Pre-determined deadlines affect how a project is managed and the level of monitoring and control required. If the project has a specific end date that must be met (for business or legal reasons), tight monitoring and control needs to be employed to ensure that the date(s) is met.

Regulatory Requirements - Federal, state and local regulations often require that projects produce specific deliverables and provide evidence that control procedures were in place during the project’s lifecycle.
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	Inexperienced project managers should look for help from an experienced project manager to determine what activities will be required for successful project completion. If unsure about a particular activity, it is best to keep it in the plan until it is determined it is not needed.


Revisions

The HEI Management Team controls and maintains the PM Guide. They will review inputs on a periodic basis and group change requests into updates and releases.

References

Sources for industry standard project management processes include the following reference materials:

	Crawford, J. Kent, Project Management Maturity Model, New York, NY: Marcel Dekker/Center for Business Practices, 2002.

	PMI Standards Committee, A Guide to the Project Management Body of Knowledge (PMBOK Guide), Newtown Square, PA: Project Management Institute, 2001. 

	Toney, Frank, The Superior Project Organization, New York, NY: Marcel Dekker/Center for Business Practices, 2002.

	IEEE Std 730™-2002 - IEEE Standard for Software Quality Assurance Plans

	IEEE Std  828-1998 IEEE Standard for Software Configuration Management Plans

	IEEE Std 1028-1997 IEEE Standard for Software Reviews


Opportunity Assessment Process

Overview

Opportunity Assessment is the process of identifying and screening project ideas. Selected projects should align with and support strategic goals and objectives or should not be authorized to move forward. Implementing a structured process to summarize and prioritize ideas will target limited resources to those ideas with the highest business priorities. An idea that passes the Opportunity Assessment screening process will move into Initiating, where it will be further investigated and defined as a project.
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The Opportunity Assessment Process is composed of three activities (Idea Generation, Idea Structuring, and Process Closure) and a decision checkpoint (Opportunity Assessment Approval). Each of these activities, as well as the decision checkpoint, has associated tasks. Many of these tasks occur in parallel and there are many dependencies between the tasks. The diagram illustrates the activities executed during Opportunity Assessment.
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	PM Process Checklists
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	Class C Project Checklist


Opportunity Assessment Process

Opportunity Assessment Inputs

Strategic Plans and Objectives

These documents are used to set the direction of an organization. They declare where the organization is going over the next year or some other extended period of time, how it plans to get there, and how it will measure success in obtaining the target. The focus of strategic plans is usually the whole organization.

Business Plans

These documents are defined as part of the business planning processes. Defined for various levels of the organization, they include strategic business goals, tactical goals and business priorities. Business plans usually focus on a program, product, or service.

Program Plans

Program plans define on-going programs and their associated goals and objectives.  Although a program plan is not a specific project management deliverable, it is a very important input throughout the project management processes.

Requests for Change

Inputs to the Opportunity Assessment process may include Requests for Change (RFCs). RFCs, which are typically related to an application or system, include a description of the requested change, an impact analysis, and an approval. RFCs may be targeted towards the following types of changes:

· Data standards - changes to lists of predetermined values,

· Database - changes to the database model including names, definitions, formats, and relationships,

· Process - changes to the application or system’s associated processes,

· Function - changes to the code to perform a function differently or perform a new function,

· Reports - changes or additions to reports, or

· Displays - screen layouts or sequencing.

Opportunity Assessment Outputs

Project Initiation Document (Project Request section)

The Project Initiation Document is the most important deliverable from the Opportunity Assessment Process. During Opportunity Assessment, the program manager completes the Project Request section. The purpose of this section of the deliverable is to document and promote understanding of the business need and provide information to support the decision to further investigate the need/solution. The Project Request section of the Project Initiation Document includes a high level description of the business need, as well as the high level business benefits.

Lessons Learned (Opportunity Assessment)

At the conclusion of each project management process, the participants document lessons learned. This deliverable is expanded during each process and finalized at the close of the project.
Idea Generation

Overview

Anyone in the organization can generate an idea for a project. Idea Generation focuses on identifying, collecting, and refining these ideas. As ideas are identified, they will be further defined in the Idea Structuring activity. [image: image253.wmf] 

Idea Generation consists of the three tasks outlined in the diagram. 

Tasks

Receive and/or Solicit Ideas

Anyone can generate an idea for a project. Individuals and organizations from all levels within the organization may identify ideas, as well as clients and external users. Ideas may surface as a result of the business strategic planning or visioning processes, from product realization processes (i.e., a new product or enhancement), or from other processes or initiatives. 

Program managers within the organization serve as the focal point for ideas. The program manager is responsible for managing a group of related projects. In addition to receiving ideas, program managers may want to actively solicit ideas on a periodic basis. As the focal point, program managers also may come up with ideas they want to further investigate with the client.

Identify Program Manager (or equivalent)

Usually, the program manager is easily identified, especially if an idea is tied to an on-going program. If it is not clear, or the idea is not related to an on-going program, the senior management team identifies a program manager (or equivalent). On a specific project, the program manager coordinates the activities and tasks of the Opportunity Assessment Process.
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	Roles Matrix Guideline


Refine Idea

The program manager and the individual(s) that comes up with the idea further refine the idea. The purpose of this task is to capture initial thoughts on why the idea has business value and what problem or business issue it is trying to address. As part of this task, the program manager may want to conduct some research on similar issues and/or ideas that have surfaced in the past.

The program manager documents this information in the Project Request section of the Project Initiation Document.

Idea Structuring

Overview

The purpose of the Idea Structuring activity is to further refine and document the idea. The goal of this activity is to define the idea to a point that it can be communicated to and understood by others. There needs to be enough information to make a decision on whether or not to allocate additional resources to further investigate the idea. Idea Structuring consists of the tasks outlined in the diagram.
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Deliverables

The following table identifies the major deliverable that results from Idea Structuring.

	DELIVERABLE

	Project Initiation Document (Project Request section)


Tasks 

Identify Project Sponsor

The business area management appoints a project sponsor for the project. The Project Sponsor is typically a member of the business senior management team from the business area for which this project is being undertaken. This person facilitates commitment to all major process decisions, and has final authority to approve project completion. This person also may be responsible for budgeting the funds to undertake the project. 

The project sponsor has approval authority for many project decisions. The lack of a project sponsor with sufficient authority is a major risk to the project. It is recommended that no work continue until a project sponsor is engaged.
In some cases, especially for larger projects, the project sponsor may choose to delegate some responsibilities to a project owner. The project owner is a member of the receiving organization who has primary responsibility for managing the day-to-day activities of the project and would be responsible for guiding the delivery of a high quality product or service. Although the project owner would manage many of the day-to-day project activities for the project sponsor, the project sponsor would retain overall responsibility.

The program manager documents this information in the Project Request section of the Project Initiation Document.

Identify High-Level Requirements and Critical Success Factors 

Based on the high level business need, the program manager identifies requirements. High-level requirements, which are refined in the Initiating process, represent the high level objectives of the organization or client requesting the solution (i.e., the project will be successful if we deliver a solution that meets these high level requirements). 

The program manager, with input from the project sponsor, also identifies the associated critical success factors. Critical success factors highlight what has to happen for the project to be considered successful.

The program manager documents this information in the Project Request section of the Project Initiation Document.

Identify Primary Clients/Users

In order to further define the idea, the program manager identifies the primary clients and/or users of the solution if the idea is implemented. In some cases, the client (organization requesting the project’s product or service) may not be same as the user (individual(s) using the product or service). In these cases, the program manager should identify both clients and users. 

	[image: image10.png]



	An example of client versus user would be:

	
	
	Client

Purchasing Department
	
	Users

Outside company
	

	
	


The program manager documents this information in the Project Request section of the Project Initiation Document.

Define High Level Business Benefits

Working with the project sponsor, the program manager defines the high-level business benefits that would be achieved if the idea were implemented. The business benefits, which will be further refined during Initiating, may include process/system improvements (e.g., streamlining, error reduction, automation), financial benefits (e.g., revenue and profit enhancement, cost reduction), competitive position, as well as intangible benefits (e.g., improved image/goodwill).

The program manager records this information in the Project Request section of the Project Initiation Document.

Identify Related Projects/Affected Systems

The program manager identifies projects and/or systems that may be impacted if the idea is implemented. Projects or systems may have interdependencies due to any of the following situations:

· Projects/systems share information,

· Logical sequencing exists (e.g., one project, or part of a project, must be complete before another project can start),

· Projects/systems have a common client base,

· Project/systems share program level goals,

· Projects/systems share or impact resources,

· Projects/systems share or impact technologies, or

· Projects/systems support organizational level goals.

By identifying these project/system interdependencies, the organization will use resources more efficiently and will avoid duplication of effort.
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	As you identify related projects/affected systems, consider enterprise architecture impacts, changes to operations, and cross-functional business impacts.


The program manager documents this information in the Project Request section of the Project Initiation Document.

	
	


Identify Key Stakeholders

The program manager, with input from the project sponsor, identifies individuals/organizations who are critical to the success of the project. Although key stakeholders always include program manager, project manager, client, performing organization, and sponsor, there may be other individuals/organizations whose interests are positively or negatively affected as a result of project execution or successful project completion. Additional stakeholders also may be identified in the Initiating and/or Planning processes.
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	There may be some cases where one representative of an organization or function has been selected to represent the needs of that entire group. In these cases, it is typical to identify other individuals at the same level to represent their organizations as stakeholders for the project.


The program manager records this information in the Project Request section of the Project Initiation Document.

Plan for Next Phase (Initiating)

At this point in the process, the focus is near-term (i.e., the next phase). The program manager outlines the high level scope of what will be done in Initiating and how long it will take (with milestones identified, as appropriate). 

Using the scope and schedule as a foundation, the program manager determines the resource requirements for the next phase (Initiating). Resources should include people (number and types), as well as dollars, to complete Initiating activities. 

The program manager documents this information in the Project Request section of the Project Initiation Document.

Prepare Project Initiation Document (Project Request section)

As the final task of the Idea Structuring activity, the program manager prepares and/or finalizes the Project Request section of the Project Initiation Document with the information collected in this activity. Product and project characteristics are progressively elaborated on projects. Proper scope definition is essential. If the project’s scope is properly defined, the work to be done on the project should remain constant, even though the characteristics become more explicit as work continues.
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	Project Initiation Document


Opportunity Assessment Approval

Overview
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The purpose of the Opportunity Assessment Approval checkpoint is to present the necessary information to support management decision-making, prioritize ideas to ensure availability of resources, and obtain approval to proceed with further investigation and definition. The program manager, under the guidance of senior managers, makes the decision to proceed with the project at this checkpoint. The Opportunity Assessment Approval checkpoint consists of the four tasks outlined in the diagram.

Deliverables

The following table identifies the major deliverable that results from Opportunity Assessment Approval.

	DELIVERABLES

	Project Initiation Document (Project Request section)


Tasks

Prepare for Opportunity Assessment Approval Checkpoint Review

Throughout the Opportunity Assessment Process, the program manager should discuss the project (i.e., building awareness, gaining consensus). Once all the elements for Opportunity Assessment approval are compiled, the program manager submits the Project Initiation Document, with the Project Request section completed, for review to the appropriate senior manager(s). In addition to submitting documentation, this task also includes preparing responses to anticipated issues and/or concerns.
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	PM Approval Checkpoints Example 
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	Discussions occur throughout all phases of a project, from beginning to end. The program manager should be sure to include the project sponsor, key stakeholders, and key managers in the discussion process.


Prioritize Idea

As ideas are defined and assessed, it will be important to align these ideas with business priorities. The program manager reviews the Project Request section of the Project Initiation Document and evaluates the idea against other existing priorities to ensure that the necessary resources are available in the appropriate timeframe. 
Obtain Approval to Proceed

The decision to proceed is made at a decision checkpoint prior to formally committing to the Initiating Process. The appropriate senior manager(s) reviews the information in the Project Request section of the Project Initiation Document, along with any supporting documentation. The program manager should present this information for a go/no-go decision (i.e., a decision as to whether to commit to and authorize work in the Initiating Process). Results of the review will include one of the following:

Go
1. Approved - The idea is approved to continue into Initiating, where it will be defined as a project.

2. Conditional Go – This allows the program manager to begin Initiating activities while the idea is receiving formal consideration to proceed. Proceeding under a “Conditional Go” does have inherent risks, and the program manager and project sponsor should understand these risks. (For example, the work continues, and time, effort and money are spent, and the decision is made not to proceed with the idea.)

3. Pending – If a project is required, but cannot be committed to due to resource issues or other conflicting priorities, the idea can be considered “pending”. This means that everyone agrees to the business need, but additional work will not begin until resources are available.

No Go 

1. Not Approved - The idea has been cancelled. No further work should be performed.

2. Rework Required – The review has identified deficiencies in the Project Request section of the Project Initiation Document that require the attention of the program manager and/or project sponsor. The Project Initiation Document will be re-routed for review when the program manager has addressed the issues.

Follow-up after Opportunity Assessment Approval Checkpoint Review

The program manager and/or project sponsor completes any follow-up activities resulting from the checkpoint review. The program manager then updates the Project Request section of the Project Initiation Document with any changes resulting from the review.

If approval is given to proceed, the project sponsor authorizes work on the project to continue with the Initiating Process. The program manager enters the appropriate information into the organization’s project database and establishes the project in the time reporting system.  

As a final step of this task, the program manager adds the approved version of the Project Initiation Document to the project repository.
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	Once the project name is determined, the project name should remain consistent throughout all documents, in the project database, and throughout files in the project repository.


If the decision is not to proceed, the program manager communicates this decision to impacted resources and takes appropriate measures to ensure work is not continued. The program manager should document the rationale for the decision not to proceed, if appropriate. 
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	Documentation of evaluation outcome and communication to appropriate parties is situation specific. Consider documenting rationale for a “no go” decision if the idea is likely to resurface at a future point in time. Considerations include sponsor preference, mode of request, and idea scope.


Process Closure

Overview

The Process Closure activity ensures the Opportunity Assessment Process successfully developed the necessary information to support management decision-making and properly closes the Opportunity Assessment Process following the Opportunity Assessment Approval checkpoint. Success in this context doesn’t necessarily mean that the idea was approved to proceed. A “no go” decision requires just as much quality information. The activity also supports continuous improvement of the project management processes by documenting and collecting lessons learned.

Process Closure consists of one major activity: Assess the Opportunity Assessment Process. This activity is necessary for both a “go” and “no go” decision. In the case of a “no go,” this assessment may help determine deficiencies in the process.
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	Continual improvement is a critical element of project management processes. This step is incorporated within each of the processes to ensure feedback on lessons learned and input of recommendations to improve the overall understanding, value, effectiveness and efficiency of the Project Management Processes.
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Deliverables

The following table identifies the major deliverable that results from Process Closure.

	DELIVERABLES

	Lessons Learned (Opportunity Assessment)


Tasks

Assess the Opportunity Assessment Process

The program manager conducts a Management Review and lessons learned discussion with participants involved in the Opportunity Assessment Process. The program manager should conduct these assessments in an environment that supports the open sharing of information. The program manager and other participants should assess the Opportunity Assessment activities and identify successes and areas for improvement.

Following the discussion, the program manager should document the lessons learned. This deliverable is expanded during each process and finalized at the close of the project. 
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	Management Review Procedure
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	Lessons Learned Guidelines
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	Lessons Learned


Initiating Process

Overview

Initiating is the process of formally recognizing that a new project opportunity exists. The purpose of the Initiating Process is to verify the feasibility of a new project opportunity and support the decision to accept the project. 
The objective of the Initiating Process is to verify the feasibility of a new project opportunity and the decision to accept the project, as well as provide updated information for planning and gain commitment to proceed. It needs to be accomplished in a manner that will ensure that the strategic direction and operational requirements are met.
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The Initiating Process is composed of three activities (Process Start Up, Project Definition, and Process Closure) and a decision checkpoint (Initiating Approval). Each of these activities, as well as the decision checkpoint, has associated tasks. Many of these tasks may occur in parallel and the deliverables are developed in an iterative way since there are many dependencies between the tasks. The diagram illustrates the activities executed during the Initiating Process.
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	The Initiating process should take approximately 2 to 5% of the total effort of the project. 
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	PM Process Checklists 
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	Class C Project Checklist


Initiating Process

Initiating Inputs

Project Initiation Document (Project Request section)

The Project Initiation Document is the most important deliverable from the Opportunity Assessment Process. During Opportunity Assessment, the program manager completes the Project Request section. The purpose of this section of the deliverable is to document and promote understanding of the business need and provide information to support the decision to further investigate the need/solution. The Project Request section of the Project Initiation Document includes a high level description of the business need, as well as the high level business benefits.

Lessons Learned
As part of each project management process (or lifecycle phase), the program manager and/or project manager should review lessons learned. They should review lessons learned from previous processes and/or phases, as well as lessons learned from similar projects.

Initiating Outputs

Project Phase Kickoff Presentation
The Project Phase Kickoff Presentation closely follows the Project Plan format and is used to educate the project team and project stakeholders about pertinent project information whenever a new phase of the project is started. It is also used to orient new project team members.

Project Initiation Document
The Project Initiation Document, which is started as part of the Opportunity Assessment Process, is finalized during the Initiating Process. During Initiating, the program manager refines the Project Request section. The purpose of the Project Request section of this deliverable is to document and promote understanding of the business need and provide information to support the decision to further investigate the need/solution. 

Project Charter
During Initiating, the program manager completes the Project Charter. The purpose of the Project Charter is to provide information to support the decision to commit additional resources and move the project into the Planning Process.

Concept Analysis Document
The Concept Analysis Document identifies and documents potential concepts to satisfy the defined business need. In addition to defining the preliminary scope, the Concept Analysis Document offers a description of the proposed solution and analyses for each option identified. 
Schedule for Initiating Process (Example)
The Schedule for the Initiating Process identifies the Initiating activities, start and finish dates, and estimated effort. This schedule is the starting point for the rest of the project’s schedule. The Initiating Process also must define the project schedule assumptions and requirements to enable the development of a more detailed schedule during the Planning Process.

Business Case (Initial)

The business case identifies the objectives of the project and the expected benefits to the organization, as well as the project costs and resulting return on investment. The business case is used as a primary input for the Project Charter and will be the benchmark to compare against actual results, costs, and benefits in order to assess the ultimate success of the project. The business case is started in the Initiating Process and refined during the Planning Process after requirements are better defined.

Lessons Learned (Initiating)

At the conclusion of each project management process, the team documents lessons learned. This deliverable is expanded during each process and finalized at the close of the project.

Process Start Up

Overview

The first activity within the Initiating Process is Process Start Up. Tasks within the Process Start Up activity focus on the identification and review of a project opportunity. If accepted, critical resources are identified for the project opportunity. 
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Idea Structuring

The main objective of the Process Start Up activity is to identify key participants. Process Start up also results in a schedule for Initiating activities, which will guide the participants through the Initiating Process. Process Start Up consists of the three tasks outlined in the diagram.

Deliverables

The following table identifies the major deliverable that results from Process Start Up.

	DELIVERABLE

	Project Phase Kickoff Presentation 
Schedule for Initiating Process (Example)


Tasks

Identify Initiating Process Participants

Based on requirements, the program manager identifies individuals and/or organizations that will need to participate in the Initiating Process. The size and complexity of the project will dictate the size of the Initiating team. These resources will not necessarily be part of the project team for the life of the project. In addition to the sponsoring business area, the program manager should consider other business areas that should be involved to some level due to an identified impact or required expertise.
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	Roles Matrix Guideline


Review Project Request Information

Using the Project Request section of the Project Initiation Document as a starting point, the program manager reviews the requirements of the project with the Initiating participants. This review also should include reviewing the plans and results of previous projects, the lessons learned repository, and material from other relevant repositories in order to leverage the experiences of others.
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	Project Phase Kickoff Presentation


Create Initiating Schedule

Using the activities in the Initiating Process, the program manager develops a schedule for the Initiating Process. The schedule must include the following components:

· Initiating activities,

· Estimated effort (work) and duration,

· Activity dependencies (e.g., predecessors and successors),

· Scheduled start and finish dates for each activity,

· Activity constraints (e.g., must start on, must finish on, etc.), and

· Resources assigned to each activity.

This will be the starting point for the rest of the project schedule. The program manager (and project manager in subsequent processes) will build on this initial schedule for the remainder of the work.
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	As part of the Initiating Phase kick off, a schedule is developed through the approval of the Project Charter and the close of the Initiating Phase. During the Initiating Phase, the initiating team details out a schedule that takes the team through the Planning Phase approval checkpoint only. This technique is known as Rolling Wave Schedule Development.
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	Project Schedule (Example of Initiating Phase)


Project Definition

Overview

The purpose of the Project Definition activity is to collect sufficient information to support go/no go decisions by Business Area management. This information is used to complete the Project Initiation Document that provides a description of the functions requested for the project and the supported business need. It presents a high-level description of the project participants, background, cost and scope. 
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The main objective of Project Definition is to finalize the Project Initiation Document. The Project Initiation Document needs to be accomplished in a manner that clearly and explicitly defines the objectives and scope of proposed project, looks creatively and realistically for all possible areas of benefit, quantifies benefits in financial terms, verifies all areas of cost, and offers alternatives where/when appropriate. Project Definition consists of the tasks outlined in the diagram.

Deliverables

The following table identifies the major deliverables that result from Project Definition.

	DELIVERABLES

	Concept Analysis Document
Business Case (Initial)

Project Initiation Document
Project Charter


Tasks 

Describe Project Overview

It is important to be able to communicate the background and current situation, as well as the objectives of the project. To accomplish this task, the program manager should research the business background of the project. The business background should provide an understanding of the events leading up to the project. It provides a high-level description of the history behind the project and the operational context within which the project will be executed. The program manager also documents the current situation. The current situation describes the business problem and identifies existing processes or tools in place.

Using business terminology, the program manager lists specific business objectives that the project is expected to achieve. Objectives should be specific and measurable. Objectives describe what must be accomplished to complete the project scope. Each objective will be satisfied by a project deliverable.
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	Objectives should be developed using “SMART” criteria (Specific, Measurable, Attainable, Results Oriented, and Time-specific). Examples of objectives would be “reduce expenses by 20%” or “increase margin by $10 million.” 

One excellent format for documenting the Business Objectives is shown as follows:

· The Objective. 
Describe what business problems are being addressed. They may be related to business benefits, cost reductions, a new or improved business process, standards implementation, technology implementation, or a combination of the above.

· The Objective Needs to be Accomplished in a Manner That. 
Describe, at a high level, how the business problem is being addressed. Typically this statement defines how the objective meets scope and quality goals within specified business constraints.

· Only Then. 
Describe why the business imperative is important.

EXAMPLE

The objective is to define and create a project management methodology and documentation for the organization. The objective needs to be accomplished in a manner that the methodology adopts those best practices already being used within the organization and the processes are easily grasped and readily integrated into the normal processes of the organization. Only then will there be a standardization of project management methodology and projects that meet expectations in terms of Scope, Quality, and Budget (Time).


The program manager documents this overview information in the Project Charter.

Describe Project Scope

Working closely with the project sponsor, the program manager develops a high-level description of the project scope. The project scope should focus on the business scope, not the detailed solution. The program manager should identify areas that are both in and out of the project’s scope.

Describing the scope includes identifying and defining project deliverables. As part of this task, the program manager identifies the project deliverables. The deliverables should be key tangible products of the project. Each deliverable must be linked to an objective. Completion and approval of these products will result in completion of the project. 

Because product characteristics are progressively elaborated on projects, proper scope definition is essential. If the project scope is properly defined, the work to be done on the project should remain constant, even though project and product characteristics become more explicit as work continues.

The program manager documents this overview information in the Project Charter.

Determine Approach/Strategy

The objective of this task is to derive and document an approach for the project. An overall direction needs to be identified that fulfills the entire project scope and expends no effort within the project in the delivery of functions outside the project scope. To accomplish this task, the program manager guides the Initiating team through the following steps. If the analysis requires subject matter expertise, the program manager should be sure to involve appropriate resources (e.g., technical liaisons, enterprise architects).

The program manager documents this overview information in the Project Charter.

Document Options

Team members review the scope definition and information in other project documentation. The team should openly discuss the potential solutions that might exist. This should be a brainstorming exercise with the team (i.e., don’t consider constraints, such as time or resources, when identifying ideas). At this point in the process, any idea is good and should be documented. As part of this step, the team should review existing standard approaches. If a standard approach exists, they should select one that meets the requirements for the project. 

Analyze Options

The analysis should enable the team to identify a preferred approach and document why a specific approach is being recommended. To analyze options, the team should:  

· Analyze each of the brainstormed and/or existing approaches,

· Discuss how this approach would be played out,

· List the pros and cons for each option,

· Identify higher reasons, perhaps corporate strategies or legal requirements, that could play into one or more of the options,

· Assess feasibility of options,

· Identify any outside services that may be used for each option,

· Estimate the timeframe and a cost for each option, and

· Document the above information for each option.

The program manager summarizes each potential option in the Concept Analysis Document and may prepare a Concept Analysis Executive presentation.
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	As part of the options analysis, conduct initial enterprise architecture (EA), data architecture and technical planning review, as appropriate. As part of the enterprise architecture assessment, conduct an EA re-use analysis.


Select Recommended Approach

The analysis should have driven the team to a particular approach above all others. If the team has done a good job of documenting the pros and cons of the options in the preceding task, it should follow fairly simply that the client and management concur this is the best approach.

The program manager documents why this approach is being recommended in the Concept Analysis Document.
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	Take an approach of proving to an unfamiliar reader or audience why this approach is superior to the others.
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	Concept Analysis Document
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	Concept Analysis Executive Summary presentation


Gain Concurrence on Approach

The program manager presents the information in the Concept Analysis Document to the business client and senior management. The program manager (and subject matter experts, as appropriate) should gain concurrence that this is the best approach and will be the approach for this project.

The program manager summarizes the project approach information in the Project Charter and records the project approach details in the Concept Analysis Document.
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	Depending on the criticality of the approach, the program manager should consider presenting the recommended approach to the project sponsor and stakeholders for concurrence.


Define Business Case

The business case identifies the projected benefits and balances them against the strategic direction. The program manager begins the business case definition using information gathered in the Initiating Process. Information in the business case includes the essential business reason for this project, as well as costs and benefits. 

During the Initiating Process, the focus is on defining the project’s benefits and associated dollars. To accomplish this task, the program manager should:

· Review all benefit information from the Opportunity Assessment process. This data may be at a high level during Opportunity Assessment and revised during later phases of the project when more details are known. Generally, final estimates are done during the Planning Process.

· Further identify and quantify all benefits associated with delivery of the final product of the project. This includes benefits the business group(s) or area(s) will obtain from the implementation of this project and any broader benefits that may accrue to the organization and its Business Areas.

· Attempt to put a financial value on each benefit to quantify as many benefits as possible. It will be important to identify intangible results, as well as tangible, measurable benefits to the organization’s bottom line. 

· Develops a Rough Order of Magnitude (ROM) estimate for total project costs.

· Begin the Business Case preparation, using the results of the above analysis. 
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	A Rough Order of Magnitude (ROM) is an approximation without detailed data. The ROM estimate is based on past experiences, not necessarily mathematical models. This type of estimating is often referred to as “ballpark estimating.”


The program manager should document all calculations, assumptions, and metrics used to determine the tangible benefits. In this way, it will be possible to review these benefits later to see where changes occurred.
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	Impact Analysis Checklist
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	Benefits and Costs Checklist
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	Business Case


The business case will be further refined during the Planning Process and will be the benchmark to compare against actual results, costs, and benefits in order to assess the ultimate success of the project.

Identify High-Level Project Risks

The program manager, with input from the project sponsor and Initiating participants, identifies high-level risks for the project. Risks are events that may negatively impact the project if they occur. Risks will be refined and expanded as part of the Planning Process.
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	Focus on risks that impact the project’s success (e.g., lack of required skill set), not general business risks.


The program manager documents this information in the Project Charter. 

Identify Project Manager

The appropriate senior manager (or delegate) identifies a suitable project manager bearing in mind the nature and importance of the activities involved. The person selected must be made available for the time required by the project. The project manager should be involved in the planning process for projects or phases of projects in which he/she is to be responsible. When selecting a project manager, consider the following skills:

· Appropriate level of project management or management experience,

· Awareness of business and technical areas,

· Knowledge of the Project Management Methodology and other applicable standards, and

· Understanding of the applicable lifecycle methodology.
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	It may be necessary to consider resources outside of the organization to fill the project manager role or to carry out specific project manager responsibilities.


Once the project manager is identified, the program manager and project manager should determine appropriate division of responsibilities for the remainder of the project. 
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	Roles Matrix Guideline
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	PM Process Checklists
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	Class C Project Checklist


The program manager documents this information in the Project Charter.

Plan for Next Phase (Planning)

The program manager and project manager outline the scope of what will be done in Planning and how long it will take (with milestones identified, as appropriate). 

Using the scope and schedule as a foundation, the program manager and project manager determine the resource requirements for the next phase (Planning). Resources should include people (number and types), as well as dollars, to complete Planning activities. Once the program manager and project manager determine resource requirements, they should classify the project using the organization’s definitions for project classification (refer to the Overview section - Project Classification).

The program manager documents this information in the Project Charter and Project Initiation Document.

Finalize the Project Initiation Document

The program manager, with input from other assigned project resources, is responsible for preparing the Project Initiation Document. To complete this task, the program manager updates the Project Request section, as appropriate, and completes the Project Charter. The completed Project Initiation Document and Project Charter provide a consistent presentation of the information necessary to determine if the project will continue into the Planning Process. 

To finalize the Project Initiation Document, the program manager should gather and review all material pertinent to the proposed project including proposals, Requests for Proposals (RFPs), client specifications, business case, etc. The program manager also should review the plans and results of previous projects and other material from the lessons learned repository in order to leverage past experiences. The program manager also should contact other project sponsors/managers to capture their input regarding prior efforts that may have been similar to this one. 
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	Project Initiation Document
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	Project Charter


Initiating Approval

Overview
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The purpose of the Initiating Approval checkpoint is to present the necessary information to support management decision-making, prioritize work to ensure availability of project resources, obtain approval to proceed, and gain appropriate commitment to the project. The appropriate management team makes the decision to proceed with the project at this checkpoint. The Initiating Approval checkpoint consists of the five tasks outlined in the diagram.
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	PM Approval Checkpoints Example 


Deliverables

The following table identifies the major deliverable that results from Initiating Approval.

	DELIVERABLES

	Project Initiation Document
Project Charter
Concept Analysis Document
Business Case (Initial)


Tasks

Prepare for Initiating Approval Checkpoint Review

Throughout the Initiating Process, the program manager should be discussing the project (i.e., building awareness, gaining consensus). When all the elements for Initiating approval are compiled, the program manager submits the Project Initiation Document, Concept Analysis Document, Business Case, and supporting documentation for review to the appropriate management team. In addition to submitting documentation, this task also involves preparing responses to anticipated issues and/or concerns.
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	PM Approval Checkpoints Example 
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	Discussions occur throughout all phases of a project, from beginning to end. The program manager and project manager should be sure to include the project sponsor, key stakeholders, and key managers in the discussion process.


Prioritize Project

The program manager reviews the Project Initiation Document, Project Charter, Concept Analysis Document, Business Case, and supporting documentation and evaluates the project against other existing priorities to ensure that the necessary resources are available in the appropriate timeframe. 

Obtain Approval to Proceed

The decision to proceed is made at a decision checkpoint prior to formally committing to the Planning Process. The appropriate management team reviews the information in the Project Initiation Document, Project Charter, Concept Analysis Document, Business Case, and supporting documentation. The program manager should present these findings and a go/no-go decision on the project (i.e., a decision as to whether to commit to and authorize the project and proceed with the Planning process).  Results of the review will include one of the following:

Go

4. Approved - The project is approved to continue into Planning.

5. Conditional Go – This allows the program manager to begin Planning activities while the project is receiving formal consideration to proceed. Proceeding under a “Conditional Go” does have inherent risks, and the project sponsor and project manager should understand these risks. (For example, the project continues, and time, effort and money are spent, and the decision is made not to proceed with the project. The resources may have been wasted, in this case.)

6. Pending – If a project is required, but cannot be committed to due to resource issues or other conflicting priorities, the project can be considered “pending”. This means that everyone agrees to the need for this project, but the planning will not begin until such time as all resources are available.

No Go 

1. Not Approved - The project has been cancelled. No further project work should be performed.

2. Rework Required – The review has identified deficiencies in the Project Initiation Document and/or Business Case that require the attention of the program manager, project sponsor and possibly the Initiating team. The Project Initiation Document will be re-routed for review when the program manager has addressed the issues.

Follow-up after Initiating Approval Checkpoint Review 

The program manager, project manager, and/or project sponsor completes any follow-up activities resulting from the checkpoint review. The program manager then updates the Project Initiation Document, Project Charter, Concept Analysis Document, and/or Business Case with any changes resulting from the review.

If approval is given for the project to proceed, the project sponsor authorizes work on the project to continue with the Planning Process. As a final step of this task, the program manager adds the approved Project Initiation Document and Project Charter to the project repository.

If the decision is not to proceed with the project, this decision must be communicated to impacted resources and appropriate measures taken to ensure work is not continued. The program manager should document the rationale for the decision not to proceed, if appropriate, and close the project in the project database.
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	Documentation of evaluation outcome and communication to appropriate parties is situation specific. Consider documenting rationale for a “no go” decision if the idea is likely to resurface at a future point in time. Considerations include sponsor preference, mode of request, and idea scope.


Commit to the Project

The program manager obtains resource and funding commitments to the project from the appropriate authority.

Resources - Obtain appropriate commitment for the required resources to the project for the Planning process.   

Funding - Obtain the funding commitment from the appropriate authority to continue with the project.

Process Closure

Overview

The Process Closure activity ensures the Initiating Process successfully developed the necessary information to support management decision-making and properly closes the Initiating Process following the Initiating Approval checkpoint. Success in this context doesn’t necessarily mean that the project was approved to proceed. A “no go” decision requires just as much quality information. The activity also supports continuous improvement of the project management processes by documenting and collecting lessons learned.

Process Closure consists of one major activity: Assess the Initiating Process. This activity is necessary for both a “go” and “no go” decision. In the case of a “no go,” this assessment may help determine deficiencies in the process.
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	Continual improvement is a critical element of project management processes. This step is incorporated within each of the processes to ensure feedback on lessons learned and input of recommendations to improve the overall understanding, value, effectiveness and efficiency of the Project Management Processes.
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Deliverables

The following table identifies the major deliverable that results from Process Closure.

	DELIVERABLES

	Lessons Learned (Initiating)


Tasks

Assess the Initiating Process

The program manager conducts a Management Review and lessons learned discussion with resources involved in the Initiating Process. The program manager should conduct this assessment with the project team in an environment that supports the open sharing of information by all team members. The team should assess the Initiating activities and identify successes and areas for improvement. The program manager also should gather input from stakeholders to add additional value to the assessment.

Following the discussion, the program manager should document the lessons learned. This deliverable is expanded during each process and finalized at the close of the project. 
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	Management Review Procedure
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	Lessons Learned Guidelines
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	Lessons Learned


On-Line Links

Overview
Opportunity Assessment Process
Initiating Process

Planning Process
Executing/Controlling Process
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Planning Process

Overview

At the start of any project, there may be a variety of ideas within the organization about the purpose and scope of the project, the approach, and the final product. The Planning Process focuses on taking information from the Initiating Process and developing plans whereby everyone agrees to the deliverables, scope, approach, and plans for carrying out the project. Such planning will put the project on track for success and high quality results, within budget and on schedule.

The objective of the Planning Process is to take the information from the Project Initiation Document and convert it into a formal, planned, resourced and funded project. It needs to be accomplished in a manner that clearly and explicitly defines the objectives and scope of the project, develops a high level schedule of activities and required resources to carry out the whole project, develops a detailed schedule of activities and resources required to carry out the phases of the project, and defines a project organizational structure that will effectively manage and carry out the work. 
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The Planning Process is composed of five activities (Process Start Up, Project Approach, Project Schedule/Budget, Project Planning, and Process Closure) and a decision checkpoint (Planning Approval). The diagram illustrates the flow of activities completed during the Planning Process.

Within the Planning Process, the Project Approach, Project Schedule/Budget, and Project Planning activities occur in parallel to produce project planning documentation, which includes the Project Schedule and Budget.  The tasks within these activities are interactive and iterative.  
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	The duration of the Planning Process and its activities will depend on the size and complexity of the project. It should be conducted in a relatively short time compared to the remainder of the project (typically 10-15% of the total project) 
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	PM Process Checklists 
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	Class C Project Checklist


Planning Process

Planning Inputs

Project Initiation Document
The Project Initiation Document, which is started as part of the Opportunity Assessment Process, is finalized during the Initiating Process. The purpose of this deliverable is to document and promote understanding of the business need and provide information to support the decision to commit additional resources and move the project into the Planning Process.

Project Charter 

The Project Charter is finalized during the Initiating Process. Like the Project Initiation Document, the purpose of this deliverable is to further document the business need and provide additional information to support the decision to commit additional resources and move the project into the Planning Process. It is the "contract" between the Project Sponsor and the Project Manager.

Concept Analysis Document
The Concept Analysis Document identifies and documents potential concepts to satisfy the defined business need. In addition to defining the preliminary scope, the Concept Analysis Document offers a description of the proposed solution and analyses for each option identified. 
Schedule for Planning Process (Example)

The Schedule for the Planning Process identifies the Planning activities, start and finish dates, and estimated effort. This schedule is the starting point for the rest of the project’s schedule. Also, the project schedule assumptions and requirements will enable the development of a more detailed schedule during the Planning Process.

Business Case (Initial)

The business case, which was started in Initiating, is refined as part of the Planning Process. The business case should identify the objectives of the project and the expected benefits to the organization, as well as the project costs and resulting return on investment.

Project Information

During the course of Initiating, information is gathered, reviewed, and validated to ensure completeness. A smooth transition of this information into the Planning process is important to ensure the Planning deliverables are completed accurately.

Lessons Learned
As part of each project management process (or lifecycle phase), the program manager and/or project manager should review lessons learned. They should review lessons learned from previous processes and/or phases, as well as lessons learned from similar projects.

Planning Outputs

The project manager may want to consider developing a Project Notebook to organize project documentation. The Project Notebook should pull together in one place virtually everything needed to understand the nature of the project. The Project Notebook also provides a uniform presentation of information, supporting consistency in review processes. The level of rigor applied to the Project Notebook, which can be electronic or paper-based, will depend on the size and criticality of the project. 

To help the project manager organize project materials, consult the Project Documentation Naming Conventions and Repository Guideline for a review of project documentation naming standards and structure for project documentation repositories.

Project Phase Kickoff Presentation
The Project Phase Kickoff Presentation closely follows the Project Plan format and is used to educate the project team and project stakeholders about pertinent project information whenever a new phase of the project is started. It is also used to orient new project team members.

Project Initiation Document
The Project Initiation Document, which is started as part of the Opportunity Assessment Process, is finalized during the Initiating Process. The purpose of this deliverable is to document and promote understanding of the business need and provide information to support the decision to commit additional resources and move the project into the Planning Process.

Project Plan

The Project Plan describes the project, the scope in terms of product, objectives, deliverables, and business case. It identifies project stakeholders and project influences (risks, assumptions, and constraints). The Project Plan also summarizes the project schedule, project budget, and management approach; it is supported by a detailed project schedule, detailed budget, Requirements Specification, Business Case, and other documentation necessary to effectively support executing and controlling.

Requirements Specification
The Requirements Specification defines the requirements for the project. After the Planning Approval checkpoint review, the requirements should be baselined and changes to the requirements should be managed using defined change management processes.

Project Schedule (Example)
The Planning Process must define, in detail, the work to be performed, what resources and associated time commitments are required for the project, and its phases. The Work Breakdown Structure (WBS) is the foundation for the schedule and documents deliverables to be produced as part of the project. The resource and time commitment estimates can be used to calculate end dates and costs. The Project Schedule provides the activities and schedule at a high level for the entire project, and it provides the detailed activities and schedule for the next phase of the project. The schedule is an iterative deliverable which is refined and revised throughout the life of the project. The project manager summarizes the Project Schedule in the project’s Timeline.

Project Budget
The Project Budget outlines all of the costs associated with the project, including labor, hardware, software, contracting fees, facilities, etc. 

Business Case
The business case, which was started in Initiating, is refined as part of the Planning Process. The business case should identify the objectives of the project and the expected benefits to the organization, as well as the project costs and resulting return on investment. As part of the Planning Approval Checkpoint, the project manager submits a Project Funding Form and receives a project funding number, if approved.

Support Expectations
The Support Expectations document defines, at an appropriate level, the support services required for the solution being developed. Support Expectations include the level and type of support required, a support timeline, and an estimate of the overall support needs.

Technical Evaluation
The Technical Evaluation documents the operational requirements for technology support. It facilitates common understanding of the hardware and software requirements that are used to prepare for and maintain end user availability.

Systems Diagram (Example)

The Systems Diagram depicts the network/system topology diagram that shows all affected systems due to the proposed project. This diagram is required as part of the Project Funding Process and describes the impact of the new or revised application/solution on the current organization systems.

Project Organizational Chart
The Project Organizational Chart depicts the project team members and oversight teams. The Project Organizational Chart includes a definition of responsibilities and the reporting and communication lines between all parties involved in the project.

Communications Matrix
The Communications Matrix documents the project team’s approach toward information distribution. It captures the analysis completed as part of communications planning and serves as a tool to guide the project team throughout the Executing/Controlling and Closing Processes.

Lessons Learned (Planning)

At the conclusion of each project management process, the team documents lessons learned. This deliverable is expanded during each process and finalized at the close of the project.

Process Start Up

Overview
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The Process Start Up activity focuses on reviewing the project definition, as outlined in the Project Initiation Document, coordinating the set up of an appropriately sized team, and preparing to complete the activities within the Planning Process. This activity ensures the involvement and commitment of key resources who defined the need for the project and of those who carry out the Planning Process. Process Start Up consists of the tasks outlined in the diagram.

When coordinating Planning Process activities, understand that there are significant interdependencies. The duration of the Planning Process and its activities will depend on the size and complexity of the project.

Tasks

Identify Planning Participants

Based upon the project requirements, the program manager, with input from the project sponsor and project manager, identifies key resources to support the planning process. The size and complexity of the project will dictate the size of the planning team required. These resources may not necessarily be part of the project team for the life of the project.

	[image: image57.png]



	Roles Matrix Guideline


Prepare for and Conduct Planning Kick-Off Meeting

The program manager prepares for and conducts the Planning Kick-Off Meeting. The main objectives of the Planning Kick-Off Meeting are to review project requirements and review Planning activities.
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	The scale of this task varies with project size and complexity. For small, low risk projects this may be an informal review of the process by the project sponsor and the program and/or project manager. For larger projects, formal kick-off of the project should be considered to achieve a common understanding of the objectives of the Planning Process and to clarify the various participants’ roles. 
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	Project Phase Kickoff Presentation


Review Project Information

Using the Project Initiation Document, Concept Analysis Document, and the Business Case, the program manager reviews the project information with the Planning participants. This review also should include reviewing the plans and results of previous projects, the lessons learned repository, and material from other relevant repositories in order to leverage the experiences of others. 

Review Planning Activities

The program manager and other Planning participants review the list of Planning Process activities and tasks. The program manager, with input from the project sponsor and project manager, develops an appropriately detailed plan of action to accomplish the planning process activities. Project communications requirements should be considered as the program manager identifies and reviews these activities with the Planning participants. The program manager should ensure that everyone understands the level of work effort required of Planning resources and the anticipated duration of activities. 

Create Planning Schedule

A formal schedule should have been developed during the Initiating Process. The program manager, with input from the project manager, expands and/or updates the Planning activities in the existing project schedule.

At minimum, the schedule must include the following components:

· Planning activities,

· Estimated effort (work) and duration,

· Activity dependencies (e.g., predecessors and successors),

· Scheduled start and finish dates for each activity,

· Activity constraints (e.g., must start on, must finish on, etc.), and

· Resources assigned to each activity.

The program manager (and project manager in subsequent processes) will build on this schedule for the remainder of the work.
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	Project Schedule (Example)


Project Approach

Overview
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The purpose of the Project Approach activity is to analyze the project, compile information to support a project approval process, and to contribute to the plan that will be managed during the Executing/Controlling Process. Together with information from the Project Planning activity and the Project Schedule/Budget, the project team can present a comprehensive plan for review at the Planning Approval checkpoint. Project Approach consists of the tasks outlined in the diagram. Project Approach tasks are iterative and there is interaction between these tasks and tasks within both the Project Schedule/Budget and Project Planning activities. 

Deliverables

The following table identifies the major deliverables that result from Project Approach.

	DELIVERABLE

	Requirements Specification
Support Expectations
Technical Evaluation
Systems Diagram (Example)

Business Case
Project Organization Chart

Communications Matrix
Steering Committee Presentation


Tasks

Define Project Measures of Success

The program manager, with input from the Planning team, describes key outcomes of the project that will be necessary for it to be deemed a success. The measures should reflect how the client defines success for the project. 
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	There may be two different types of measures of success – measures that the project is successful (i.e., on schedule, budget, etc.) and measures that the project obtained the payback to the bottom line that it said it would in the business case. Generally, the latter takes more work from the business to create and it is usually measured once the solution is implemented and the project is over. 


Refine Project Scope, Objectives and Deliverables

This task expands on the scope defined during the Initiating Process. It is important to establish a clear definition of the scope and the goal of the project to ensure that both the clients and team members are clear about the project scope. The Project Initiation Document, together with person-to-person communication with the business client and collaboration with the project team, are necessary to effectively refine scope.
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	Identify dimensions of the business that enable the project scope to be defined. For each dimension, determine what is to be included in the scope of the project and what is to be excluded. Ensure that those functional areas whose performance is critical to meeting the stated business objectives are included in the project scope. Some examples of dimensions of scope are:

· Business areas and/or functions,

· Product that enables a business function,

· Business information,

· Geographic locations, and

· External interfaces.


· Project Scope - Working closely with the client, the program manager takes the high-level description of the project scope from the Project Initiation Document and expands it to a more detailed description of the project’s scope. Product characteristics are progressively elaborated on projects. Proper scope definition is essential. Success will be measured by evaluating the project’s results against the scope. The scope focuses on what efforts are within the boundaries of the project. The Project Initiation Document also provides a section for detailing what is outside the scope. The Objectives and Deliverables description that follow provide specifics that support the scope description. This will help prevent the occurrence of scope-creep and never-ending projects. 
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	Scope Management Guideline
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	When describing scope, consider the features and functions that characterize a product or service, as well as the work that must be accomplished to deliver the product or service. 


· Project Objectives – The program manager refines the objectives developed during the Initiating Process. These objectives will provide the basis for assessing the success of both the final product (or output) of the project and the process used to create it (e.g., quality objectives, quantitative requirements, expected benefits, etc.). Objectives should be in understandable business terms. When refining objectives, the program manager should consider the following:

· What business problems are being addressed and how they are being addressed?

· Are the objectives related to business benefits, cost reductions, a new or improved business process, standards implementation, technology implementation, or a combination of the above?   
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	Objectives should be developed using “SMART” criteria (Specific, Measurable, Attainable, Results Oriented, and Time-specific). Examples of objectives would be “reduce expenses by 20%” or “increase margin by $10 million.” 

One excellent format for documenting the Business Objectives is shown as follows:

· The Objective. 
Describe what business problems are being addressed. They may be related to business benefits, cost reductions, a new or improved business process, standards implementation, technology implementation, or a combination of the above.

· The Objective Needs to be Accomplished in a Manner That. 
Describe, at a high level, how the business problem is being addressed. Typically this statement defines how the objective meets scope and quality goals within specified business constraints.

· Only Then. 
Describe why the business imperative is important.

EXAMPLE OBJECTIVE

The objective is to define and create a project management methodology and documentation for the organization. The objective needs to be accomplished in a manner that the methodology adopts those best practices already being used within the organization and the processes are easily grasped and readily integrated into the normal processes of the organization. Only then will there be a standardization of project management methodology and projects that meet expectations in terms of Scope, Quality, and Budget (Time).


· Project Deliverables – The project team reviews deliverables from the Project Initiation Document. Deliverables should be key tangible products of the project. Completion and approval of these products will result in the completion of the project. In addition to a list, there also should be a general description of the deliverables to facilitate understanding among the project team and stakeholders. This section should be updated following completion of the project’s Work Breakdown Structure (WBS).

The program manager refines this information in the Project Initiation Document, if necessary.

Define Project Requirements

Projects are managed to requirements, which emerge from needs, wants, and expectations. The objective of this task is to identify and document detailed project requirements. Requirements develop as more information becomes available. This process is known as progressive elaboration. To accomplish this task, the program manager guides the team through the requirements definition process. If this task requires subject matter expertise beyond the project team, the program manager should be sure to involve appropriate resources (e.g., technical liaisons, enterprise architects). 

Building on the key business requirements that were identified in Opportunity Assessment and refined in Initiating, the program manager, project manager, and the team identify detailed requirements using appropriate techniques. Examples of requirements identification techniques include interviewing, business scenarios, client questionnaires, Joint Application Design (JAD), prototyping, and other research (e.g., competitive evaluation, product surveys, strategy reviews). The program manager documents requirements in the Requirements Specification.
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	Requirements Specification
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	To be considered “good,” requirements should be:

Complete – each requirement must fully describe the work products (functionality) to be delivered.

Correct – each requirement must accurately describe the work products (functionality) to be delivered.

Feasible – it must be possible to implement each requirement within the known capabilities and limitations.

Necessary- each requirement should document something that the client really needs or something that is required for conformance to some standard.

Prioritized – each requirement should be assigned some implementation priority.

Unambiguous – all readers of the requirement statement should arrive at a single, consistent interpretation.

Verifiable – all tests or verification approaches can be developed to determine if the requirement has been properly implemented.


As part of the requirements definition task, the program manager and project manager should identify, define, and document technology, infrastructure (hardware, desktop, network, etc.), and support requirements for the project, as appropriate. This task would include conducting and/or refining appropriate enterprise, data architectural, and desktop and hardware services reviews and developing estimates of long-term support costs and project staffing requirements. Requirements definition also includes defining the Systems Diagram, as appropriate, to illustrate the impact of the new or revised applications and/or processes on current systems.
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	Support Expectations
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	Technical Evaluation


Once requirements are identified, the program manager should define the requirements prioritization technique. Prioritization techniques may be simple (e.g., essential vs. nice-to-have) or complex (e.g., multi-criteria that includes benefits and cost).

After the requirements are identified and documented, the program manager and project manager should conduct a walk-though of the requirements with the client, project team, and other participants. As part of the requirements definition task, the team also should identify client acceptance criteria. These criteria will be used to validate that the project has met the requirements. After the Planning Approval checkpoint review, the requirements should be baselined and changes to the requirements should be managed using defined change management processes.
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	Walkthrough Procedures
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	It is helpful to have the development lead (the individual who is responsible for leading the development of the solution) at the requirements walk-through. Being at the walk-through with the clients is very helpful to the developers and can help guide some of the decisions they will need to make as they craft the solution. 


Identify Project Lifecycle

On the basis of the type of project to be undertaken, one or more approaches may be used to build the high-level project lifecycle. The project lifecycle is a set of phases/activities/tasks that make up the approach of the project (e.g., software development lifecycle - waterfall) and will be used to organize work in the Project Schedule. Depending on the nature of the project, the phases may be dependent on each other or executed in parallel. Each phase completes one or more deliverables, a tangible and verifiable product, or service. All of the phase deliverables make up the final product/service being delivered by the project. 
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	Lifecycle Selection Guideline


To accomplish this task, the program manager guides the team through the process of identifying the appropriate lifecycle. If this task requires subject matter expertise beyond the project team, the program manager should be sure to involve appropriate resources (e.g., technical liaisons, enterprise architects).
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	The program manager may contact the Project Office for information regarding standard project lifecycles. Project Office staff, as well as other program or project managers may direct you to information relating to previous projects that were similar to this one. If so, that project (along with the changes inferred by lessons learned) may form a very good foundation for this project.


Develop Work Breakdown Structure

The Planning Process must define, in detail, the work to be performed, what resources and associated time commitments are required for the project, and its phases. The process is iterative and interactive.   The Work Breakdown Structure (WBS) is the foundation for this definition of project work. The WBS documents deliverables to be produced as part of the project, clearly defining the scope of the project. This hierarchical breakdown of deliverables to be produced within the scope of the project is an initial step towards developing a comprehensive project schedule.  

A WBS is a family tree of the project activities required to deliver the end product or service. The WBS uses a top down structure that progressively specifies the required deliverables in more detail. It typically helps to begin at the highest level with the deliverables from the Project Charter section of the Project Initiation Document and work downward to identify supporting deliverables. The WBS should be broken down to a level that the project manager is comfortable managing. 
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During the WBS development process, the team (i.e., planning participants) will gain additional insight into other information required to complete the project (e.g., constraints, risks, assumptions, etc.). The program manager ensures that each team member fully understands each deliverable.
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	The WBS will be revisited during the Project Schedule/Budget activity to ensure completion, prior to completing the project schedule and the Planning Process.


	[image: image75.png]



	Work Breakdown Structure Example


Refine Business Case

As the team progresses through the Planning Process, the project team will also be gaining additional information to expand the project’s Business Case that was started in the Initiating Process. The program manager documents the estimated cost of the project and further defines the anticipated benefits that will be realized at the end of the project. 
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	Business Case


The program manager documents this information in the Business Case. 

Define Project Organization

It is important to understand the specific organization of a project, as well as the organizational context the project will be working within. As a result of this task, the program manager, with input from the project manager, produces a project organization chart. The organization chart should include a definition of responsibilities and the reporting and communication lines between all parties involved in the project. 
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The standard project organization (depicted below) illustrates a high level view of project reporting and communication lines within the organization. It should be used as a starting point and modified to meet the specific needs of the project.

The program manager documents this chart in the Project Organizational Chart.
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	Project Organizational Chart


Identify Project Team

Identification of critical resources needs to occur as early in the Planning Process as possible. The following steps guide the accomplishment of this task. 
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	This task cannot be completed until resource requirements are identified in the Identify Resource Requirements task of the Project Schedule/Budget activity.
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	Roles Matrix Guideline


Identify Steering Committee 

Most projects, especially large or critical projects, have a senior management team that guides and is accountable for the project and gains management commitment. Senior managers with a significant interest in the successful outcome of the project should be properly represented. The Steering Committee also should involve client management. The program manager, under the guidance of senior management, normally appoints the Steering Committee.

Using the standard Steering Committee responsibilities, the program manager should modify the responsibilities to meet the needs of the project. Each member of the Steering Committee should understand his/her responsibilities and time commitment required for the project. The program manager should ensure they are committed to giving the project this time. The level of control the Steering Committee requires will dictate the frequency of the reviews.
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	For very large projects, there may be two types of Steering Committees: Executive Steering Committee and Working Steering Committee. The Executive Steering Committee would be comprised of senior managers who provide high-level consultation and have decision-making authority. They typically would not be involved with day-to-day activities. The Working Steering Committee would guide the project at a more detailed level.
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	Steering Committee Presentation


Identify Project Team Members

The program manager and project manager identify appropriate resources required for the project. The program manager and project manager will define time commitments required for the project during the Project Schedule/Budget activity. The program manager and project manager must ensure that the team members, and their managers, understand these time commitments. Once the roles, responsibilities, and time requirements for each activity are defined, individuals and/or organizations can be assigned and properly allocated to perform the activities. Individuals then need to be made available for their involvement on the project.
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	In identifying the project team members, program managers and project managers must work with resource managers to ensure they are meeting organizational objectives, in addition to project objectives. For example, if one of the organization's goals is to provide all developers with experience in Java programming, then a resource may be identified by a resource manager for a project to gain that experience. Also, resource assignment needs to be coordinated with resource managers because resource manager may know of others projects in completely different business areas that will need a particular resource’s skill.


Identify Subject Matter Experts (SME)

The program manager and project manager, with input from the team, identify any additional business or technical specialists required to implement or support the project. The program manager and project manager must clearly define the responsibilities of these resources and estimate the time required of these key resources over the duration of the project (and for support personnel, after the project has been implemented). The project manager should document the responsibilities to be performed by the key resources.

Refine Organization Chart

As a final step, the program manager should conduct a review of the project organization with the team to ensure that the proposed organization reflects all participants needed to achieve the project objectives.

Define Communications Strategy

The program manager and project manager define the project’s communications strategy, which involves identifying who needs to see what information. Information may need to be distributed to the Steering Committee, senior management, the project team, subject matter experts, clients, contractors and other internal or external personnel. Defining the communications strategy also involves determining which key project deliverables are communicated (e.g., objectives/scope, project schedules, work plans, project status reports, cost information, etc.). The program manager and project manager should define the communications strategy using the Communications Management Guideline.
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	Communications Management Guideline
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	Communications Matrix Template


Determine Communications Requirement 

The program manager and project manager, with input from the team, define the requirements by combining the type and format of the information required with an analysis of the value of that information. Information needed to determine communications requirements might include:

· Project organization chart and responsibilities,

· Organizations and disciplines involved in the project,

· Locations of the key individuals on the project or in the project organization, and

· External information needs (communicating with outside suppliers).

Document Assumptions and Constraints 

The program manager and project manager, with input from the team, then documents all assumptions and constraints that may have an impact on the communications strategy for the project.

Determine Communications Channels

The program manager and project manager, with input from the team, determine the communications channels (including technologies) required for information exchange between individuals. This may require the use of e-mail packages, databases, or project automated schedulers. The selection of communications channels is dependent on:

· Immediacy of the need for information — Is project success dependent on information being delivered quickly and efficiently?

· Availability of the technology — Are the systems already in place, or does the project need to build the infrastructure (specifically with e-mail or other LAN-based solutions)?

· Training and learning curve — Will extensive training and learning be required (specifically when using tools such as database packages and automated schedulers)?

Document the Communications Approach

The program manager and project manager document the communications strategy for the project in the Communications Matrix. It should include the following:

· Details on what methods will be used to gather the information and from whom.

· Details on what information (reports, data, schedules, etc.) will flow to whom, and what methods will be used to distribute the various types of information. This must be compatible with the responsibilities and reporting relationships defined in the project organization chart.

· Reason that each information flow will take place (what function will each information flow perform?).

· Detailed descriptions of each type of information to be distributed, including format, content, and level of detail.

· Details on when each type of information will be produced, procedures for providing input or corrections, and methods for accessing additional information.

· A method for updating and refining the communications plan as the project progresses.
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	Communications Matrix


Project Schedule/Budget
 

Overview

The Project Schedule/Budget activity includes the tasks necessary to create the project schedule and budget. Once the scope, goal, objectives, deliverables, and approach are identified during the Project Approach activity, the project manager can define and sequence required activities. Once dependencies are identified, and resources, hours, and duration estimated, the project manager can create a schedule. The schedule will enable the calculation of project milestones and end dates, as well as estimated costs and budgets. The project schedule includes scheduled activities at a high level for the entire project and at a detailed level for the next phase of the project. 
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Project Schedule/Budget consists of the tasks outlined in the diagram. The development of the project schedule and budget is an iterative activity during the Planning Process. It is also interactive with the Project Approach and Project Planning activities. Tasks in those activities impact the project schedule and budget. 

The following guidelines provide additional guidance related to the tasks in the Project Schedule/Budget activity.
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	Project Scheduling Guideline
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	Project Budget Preparation Guideline
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	Project Funding Guideline


Deliverables

The following table identifies the major deliverables that result from Project Schedule/Budget.

	DELIVERABLES

	Project Schedule Example

Timeline Example

Project Budget


Tasks

Refine the Project WBS

Guided by the project manager, the team completes the Work Breakdown Structure (WBS) for the entire project. The team examines the scope, objectives, and constraints of the project. The team refines the overall project WBS to remove/change/add activities and tasks to reduce or mitigate risks. The project manager also integrates milestones in the plan such that by tracking these milestones the project team and the business client have a clear view of the progress toward deliverables.
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	Milestones are significant events in a project and are used to monitor the project’s progress. Try to have at least one milestone per deliverable. 


The WBS should include the identification of major deliverables for all phases of the project. The WBS also should include a detailed breakdown of deliverables for the next phase and a higher-level breakdown of deliverables for subsequent phases. As part of this task, the team should record all assumptions and issues identified.

Identify Sequence and Dependencies

With the WBS fully developed and the lifecycle identified, the team can validate and sequence the project activities necessary to complete the project deliverables. Using input from the team, the project manager:

· Charts the sequence of activities and identifies the activity dependencies inherent in the project,

· Defines dependencies between activities of the same level (dependencies should be set at equal levels), and  

· Identifies and validates dependencies with any other projects.

Estimate Work Effort and Duration

With the WBS complete, the project team has a common understanding of what needs to be accomplished to compete the project. This information can now be used to develop a bottom-up estimate.  It is recommended to have the project team members complete the initial estimates. The team should estimate both the work effort (hours) and duration (time).  

It is important to communicate that this estimate will be revised during re-planning sessions at the end of each subsequent phase in the project lifecycle. The accuracy of the estimate will improve as the project progresses and more data becomes available. 

Identify Resource Requirements

Using the estimate for the overall project and specific activity estimates, the project manager defines initial resource requirements. Initially, the project manager estimates each resource type (e.g., the role or function) and the number of resources required rather than specific people or suppliers. Also, the project manager identifies other resources required for the project (such as facilities, equipment, tools, materials, etc.). 
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	On many projects, time commitment may be best determined by a resource. For example, a senior developer may be able to complete a task in 50 hours, but it would take a junior developer 75 hours. In many cases, the process of determining how long a task should take or how long a resource is needed is a communicative, iterative process that involves the potential resource, as well as that individual’s resource manager. 
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	Be sure to understand resource assignments in Microsoft( Project before actually assigning resources. Resource assignment in Microsoft( Project takes a considerable amount of time to set up and maintain. Be sure you have enough time, and a solid understanding of how resource assignments work in Microsoft( Project, before making the commitment to assign resources. For less experienced users, it may be less time consuming and easier to capture resource information in a generic field (e.g., generic text or number field).


Create Project Schedule

Beginning with the work breakdown structure and the project lifecycle, the sequenced and estimated activities, and the Initiating schedule, the team develops a schedule for the remainder of the project. The project schedule should include the following components:

· Project Work Breakdown Structure (WBS),

· Activity constraints (e.g., must start on, must finish on, etc.),

· Activity dependencies (e.g., predecessors and successors),

· Estimated effort (work) and duration,

· Scheduled start and finish dates for each activity, and

· Resources assigned to each activity.  

By building the schedule with the above components, the project manager can determine the earliest possible project completion date. Additionally, the logic built into the schedule (constraints, dependencies, estimates) will enable the scheduling tool (e.g., MS Project) to effectively monitor progress of the schedule. 
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	Project Scheduling Guideline
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	For larger multi-phase projects, sufficient information might not be available to support development of a detailed schedule for the entire project. A rolling-wave approach towards planning will allow the completion of a schedule for the entire project. For example, with a large software development effort, the project manager may put together a detailed schedule for the Requirements phase, and a higher-level schedule for the remainder of the work. When the Requirements phase is completed, the project manager can more accurately estimate the remaining work based on the additional information gathered.
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	Project Schedule Example
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	Timeline Example


Establish Project Budget

On the basis of the initial Project Schedule, and the estimate provided in the Business Case, the program manager and project manager consider the following costs (examples follow).

· Human resources – internal labor costs

· Contract services - cost of contractors and fees

· Contingencies – unforeseen costs

· Cost escalation – escalated costs associated with inflation

· Travel expenses – transportation, hotel costs, meals

· Infrastructure – existing telephone system or network architecture that must be changed 

· Facilities – required work spaces

· Equipment – PCs, servers

· Material – software 

· Team expenses – rewards and recognition activities

· Team training – software development training

· Outsource costs – cost of outsourcing a piece, or all of the project

· Regulatory expenses – building permits, cost of inspections

· Miscellaneous costs – props advertising the product (e.g., trinkets or tokens with product logo)

· Client training – client may require outside training for deliverable
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	Project Budget Preparation Guideline


As with the effort and duration estimate, it is important to document and communicate to all interested parties that this budget estimate for the overall project is preliminary. It is also important to communicate that this budget estimate is to be revised at the end of subsequent phases and that the accuracy will improve as the project progresses.

The program manager, with input from the project manager and subject matter experts, should develop cost estimates for the overall project and for each phase in multi-phase projects. Cost estimating also could include identifying and considering various costing alternatives for various stages of the project or specific deliverables (e.g., fixed price, time and materials). Cost estimates should cover all resource categories that will be charged to the project (e.g., labor, materials, supplies, etc.), in addition to special categories such as contingency reserves. 
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	Project Funding Guideline
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	Project Budget


Review Project Schedule/Budget

The program manager and project manager review the project schedule and the budget to ensure that the scope meets the business needs and that all standards are met. At a minimum, the factors to consider in the review include:

· Viability of proposed resources and allocation – availability of skills/resources.

· Estimating assumptions (and associated contingency) – e.g., all resources are available for required duration of tasks.

· Critical path analysis – examine all tasks upon which the end date is dependent, and ensure resources and durations are adequate to complete on time.

· Milestone dates for deliverables – dates when important deliverables are complete (often triggers the start of following phase).

· Project risks/dependencies – e.g., necessary resources unavailable due to other business priorities.
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	At this point, the project manager may want to document any lessons learned or process improvement recommendations for reference during the Planning Process assessment.


Project Planning 

Overview

The Project Planning activity, in parallel with the Project Approach activity, will continue the detailed analysis of the project and how it will be accomplished. It is one of three activities in the Planning Process that work together to produce planning deliverables, which include the Project Schedule and Project Budget. Many tasks in this activity address information that will serve as tools for the management of the project, such as the initial risk assessment and the definition of key project-level control processes.
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Project Planning

The Project Planning activity consists of the tasks outlined in the diagram. Tasks within the Project Planning activity are iterative and there is interaction between these tasks and tasks within both the Project Approach and Project Schedule/Budget activities. 

Deliverables

The following table identifies the major deliverable that results from Project Planning.

	DELIVERABLE

	Project Phase Kickoff Presentation

Project Schedule Example

Project Budget
Project Plan


Tasks

Identify Project Constraints

The program manager and project manager, within input from the team, identify constraints, specific limitations, or exclusions within which the project must operate. Because constraints are typically “given” to a project, the team has limited ability to change them. The following list identifies various types of constraints with corresponding examples:

· Business/legal constraints – pre-existing partnership with a vendor

· Environmental/regulatory constraints – EPA regulations

· Organizational/resource constraints – resistance to change, limited number of development resources, priority conflicts

· Cost constraints – hardware spending freeze

· Technical constraints – must interact with existing software and hardware

· Schedule/timing constraints – upgrade must be completed before loss of support

The program manager includes this information in the Project Phase Kickoff Presentation.

Identify Project Dependencies

The program manager, with input from the team, identifies and documents dependencies to other related projects currently underway. The program manager identified high-level dependencies during the Opportunity Assessment and Initiating Processes, but other dependencies may surface as more project details are defined. Projects or systems may have interdependencies due to any of the following situations:

· Projects/systems share information,

· Logical sequencing exists (e.g., one project, or part of a project, must be complete before another project can start),

· Projects/systems have a common client base,

· Project/systems share program level goals,

· Projects/systems share or impact resources,

· Projects/systems share the same code base,

· Projects/systems share or impact technologies, or

· Projects/systems support organizational level goals.
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	Dependencies can include anything, internal or external to the project, that the project is dependent upon in order to finish successfully. Some examples of dependencies follow:

· The final deliverable must integrate with another project. Therefore, the project cannot be considered complete until the related project is complete.

· The final deliverable will use software or hardware that is purchased by an outside source.

· An external vendor is developing a key piece of the project. The project cannot be considered complete until this piece is included.

· The project has requirements for external projects/departments (i.e., database requirements).  Until these requirements are met, the project cannot move forward.


The program manager should document project dependencies in the Project Phase Kickoff Presentation.

Identify Project Assumptions

The team records and validates any assumptions that are made in defining the scope of the project. Assumptions are items the project team believes to be true as a basis for the project. Assumptions may be related to resource availability, consistency of support from another area, as well as other factors. Some examples of assumptions include:

· All necessary resources will be available for the required duration.

· All resources will have the required skills, or will receive appropriate training, to complete their tasks.

· The business area will be responsible for training on the new application.

· An external vendor will be responsible for testing the application.

Each assumption should have a corresponding risk, which addresses mitigation strategies, if the assumption is proved false. For example, the project manager may assume “all necessary resources will be available for the required duration.” If this assumption is false and the resources are not available, there is a risk to the project’s success. Risks should be documented in accordance with the Risk Management approach.

The program manager should document project dependencies in the Project Phase Kickoff Presentation.

Identify Project Risks 

Although the program manager identified high-level project risks during the Opportunity Assessment and Initiating Processes, other risks may be identified as more project details are defined. The program manager and project manager record any potential risks that may be encountered during the project, along with appropriate mitigation strategies. Risks can be initially identified through meetings with the team, sponsor(s) and stakeholders. The team should analyze each risk and assign priorities according to an agreed-upon hierarchical ranking (i.e., 1-5). The priority is determined by comparing the impact of the risk and probability of occurrence. The team should determine a mitigation strategy for each risk. 
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	Risk and Response Log


Once the team identifies and communicates initial risks, the project manager should continually manage risks throughout the project lifecycle. The method of identifying and managing these risks should be communicated to the project team. As new risks are identified, the process of analysis and mitigation should continue, and the status should be communicated.  

Some examples of risks include:

· Required resources are not available for the necessary duration and at the necessary percentage of time,

· Available resources do not have necessary skills,

· Other projects cause changes to existing infrastructure (e.g., databases, software),

· Other projects not completed on time,

· Business unit representatives are not appropriately committed to the project, and

· Packaged software is incompatible with existing infrastructure.
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	Risk assessment is crucial at the beginning of a project. However, it is important to periodically assess risk at key project junctures to see how risk is changing throughout a project. Risk normally decreases as a project progresses because more activities are completed and “unknowns” are reduced. If risk is not decreasing as the project moves forward, this may be a warning signal that something has changed or a risk has not been properly mitigated.


The program manager documents this information in the Risk and Response Log.

Determine Management Approaches

The objective of this task is to ensure that all processes required to carry out and control project work are established. It needs to be accomplished in a manner that identifies all necessary processes, defines appropriate and/or required standards, identifies appropriate tools, and defines required performance levels and tolerances.

Tolerances are acceptable deviations from the main objectives – scope, quality, cost and time. For example, the project may have a tolerance of 10% of its budget (e.g., the project may spend 10% more money than planned). 

Tolerances should to be established and agreed to by the Steering Committee. If a tolerance is exceeded, or there is a strong possibility that it will be exceeded, the program manager or project manager must alert the Steering Committee. 

Tolerances may be established for:

· Actual elapsed time vs. estimated elapsed time

· Actual effort vs. estimated effort

· Actual cost vs. estimated cost

· Actual resource availability (personnel and material) vs. planned availability

· Actual deliverable quality vs. planned quality.

There are a number of knowledge areas that must be managed simultaneously and interactively throughout the project. A knowledge area is a way of organizing related processes, tools, etc. Each of these knowledge areas should be managed throughout the planning process. The program manager and project manager should define an approach for each area, but must define an approach for the time, cost, and risk areas. 
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	An additional knowledge area related to project management, but targeted more at an enterprise level (versus an individual project level), is knowledge management. Knowledge management combines people, process, and technology to share information to gain competitive advantage. Knowledge management includes processes such as establishing a knowledge strategy, knowledge elicitation and transfer, and building intellectual capital. If a department-level knowledge management program exists, be sure to follow the associated processes and procedures.

Knowledge management within a particular project typically is managed through the Project Information Management processes. Contributions to knowledge management systems, such as lessons learned databases and estimating databases are addressed in the Closing Process.


The following sections describe the nine project management knowledge areas in more detail. Each of the following sections contains:

· A management guideline that additional information on the approach and activities for that knowledge area and 

· An outline of the major activities to consider in managing and controlling the project work. 

After the program manager and project manager define the management approaches for applicable knowledge areas, the project manager should communicate each defined approach to the project team. 
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	Be sure to include any additional activities that these plans create in the Project Schedule. For example, if formal quality reviews are required for the project (as outlined in the project’s quality management approach), be sure to add the reviews to the Project Schedule.


At the completion of this task, the team should conduct a quality review of the management approaches. The purpose of the review is to ensure that the proposed processes and procedures will enable the project to proceed successfully and provide sufficient control based on the size, complexity, risk and tolerance of the project. 
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	Knowledge Area Matrix


Integration Management

The purpose of the Integration Management is to ensure that the various elements of the project are properly coordinated. Specifically, integration management addresses:

· Issues Management,

· Change Management, and

· Project Information Management.

Issues Management. One specific process within integration management is the management of project issues. Documenting and managing issues begins during the Initiating Process and continues through the Planning Process where the issues management approach is documented for the remainder of the project. Some of the issues that arise during the course of a project have significant bearing on the project, while other issues will be of little consequence. The program manager and project manager should determine the issues management approach and document, if applicable, in the Project Phase Kickoff Presentation.
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	Integration Management Guideline


The issues management process identifies issues that arise on the project and defines a mechanism to resolve issues. At a minimum, the issues management process should include the following:

· Identification of the issue,

· Assessment of the impact of the issue,

· Prioritization of the issues,

· Resolution the issue, and

· Tracking of all issues from the Initiating Process through the Closing Process.

Issues that have an owner and associated response dates are sometimes referred to as action items. Action items that are related to the project should be tracked in the same Issues Log.
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	Issues Log


The project manager summarizes the issues management approach in the Project Phase Kickoff Presentation, if applicable. 

Change Management. Change management provides a systematic way to identify, document, and manage changes to previously approved scope, schedule, or costs. The project manager implements change management after the scope, schedule, and costs are baselined at the Planning Approval checkpoint. The program manager and project manager should determine the change management approach and document, if applicable, in the Project Phase Kickoff Presentation.
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	Integration Management Guideline
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	Change Control Management Guideline


At a minimum, the change management procedure should include the following:

· Who is authorized to submit requests for change,

· Establishing baselines for the deliverable(s) (i.e., the specific listing of deliverables),

· Identifying changes,

· Assessing the impact of the change,

· Authorizing each change (or decision not to make the change), and

· Tracking all changes from request through completion of change.

Consider applying change control to:

· Project Scope,

· Project Schedules,

· Project Cost,

· Software Configuration (for software development projects),

· Requirements, and

· Project Deliverables. 
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	It is probable that different levels of change control are appropriate to different levels of deliverables. For example, borrowing from the construction industry, during the construction of a warehouse, a request to change the number of electrical outlets in the building’s lobby would require a different level of change control than a request to change the load limit on the roof.
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	Change Control Management Guideline
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	Request for Change (RFC)
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	Change Log
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	Benefits and Costs Checklist
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	Impact Analysis Checklist


For larger projects, the project manager may want to identify a more formal change control board. The change control board, which is responsible for authorizing project changes, may be a unique group of managers and stakeholders. Another option would be to assign change control responsibilities to an existing committee, such as the Steering Committee.

The project manager summarizes the change management approach in the Project Phase Kickoff Presentation, if applicable. 

Project Information Management. Project information can be stored and shared in a variety of ways including manual filing systems, electronic databases, shared electronic folders, and the Intranet/Internet. Project information management defines the mechanisms that will be used to store, control, and share project information (e.g., Project Notebook). The program manager and project manager should determine the project information management approach and document, if applicable, in the Project Phase Kickoff Presentation.
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	Integration Management Guideline
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	Project Documentation Naming Conventions and Repository Guideline


At a minimum, the project information management procedures should address:

· File naming conventions,

· Documentation storage location(s),

· Version control,

· Information owners, and

· Information management flows.

The project manager summarizes the project information management approach in the Project Phase Kickoff Presentation, if applicable. 

Scope Management 

Managing the scope of the project is one of the most important aspects of project management. Once requirements are clearly defined, project scope control procedures are implemented to control the addition or deletion of work to the project activities and assess the impact of any requested change. These procedures ensure changes affecting the scope can be identified, analyzed, and effectively addressed. Effective scope management and control helps maintain the accuracy of cost, time, and resource estimates and allows the project team to control the project’s scope, cost, schedule, and quality.

Effective scope management includes procedures for Scope Planning and Definition, Scope Baselining, and Scope Change Control. Scope was defined in the Define Project Requirements task as part of the Project Approach activity. The program manager and project manager should determine the scope management approach to address changes to scope and document, if applicable, in the Project Phase Kickoff Presentation.
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	Scope Management Guideline


At a minimum, the scope management approach should address scope baselining and scope change control.

Scope Baselining. As part of the Planning Approval checkpoint, the approved scope of the project is set as a baseline. The baseline represents the original plan for the project. The following definitions apply to project baselines:

· Current Project Plans = Baseline + Changes Since Last Update

· Current Baseline = Original Baseline + Major, Formal, Approved Changes
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	It is essential that all changes to the baseline are documented and communicated to the project organization.


Scope Change Control. As the project progresses, increased understanding in the project work could result in changes to the project or activities and changes to the project’s requirements and deliverables. Scope change control is part of the project’s integrated change control management approach.
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	Change Control Management Guideline


The project manager summarizes the scope management approach in the Project Phase Kickoff Presentation, if applicable. 

Time Management

The program manager and project manager determine the mechanisms that will be used to monitor and control progress against the schedule. As part of this task, the program manager and project manager define the control required on the Project Schedule. Schedule control should define frequency of updates (e.g., weekly, bi-weekly, etc.) and information collected (e.g., actual hours, remaining hours, etc.). The program manager and project manager should determine the time management approach to address changes to the schedule and document the approach in the Project Phase Kickoff Presentation.
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	Time Management Guideline


Procedures should be defined for:

· Schedule baselining,

· Schedule progress reporting,

· Time and effort tracking, and

· Individual team member progress updates.

Schedule Baselining. As part of the Planning Approval checkpoint, the approved Project Schedule is baselined. The baseline schedule represents the original plan for the project. The following definitions apply to project baselines:

· Current Project Plans = Baseline + Changes Since Last Update

· Current Baseline = Original Baseline + Major, Formal, Approved Changes
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	It is essential that all changes to the baseline are documented and communicated to the project organization.


Schedule Progress Reporting. There are many ways to “take credit” for progress. For example, resources could report percent complete, work remaining, or estimated finish dates. Depending on the size of the schedule, specific activities, or number of resources, the schedule progress may be reported using a variety of methods. The project manager must define and communicate how the team will record progress for completion of activities and deliverables. 

Time and Effort Tracking. The project manager is responsible for ensuring that team members update the time reporting system with their time. Additionally, the project manager defines the project-specific procedures that will be used to collect the actual schedule data and update the Project Schedule. These procedures include identifying who will be responsible for updating the schedule (the schedule owner) and reporting on progress. The project manager typically is responsible for maintaining the schedule, but the responsibility could be delegated to a project team member.

Individual Team Member Progress Update. The project manager identifies how team members and/or subject matter experts are expected to send schedule data and when they need to submit the information. These submittals may take the form of one or more of the following:

· E-mail messages,

· Paper timesheets,

· Project timesheets (automated), or

· Spreadsheets.

The project manager should be sure to include this type of information in the project’s Communications Matrix.
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	Project Scheduling Guideline
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	Project Schedule Example


The project manager summarizes the time management approach in the Project Phase Kickoff Presentation. 

Cost Management

The program manager and project manager determine the mechanism to be used to evaluate, monitor and report cost information for the project budget and for any ongoing or close down costs. The program manager and project manager should determine the cost management approach to address new costs, as well as changes to the budget. The project manager should summarize this approach in the Project Phase Kickoff Presentation.
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	Cost Management Guideline


Processes and procedures should be established for:

· Cost forecasting, 

· Cost budgeting, and 

· Cost controls.

Cost Forecasting. This is the process of developing future trends along with the assessment of the risks and uncertainties that could occur during the project.

Cost Budgeting. This is the process of establishing budgets, standards, and a monitoring system for measuring and managing the investment costs of the project. The initial Project Budget was developed as part of the task Establish Project Budget task included in the Project Schedule/Budget activity. 
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	Project Budget 


Cost Controls. These are the processes of gathering, accumulating, analyzing, reporting, and managing the costs of the project on an ongoing basis. The program manager and project manager define project-level cost change control procedures to manage changes to the cost baseline. These procedures include the paperwork, tracking procedures and approval levels for authorizing changes. These procedures should be integrated with the integrated change management procedures for the project.

The project manager summarizes the cost management approach in the Project Phase Kickoff Presentation. 

Quality Management

In Planning, it is important to document the quality approach for the project. The program manager and project manager should determine the quality management approach and document, if applicable, in the Project Phase Kickoff Presentation.
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	Quality Management Guideline
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	Software Quality Assurance Plan Guideline


At a minimum, a quality approach should be documented for the overall project and for each phase of the project. Quality planning should be done in parallel with other planning processes such as scope definition, project scheduling, and risk analysis.

The quality approach sets out the specific quality practices, resources and activities relevant to the project and its deliverables. The approach should include:

· Quality management strategy,

· Quality assurance procedures, and 

· Quality control procedures.

The quality approach, documented during Planning, should be at a high level (i.e., for the overall project).

Quality Management Strategy. To determine the quality management strategy, the program manager and project manager determine the quality objectives, identify the key deliverables for the project or phase, and determine the quality attributes and criteria. 

The quality objectives are the specific quality measurements and procedures that must be in place to ensure the appropriate quality goals are met (i.e., fitness for use, fitness for purpose, conformance to requirements, and client satisfaction).

Key deliverables are the deliverables that need to be specifically managed and monitored for quality. In most cases, this does not include all the deliverables.

The quality attributes are properties that need to be present for the deliverable to be considered complete. These attributes also need to be measured for quality to be assessed. Examples of attributes include functional specifications and usability.

Quality Assurance Procedures. Quality Assurance is the evaluation of overall project performance to ensure that the project's Quality Planning and Quality Control procedures are working, and to ensure that the project will satisfy the relevant quality standards. For the current process, the project manager outlines the strategy for the quality assurance procedures to be used.

Quality Control Procedures. These are the procedures and activities necessary to ensure that the project's deliverables meet the quality objectives, attributes, and criteria defined in the quality plan. For the current process, outline the strategy for the quality control procedures to be used.
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	Audit Procedures  
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	Inspections Procedures 

	[image: image131.png]



	Management Review Procedures  
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	Software Code Peer Reviews Procedures  
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	Technical Review Procedures 
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	Walkthrough Procedures  


The project manager summarizes the quality management approach in the Project Phase Kickoff Presentation, if applicable. 

Human Resources Management

The program manager and project manager determine the processes to be used to direct and coordinate human resources throughout the life of the project. The program manager and project manager should determine the human resources management approach and document, if applicable, in the Project Phase Kickoff Presentation.
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	Human Resources Management Guideline


The program manager and project manager should establish management processes for:

· Project staff acquisition, 

· Project team administration, and 

· Project team management.

Project Staff Acquisition. These are the procedures necessary for negotiating and obtaining the human resources needed (individuals and internal/external groups) assigned to and/or working on the project’s activities.

Project Team Administration. This involves the process of providing formal guidance and control to the project team. In addition to resource planning, defining role descriptions, and identifying/recruiting resources, team administration processes should include:

· New team member orientation,

· Team operating guidelines, 

· Team training, 

· Project evaluations, and

· Rewards and recognitions.
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	Team Member Evaluation


Project Team Management. These are the procedures the project manager uses to manage the work being directed to the project team. This may include:

· Leadership,

· Team building, motivation and decision making,

· Team reward system(s),

· Conflict management, and

· Team communication.

The project manager summarizes the human resources management approach in the Project Phase Kickoff Presentation, if applicable. 

Communications Management

The program manager and project manager determine the procedures to be used to ensure the effective and efficient organization and control of project information. During the Project Approach activity, the program manager and project manager determined the communications strategy that identified who needs to see what information. The program manager and project manager should determine the communications management approach and document, if applicable, in the Project Phase Kickoff Presentation.
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	Communications Management Guideline
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	Communications Matrix


Based on the communications strategy that was established in the Project Approach activity, the program manager and project manager should refine the project communication and information distribution processes.

Project Communication Process. This process defines how the information is managed and communicated to the audience, how often the information is communicated and who is responsible for communicating the information.

Information Distribution. This involves making project information available to the project organization in an efficient manner. It includes implementing the communications approach, as well as responding to unexpected requests for information.
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	Typically, a project team meets on a weekly basis to provide updates and discuss issues.
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	Team Member Status Reports
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	Project Status Reports
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	Executive Status Reports
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	Quarterly Operations Review
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	Meeting Agenda
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	Meeting Notes


The project manager summarizes the communications management approach in the Project Phase Kickoff Presentation, if applicable. 

Risk Management

The program manager and project manager determine the mechanisms to be used to identify, analyze and respond to risk throughout the life of the project and in the best interest of its objectives. For Planning, the identification of risk and its countermeasures should focus on the risk for the overall project, as well as the specific risks for the phase. The project manager also should keep a log of identified risks and their outcome. The program manager and project manager should determine the risk management approach and document the approach in the Project Phase Kickoff Presentation.
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	Risk Management Guideline


Procedures should be established for:

· Risk identification, 

· Risk impact analysis, 

· Risk response development, and 

· Risk control procedures.

Risk Identification. This is the process of identifying all possible risk events that may have an impact on the project. They are typically classified according to their cause, source or area of impact, and ranked accordingly.
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	Risk and Response Log
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	It is important to find the proper balance with risk assessment. Too often, project managers either do not consider risk at all or they over analyze risk to the point of overkill.


Risk Impact Analysis. This is the process of examining the nature of individual risks, as well as interdependencies. It includes assessing the impact severity, probability of risk occurring, and the resulting changes to the project variables – scope, quality, cost and the plan.
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	The main focus of risk analysis is to determine which risk situations warrant a reaction. However, this process must be done with care because although mathematical analyses can be precise, they may give a false sense of accuracy.


Risk Response Development. This is the process of developing risk management strategies for the project, including assigning responsibility within the project organization. This includes plans for mitigation, deflection and contingency planning.
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	Risk and Response Log


Risk Control Procedures. This is the ongoing process put in place for the life of the project to monitor, review, and update the risk management procedures. This ongoing process will typically show that some risks are greater in some phases of the project than others.
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	Many “risks” will turn into “issues,” which in turn may evolve into “changes.” It is very important to keep logs for risks, issues, and changes.


The project manager summarizes the risk management approach in the Project Phase Kickoff Presentation. 

Procurement Management

Activities associated with procurement must follow existing state procurement guidelines and procedures. Additional procurement information can be found in the Procurement Management Guideline.
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	Procurement Management Guidance
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	Procurement Management Guideline


The procurement management approach should address:

· Initial investigation, 

· Purchasing strategy, 

· Implementation plan, and 

· Ongoing vendor/contract management.

Initial Investigation. These are the procedures that the program manager (or delegate) will use to identify the vendors who will supply the products and services that are required by the project. These procedures may include using detailed Requests for Information/Requests for Proposals (RFIs/RFPs) to identify potential suppliers of design and construction services.

Purchasing Strategy. These are the procedures that the program manager (or delegate) will use to analyze the services and/or materials identified during the initial investigation. This includes:

· Evaluating materials and/or services from a “short list” of vendors in order to obtain detailed proposals,

· Conducting an evaluation of the fit of the selected of the selected materials and/or services, with the refined requirements of the project, and 

· Determining if a purchased solution meets the selection criteria.

Implementation Plan. This task finalizes the selection process and initiates the procurement of the products and/or services to be purchased. The objective of the implementation plan is to prepare and present a recommendation of a business case. It needs to be accomplished in a manner that details the evaluation of specific vendor supplied products/services, defines the costs and implementation issues for the products/services, and supports the benefits the products/services would provide. 

Ongoing Vendor/Contract Management. These are the procedures that are used to ensure that the vendor’s performance meets the contractual requirements or agreed upon service level agreements. For projects with multiple vendors and/or contractors, a key aspect is managing the interfaces among the various organizations working on the project.

The project manager summarizes the procurement management approach in the Project Phase Kickoff Presentation, if applicable. 

Determine Change Enablement Approach (if applicable)

Change enablement refers to change that needs to happen in an organization as a result of the project (not change management of the documents, issues, etc.). Change enablement is the methodology that integrates change and the ability to adapt into an organization. It is a systematic approach that incorporates communication, training, and rewards into a process that helps an organization move from a current state to some desired future state through effective change processes.

For larger projects, that would require changing an organization, the project manager should determine the change enablement approach. To implement change in an organization, the program manager should develop an approach that aligns with the organization’s existing change enablement process.

Create Project Plan

Combine the project information gathered and combine it with the selected detailed management approach for each of the Knowledge Areas and document the Project Plan.
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	Project Plan Template


The Project Plan is the primary deliverable from Planning. It details the entire plan for the Executing/Controlling and Closing processes. 

The Project Plan format may vary based on the size, complexity, etc. of the project and the detail needed for the project. 

For small projects, the Project Plan may be a simple single document, while for larger, complex projects, the Project Plan may be an index to a series of separate documents and plans.

The Project Plan becomes final upon approval by the Project Sponsor, Project Owner (if separate from Project Sponsor) Project Team Leader, Project Manager and Project Team. 

The Project Plan is a living document that must be under configuration control. As changes to the project occur, the Project Plan must be updated to reflect the changes.

Planning Approval

Overview
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The Planning Approval checkpoint focuses on ensuring the completeness of information submitted to support management decision-making. The checkpoint ensures that the review receives the proper follow-up and that the organization understands and accepts the commitment to proceed with the project.  The decision to proceed with the project is made at this checkpoint. The Planning Approval checkpoint consists of the tasks outlined in the diagram.
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	PM Approval Checkpoints Example 


Deliverables

The following table identifies the major deliverables that results from Planning Approval.

	DELIVERABLES

	Requirements Specification (Baselined)

Project Schedule Example (Baselined)

Project Identification Document

Project Charter

Project Plan

Communications Matrix

Project Budget (Baselined)

Business Case (Baselined)


Tasks

Finalize Project Documentation

The program manager and project manager update the project documentation with the information developed during the Project Approach, Project Schedule/Budget, and Project Planning activities. Project documentation includes the following:

· Project Initiation Document 

· Business Case
· Requirements Specification
· Project Schedule
· Project Budget
· Communications Matrix  

· Issues Log – Include issues identified during the Initiating and Planning processes.  

· Vendor Statements of Work (as appropriate)

Prepare for Planning Approval Checkpoint Review

Throughout the Planning Process, the program manager and project manager should be discussing the project (i.e., building awareness, gaining consensus). When all the elements for Planning approval are compiled, the program manager submits project documentation to the senior management team for review. In addition to submitting documentation, this task also involves preparing responses to anticipated issues and/or concerns.
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	PM Approval Checkpoints Example 
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	Discussions occur throughout all phases of a project, from beginning to end. The program manager and project manager should be sure to include the project sponsor, key stakeholders, and key managers in the discussion process.


Obtain Approval to Proceed
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	Management Review Procedure


During the Planning review and approval process, management determines if the project should proceed with the Executing/Controlling process. To support the management decision, a comprehensive package of information must be assembled that enables the following:

· Agreement on the scope of the project,

· Agreement on the overall approach and schedule for the project,

· Agreement on the project organization,

· Commitment to making the necessary resources available for the project,

· Commitment to the approach and schedule for the project,

· Agreement to the control procedures defined for the project,

· Confirmation that the Planning Process is complete,

· Agreement on the budget, and 

· A decision as to whether to commit to and authorize the project and proceed with work.

Results of the review will include one of the following:

Go

7. Approved – The project is approved to continue into Executing/Controlling.

8. Conditional Go – This allows the project manager to begin Executing/Controlling activities immediately while the project was receiving formal consideration to proceed. Proceeding under a “Conditional Go” does have inherent risks, and the project sponsor and project manager should understand these risks. (For example, the project continues, and time, effort and money are spent, and the decision is made not to proceed with the project.)

9. Pending – If a project is required, but cannot be committed to due to resource issues or other conflicting priorities, the project can be considered “pending”. This means that everyone agrees to the need for this project, but the planning will not begin until such time as all resources are available.

No Go 

3. Not Approved – The project has been cancelled. No further project work should be performed.

4. Rework Required – The review has identified deficiencies in the project planning documentation that requires the attention of the program manager, project manager, project sponsor and possibly the project team. The appropriate documents will be re-routed for review when the program manager has addressed the issues.

Follow-Up after Planning Approval Checkpoint Review 

The management team reviews information in the project documentation for accuracy and completeness. The program manager, project manager, and project team complete any follow-up activities resulting from the review and the program manager updates the appropriate documents with any changes resulting from the review.

If approval is given for the project to proceed, the senior management team and project sponsor authorize work on the project to continue with the Executing/Controlling Process. As a final step to this task, the program manager adds the approved documents to the project repository.
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	PM Approval Checkpoints Example 


If the decision is not to proceed with the project, the program manager should document the rationale for the decision not to proceed and close the project in the project database. The program manager also should communicate the decision to stakeholders and impacted resources and take appropriate measures to ensure the work is not continued.

Commit to the Project

The program manager obtains resource and funding commitments to the project from the appropriate authority.

Resources - Obtain appropriate commitment for the required resources to the project for the Executing/Controlling process.   

Funding - Obtain the funding commitment from the appropriate authority to continue with the project.

Process Closure
 

Overview

The Process Closure activity ensures the Planning Process successfully developed the necessary information to support management decision-making and properly closes the Planning Process following the Decision Control Point. Success in this context doesn’t necessarily mean that the project was approved to proceed. A “no go” decision requires just as much quality information. The activity also supports continuous improvement of the Project Management processes by documenting and collecting lessons learned.

Process Closure consists of one major activity: Assess the Planning Process. This activity is necessary for both a “go” and “no go” decision.  In the case of a “no go,” this assessment may help determine deficiencies in the process.
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	Continual improvement is a critical element of project management processes. This step is incorporated within each of the processes to ensure feedback on lessons learned and input of recommendations to improve overall understanding, value, effectiveness and efficiency.


[image: image270.wmf]Planning

Planning

Project Approach

Process Start Up

Project 

Schedule/Budget

Project Planning

Process Closure

Planning Approval

q

Assess the Planning Process

q

Assess the Planning Process


Deliverables

The following table identifies the major deliverable that results from Process Closure.

	DELIVERABLES

	Lessons Learned (Planning)


Tasks

Assess the Planning Process

The program manager conducts a Management Review and lessons learned discussion with resources involved in the Planning Process. The program manager should conduct this assessment with the project team in an environment that supports the open sharing of information by all team members. The team should assess the Planning activities and identify successes, as well as areas for improvement. The program manager also should gather input from stakeholders to add additional value to the assessment. This task is necessary for both a “go” and “no go” decision. In the case of a “no go,” this assessment will help determine deficiencies in the process.

Following the discussion, the program manager should document the lessons learned. This deliverable is expanded during each process and finalized at the close of the project. 
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	Management Review Procedure
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	Lessons Learned Guidelines
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	Lessons Learned


Executing/Controlling Process

Overview

During a project, the focus in the Executing/Controlling Process should be on carrying out the work planned and measuring project performance to identify variances from the plan. Executing manages the scope of the work to be done and the communication of the ongoing status of the project, while Controlling identifies variances from the plan, monitors quality results, controls progress against the plan, controls changes throughout the project, assesses and responds to the project risks, and communicates the ongoing status of the project. This process also includes taking preventative action in anticipation of potential problems and implementing corrective action. 

[image: image271.wmf]Sample Work Breakdown Structure (WBS)

1.0

SD Project

1.0

SD Project

1.1.1

Options 

Analysis

1.3.1

High

-

Level Design

High

-

Level Design

1.3.2

Detailed Design

Detailed Design

1.2.1

High

-

Level 

Requirements

1.2.2

User 

Requirements

1.2.3

Technical 

Requirements

1.4.1.1

Code 

Development

1.4.1.2

Code 

Verification

1.4.1

Module 1

Code

1.4.2.1

Code 

Development

1.4.2.2

Code 

Verification

1.4.2

Module 2

Code

1.4.x.1

Code 

Development

1.4.x.2

Code 

Verification

1.4.x

Module x

Code

1.5.1

Test Planning

Test Plan

1.5.2

System 

Validation

1.6.1

Documentation

Documentation

1.6.2

Training

Training

1.7.1

Deployment 

Preparation

1.7.2

Initial 

Deployment

1.7.3

General 

Release

1.0

SD Project

1.0

SD Project

1.1

Concept

CAD

1.1

Concept

CAD

1.2

Requirements

SRS

1.2

Requirements

SRS

1.3

Design

1.3

Design

1.4

Development

1.4

Development

1.5

Testing

1.5

Testing

1.6

Documentation 

& Training

1.6

Documentation 

& Training

1.7

Deployment

1.7

Deployment

1.8

Project 

Mgmt/Sys Eng

1.8

Project 

Mgmt/Sys Eng

 The Executing/Controlling Process is composed of eleven activities (Process Start Up, Integration Management, Scope Management, Time Management, Cost Management, Quality Management, HR Management, Communications Management, Risk Management, Procurement Management, and Process Closure) and a decision checkpoint (Client Acceptance). The diagram illustrates activities within the Executing and Controlling Process.
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	The Executing/Controlling process represents the majority of the project’s efforts, typically 75% of the total effort of the project. 
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	PM Process Checklists
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	Class C Project Checklist


With the exception of the Process Start Up and Process Closure activities, Executing/Controlling activities and tasks may be initiated and repeated at any point during a project phase, and tend to be very iterative in nature. There is no prescriptive step-by-step, sequential approach to their execution. This guide provides steps to be considered when each activity is engaged. 

Variances that jeopardize the project scope, schedule, cost, and quality precipitate adjustments to the plan. Those adjustments must be made in the appropriate steps of the Planning Process, and possibly the Executing/Controlling Process. The Planning and Executing/Controlling Processes are interactive and reiterative. The following diagram illustrates the interaction between the processes.
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The Project Management Institute’s Guide to the Project Management Body of Knowledge (PMBOK® Guide) identifies the following nine Project Management Knowledge Areas.  

· Project Integration Management

· Project Scope Management

· Project Time Management

· Project Cost Management

· Project Quality Management

· Project Human Resources Management

· Project Communications Management

· Project Risk Management

· Project Procurement Management

Many of the skills in these knowledge areas are employed throughout the Executing/Controlling Process. 

Executing/Controlling Process

The project manager may want to consider developing a Project Notebook to organize project documentation. The Project Notebook should pull together in one place virtually everything needed to understand the nature of the project. The Project Notebook also provides a uniform presentation of information, supporting consistency in review processes. The level of rigor applied to the Project Notebook, which can be electronic or paper-based, will depend on the size and criticality of the project. 

To help the project manager organize project materials, consult the Project Documentation Naming Conventions and Repository Guideline for a review of project documentation naming standards and structure for project documentation repositories.

Executing/Controlling Inputs

Project Plan

The Project Plan describes the project, the scope in terms of product, objectives, deliverables, and business case. It identifies project stakeholders and project influences (risks, assumptions, and constraints). The Project Plan also summarizes the project schedule, project budget, and management approach; it is supported by a detailed project schedule, detailed budget, Requirements Specification, Business Case, and other documentation necessary to effectively support executing and controlling. The Project Plan details the entire plan for the Executing/Controlling and Closing processes.

Requirements Specification
The Requirements Specification defines the requirements for the project. After the Planning Approval checkpoint review, the requirements are baselined and changes to the requirements should be managed using defined change management processes.

Project Schedule Example

The Planning Process must define, in detail, the work to be performed, what resources and associated time commitments are required for the project, and its phases. The Work Breakdown Structure (WBS) is the foundation for the schedule and documents deliverables to be produced as part of the project. The resource and time commitment estimates can be used to calculate end dates and costs. The Project Schedule provides the activities and schedule at a high level for the entire project, and it provides the detailed activities and schedule for the next phase of the project. The schedule is an iterative deliverable which is refined and revised throughout the life of the project. The project manager summarizes the Project Schedule in the project’s Timeline.

Project Budget
The Project Budget outlines all of the costs associated with the project, including labor, hardware, software, contracting fees, facilities, etc.

Business Case
The business case, which was started in Initiating, is refined as part of the Planning Process. The business case should identify the objectives of the project and the expected benefits to the organization, as well as the project costs and resulting return on investment. 

Support Expectations
The Support Expectations document defines, at an appropriate level, the support services required for the solution being developed. Support Expectations include the level and type of support required, a support timeline, and an estimate of the overall support needs.

Technical Evaluation
The Technical Evaluation documents the operational requirements for technology support. It facilitates common understanding of the hardware and software requirements that are used to prepare for and maintain end user availability.

Systems Diagram Example
The Systems Diagram depicts the network/system topology diagram that shows all affected systems due to the proposed project. This diagram is required as part of the Project Funding Process and describes the impact of the new or revised application/solution on the current systems.

Project Organizational Chart
The Project Organizational Chart depicts the project team members and oversight teams. The Project Organizational Chart includes a definition of responsibilities and the reporting and communication lines between all parties involved in the project.

Communications Matrix
The Communications Matrix documents the project team’s approach toward information distribution. It captures the analysis completed as part of communications planning and serves as a tool to guide the project team throughout the Executing/Controlling and Closing Processes.

Lessons Learned
As part of each project management process (or lifecycle phase), the program manager and/or project manager should review lessons learned. They should review lessons learned from previous processes and/or phases, as well as lessons learned from similar projects.

Executing/Controlling Outputs

Project Documentation

To assist in managing and controlling the project work, the team develops project documentation in accordance with management approaches. Project documentation includes status reports, as well as risk and change logs. The project manager should retain all relevant project documentation in the project repository. 

Deployment Strategy and Plan
The purpose of the Deployment Strategy and Plan document is to define a strategy and plan for the implementing the project solution. The strategy describes an implementation approach for the solution, while the plan identifies detailed schedule, resource, technical, and support information necessary for successful implementation of the solution.

Deliverables Acceptance
The client acceptance represents the final approval of the project’s deliverables. This deliverable is completed as part of the Client Acceptance checkpoint and Final Deliverable Review. 

Lessons Learned (Executing/Controlling)

At the conclusion of each project management process, the team documents lessons learned. This deliverable is expanded during each process and finalized at the close of the project.

Summary Of Executing/Controlling Activities

The Executing/Controlling Process summary introduces the activities necessary to coordinate and carry out the project work described and approved. This section contains a summary of each Executing/Controlling activity.

The Process Start Up activity begins the project work. Following Process Start Up, nine activities occur concurrently throughout the Executing/Controlling process to support the successful completion of the project and achievement of the scope, time, and cost objectives of the project. These on-going activities, many of which began during the Planning Process, are aligned with the PMBOK® Guide.

Integration Management
Issues Management

The project manager must proactively manage issues. Maintaining an awareness of issues can help prevent them from impacting the project. The project manager should conduct regular reviews of issues with the project team. When new issues are identified, the project team must document and assess the project issues. The project manager coordinates the management of issues and the Project Issues Log update within the Issues Management activity. Issues Management was defined during the Planning Process.

Change Control Management

The project manager must manage changes across the project using appropriate change control procedures. The Change Control Management activity ensures that any situation potentially requiring a change to the project is assessed and addressed appropriately. The project manager coordinates approved changes with Scope Management, Time Management, Cost Management, and Risk Management activities. Change Control Management was defined during the Planning Process.

Project Information Management

Project information management defines the mechanisms that will be used to store, control, and share project information (e.g., Project Notebook). The approach to Project Information Management was defined during the Planning Process.
Scope Management
The project manager conducts regular reviews to assess each project deliverable against the documented requirements. The project should produce only what is required to complete the project successfully, resulting in the deliverable being “signed-off.” This means the deliverable has been accepted. No additional work should be logged against that activity in the project schedule.

Time Management
The project manager conducts regular reviews to assess the project progress against the baselined project schedule. Schedule control procedures and milestone reviews ensure that the project’s activities are meeting the timing objectives of the project.

Cost Management
The project manager conducts regular reviews to assess the project progress against the baselined project budget. Cost Management tasks estimate, control, and analyze project costs.

Quality Management
The project manager, with input from the project team, determines and implements quality standards and procedures. Quality management includes the performance of quality assurance, as well as quality control reviews.

HR Management
Team Management

The project manager is responsible for managing and leading the project team.  The Team Management activity includes essential management tasks that will enable a project team to succeed and support the professional growth of the project team members.  

Business Interfaces Management

The program manager manages the interfaces with key business resources. This activity includes managing needs and expectations, as well as further defining business roles and responsibilities.  

Communications Management
During the Planning Process, a Communications Matrix was developed to respond to the many communication needs of the project. The project manager must implement the strategies defined in the matrix to enable the project team to share necessary information. The communications management process ensures this information is shared with key project stakeholders and participants using the most efficient communications channels. 

Risk Management
The project manager conducts regular reviews of project risks with the project team and maintains a watch for events that will trigger identified risks. Maintaining an awareness of risks will better prepare the project team to recognize the warning signs of an identified risk as well as identify new risks. When new risks are identified, the project team must analyze the risks following the procedures detailed in Project Risk Management approach. The project manager should coordinate management of risks and the Risk Log update within the Risk Management activity.
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	Risk Identification and Analyses are also part of the Planning Process. This is an example of how executing and controlling activities are inter-related with planning activities.


Procurement Management
The project manager is responsible for conducting ongoing vendor/contractor management. The project manager acquires, as required, outside resources to produce the end product(s) as part of the Planning Process. In Executing/Controlling, the objective of procurement management is to manage vendor resources during the course of the project.

Process Start Up

Overview
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The Process Start Up activity starts the project work. It gains agreement and commitment to the Project Schedule and approach from the project team, initiates the ongoing day-by-day execution of the project activities, and initiates the control processes.  

Once agreement has been reached to proceed with Executing/Controlling, it is important to make a successful start of the work on the phase. This is achieved by communicating the overall project and the detailed plans for the current phase to the project team. There may be new team members who need information on all aspects of the project and existing members who need to be brought up to date on the overall project. Project team members should understand the key processes for the project and how they are used, as well as their individual responsibilities. This will enable the project team members to work as a team for the success of the project. Process Start Up consists of the tasks outlined in the diagram.

Tasks

Coordinate Project Resources

The project manager coordinates the allocation of resources identified for the project during the Planning Process.
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	Roles Matrix Guideline


Prepare for and Conduct Implementation Kick-Off Meeting

The project manager prepares for and conducts the Implementation Kick-Off Meeting. The main objectives of the Implementation Kick-Off Meeting are to review the Project Schedule and approach with the team, review project assumptions and constraints, review project procedures, and validate assignments. Project team members from the business also should be participants in the Implementation Kick-Off Meeting to ensure they understand the project approach, to communicate their needs and expectations, and to accept their roles and responsibilities.
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	The scale of this task varies with project size and complexity. For small, low risk projects this may be an informal review. For larger projects, formal kick-off of the project should be considered to achieve a common understanding of the objectives of the project and to clarify the various participants’ roles. 
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	Project Phase Kickoff Presentation


Review Project Documentation with Project Team

The project manager must ensure that the team members have a common understanding of what the project is delivering. The project scope, including a description of the scope, objectives, and deliverables, and a complete understanding of the Work Breakdown Structure will give project team members a better understanding of how their tasks fit into the larger picture. A comprehensive review of the Project Schedule, including the logic used to build the schedule, will give the team members an appreciation for how their tasks impact other tasks in the project. The project manager, with input from the team, should refine elements of the Project Schedule, as appropriate.

Review Project Assumptions and Constraints 

The team should regularly review the project assumptions and constraints. If circumstances referenced in a constraint or assumption change, it could impact the success of the project.

Example

The project was scheduled with the assumption that a Senior Developer would be assigned to a specific task, but the project received a Junior Developer. The time and quality objectives of the project could be impacted.  The Project Manager must assess the situation and closely monitor progress.  

These reviews should be conducted as part of the team meetings, at a minimum. Awareness of these elements of the project by all team members will enable early identification of potential problems and the implementation of preventative action before the project is impacted.

Review Project Procedures with the Project Team

The project manager also ensures that all team members understand how they will operate as a team. The team members also should have a common understanding of the processes and procedures they will be following. As part of this task, the project manager should focus on management approaches, project-specific processes and procedures, and any tools and techniques that team member will use to accomplish the objectives of the project.

Validate Assignments 

Resources should have been assigned to each task of the Project Schedule during the Planning Process and the assignments coordinated to avoid over allocation. The project manager should validate these resource assignments to ensure an understanding of assigned tasks and an understanding of expectations. If an issue is identified, address it using the Issues Management procedures, which are outlined as part of Integration Management.  
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	Roles Matrix Guideline
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	PM Process Checklists
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	Class C Project Checklist


Begin Deployment Planning

The project manager begins developing the approach and plan for implementation of the project’s solution. This task includes describing an implementation approach for the solution, as well as identifying detailed schedule, resource, technical, and support information necessary for successful implementation of the solution. The implementation approach and plan are refined throughout the Executing/Controlling Process, as necessary.
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	Deployment Strategy and Plan


Integration Management

Overview
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The purpose of the Integration Management activity is to ensure that the various elements of the project are properly coordinated — consisting of the development and execution of project planning documentation, as well as integrated change control.

Integration Management consists of the tasks outlined in the diagram. Each of these activities has corresponding steps (or sub-tasks).

Deliverables

The following table identifies the major deliverables that result from Integration Management.

	DELIVERABLE

	Project Documentation

Issues Log
Requests for Change
Change Log


Tasks

Manage Issues

Documenting and managing issues begins during the Initiating Process and continues through the Planning Process where the Issues Management Plan is documented for the remainder of the project. During the Executing/Controlling process, the Issues Management activity identifies, assesses, and resolves issues that could impact the success of the project. Some of the issues that arise during the course of a project have significant bearing on the project, while other issues will be of little consequence. Effective issues management involves the appropriate level of management to make decisions on issues, and tracks progress on issues. The Issues Log is formally closed out with other project controlling documentation during the Project Completion Activity of the Closing Process.

Identify Project Issue

Throughout the course of the project, team members or stakeholders may identify an issue that is thought to affect the project. The team member or stakeholder should describe and log the issue, in accordance with the Issues Management Plan. The project manager makes the final determination on whether to pursue the issue. If necessary, the project manager may assign someone to conduct further research before assessing the issue.
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	Issues Log


Assess Impact of the Issue

Once an issue is identified, it must be assessed. The project manager, with input from the project team, should:

· Assess the impact of the issue to the project.

· Determine if the issue is within the scope of the project, or if it would cause the scope to be extended.

· Prioritize the issue.

· Estimate any additional work required to address the issue.

· Update the Issues Log with the result of the impact assessment, including the issue priority.

The project manager should consider the change control procedures while assessing the issue. Issue resolution could result in a required change to the project, especially with scope-related issues.

Determine and Implement Resolution

The project manager, with input from the team, decides if any effort should be expended on the issue. If the issue warrants effort, the project manager determines an approach to resolve the issue. The project manager allocates any resources required to resolve the issue. The project manager then updates the Issue Log with agreed action and monitors progress in resolving the issue. If resolution of the issue requires major changes to the project’s scope and/or key deliverables, the project manager engages the change management procedures. If the issue cannot be resolved at the project-level, the project manager should follow project escalation procedures.
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	Agencies should follow the prescribed escalation process defined within their organization.


Close Issue

As a final step, the project manager, or designated team member, updates the Issues Log when the resolution action has been carried out.
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	Issues Log


Manage Change Control

All changes must be managed using appropriate change control management procedures. Change Control Management coordinates efforts from the following Executing/Controlling activities to identify and manage changes:

· Scope Management, including requests to change requirements

· Time Management

· Cost Management

· Quality Management

The above activities monitor the progress of the project and take corrective action when necessary.  
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	Change Control Management Guideline


Before a change is approved and implemented, its impact on all aspects of the project must be understood. Some elements of the project (e.g., project scope and requirements) are under more stringent change control than other elements. As the change control procedures are implemented, change actions and updates to the Change Log must be coordinated with the appropriate Executing/Controlling activities.
Analyze Situation

The project manager, with input from the project team, analyzes the situation.

· Analyze the causes for the project being off track and identify options for getting the project back on plan.

· Analyze a Request for Change submitted by a member of the project organization and determine appropriate options for response.  

Requests for changes to the project may come from many different sources including management, business partners, users, technical resources, and team members. The changes requested may also affect a wide range of areas. The requestor should log each request on a Request for Change form, as required by the project’s Change Management approach.
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	Request for Change (RFC)


Authorize Project Change Request Impact Assessment

The project manager reviews the Request for Change and determines the potential impact of the change. The project manager assigns a priority to the change and decides if the change should be acted upon. If the potential impact of the change requires further analysis, the project manager, with input from appropriate team members and other subject matter experts, estimates the effort required to do the analysis and assigns a person to carry out the analysis. The project manager provides a recommendation to the Change Control Board (or equivalent), including the intended actions in response to the change request. The Change Control Board (or equivalent) intervenes as necessary within the response time defined in the Change Control procedures.
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	Benefits and Costs Checklist
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	Impact Analysis Checklist
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	The project’s Change Management approach should define the responsibilities for prioritizing change requests and authorizing impact assessments. Each problem or potential change needs to be considered both on its own merits and in relation to the overall project activities, including other problems and changes. The objective is to achieve a balance so that the interests of all concerned are addressed. The Change Control Board (or equivalent) shall be made aware of all project changes impacting scope, as specified in the Change Control  Management approach.


While responding to change requests, the project manager and project team must always remain aware of the balance between scope, time, costs, and quality. An apparently minor change may cause a significant disruption to progress in the project. Potential changes often involve some form of trade-off between the business, client and technical interests. For example, new business functions in the system might only be possible at the expense of extra technical resources, costs and schedule delays.  On the other hand, a cheap and simple technical solution will often involve compromises on client flexibility.

Assess Requested Change

The project manager, project team members, and subject matter experts (as appropriate) assess the requested change to determine its impact on scope, schedule, cost, and hours. Results are documented in Request for Change form.

Create a Plan to Address the Change

Create a plan to address the change. If it is not clear what option should be taken, prepare an analysis of the options together with an outline plan for each option. The components may include the following:
· Schedule of activities required to get the project back on track, including cost, resource requirements, and schedule.

· Analysis of the impact on the project in terms of cost, resource requirements, schedule, and business case.

· Recommended changes – typically one or more of the following:

· Change the project organization

· Adjust the scope of the project

· Adjust the quality criteria

· Adjust the project schedule

· Adjust the project budget

· Cancel the project

Determine Change Actions

Determine the actions that will be taken to implement the change.

· Identify changes required for any baselined deliverables and estimate the effort required to make the changes.  

· Identify changes required for current work, estimate the additional effort required.

· Identify changes required to scheduled work and estimate the change in effort resulting from the request.

· Identify any changes to other parts of the project that may be needed if the change is acted upon.  

· Identify the priority to be given to the Request for Change (RFC).

Update the Change Log with the agreed upon action, and communicate the action with interested parties.
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	Change Log


Implement the Approved Change

Record the decision and take the appropriate action. In most cases, this will be a series of additional project activities that are required to address the causes of the changed situation.

Make appropriate adjustments to the project documentation, including the schedule and budget, and communicate these to affected team members and members of the project organization. Include activities to monitor progress and carry out quality control. When the work resulting from the change is completed, update the Change Log.

Manage Project Information

Project information can be stored and shared in a variety of ways including manual filing systems, electronic databases, shared electronic folders, and the Intranet/Internet. Project information management defines the mechanisms that will be used to store, control, and share project information (e.g., Project Notebook). During Planning, the program manager and project manager determined the approach for managing project information. The project manager and project team should follow the agreed upon approach for:

· File naming conventions,

· Documentation storage location(s),

· Version control,

· Information owners, and

· Information management flows.
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	Project Documentation Naming Conventions and Repository Guideline


Scope Management

Overview

The Scope Management activity supports the management and control of project scope through the life of the project. It formalizes the acceptance of project scope by the stakeholders and reviews the work and results to ensure their acceptance. 

During the Initiating and Planning processes, the team identified major requirements — those upon which the feasibility of the project depends. Scope Management tasks further define these requirements to develop a comprehensive and common understanding of requirements against which the deliverable(s) can be assessed. Projects are managed to requirements, which emerge from needs, wants, and expectations. The client(s) should be involved in defining and validating these requirements. Once requirements are clearly defined, project scope and integrated change control procedures are implemented to control the addition or deletion of work to the project activities and assess the impact of any requested change. These procedures ensure changes affecting the scope can be identified, analyzed, and effectively dealt with. Effective scope management and control helps maintain the accuracy of cost, time, and resource estimates and allows the project team to control the project’s scope, cost, schedule, and quality.
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The Project Manager must continually balance scope, schedule, and cost – the Triple Constraint. For example, changes in the project scope may impact schedule and cost.

Scope Management consists of the tasks in the diagram.
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Deliverables

The following table identifies the major deliverables that result from Scope Management.

	DELIVERABLE

	Project Documentation

Requests for Change
Change Log


Tasks

Review Deliverable Requirements

The project manager reviews the formal documentation of deliverable requirements with the team. The review also should include stakeholders to support a clear understanding across the project organization. This clarity will enable the project manager to identify and deliver only what is in scope.
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	Management Review Procedures
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	Technical Review Procedures


Conduct Deliverable Reviews

The team completes a Deliverable Review to validate each deliverable against the documented requirements. This review would include a review and comparison of the deliverable against the project documentation supporting that specific deliverable.
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	Management Review Procedures
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	Technical Review Procedures


Complete Deliverable Review Follow-Up

Appropriate team members complete actions identified during the Deliverable Reviews required to meet the defined deliverable requirements.
The requirements, schedule, and costs were approved and baselined at the end of the Planning Process. It is important that project documentation reflects the current status of the project at a point in time. As part of deliverable review follow-up, if the implemented scope and/or deliverable changes require major changes to the project, the project manager should follow applicable Configuration Management and Change Control procedures when updating project documentation. 

Changes may result in re-baselined plans (e.g., schedule, budget). The following definitions apply to project baselines:

· Current Project Plans = Baseline + Changes Since Last Update

· Current Baseline = Original Baseline + Major, Formal, Approved Changes
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	It is essential that all changes to the baseline are documented and communicated to the project organization.


Time Management

Overview

The Time Management activity tracks performance of the project's activities by defining and implementing schedule control procedures and conducting checkpoint reviews to determine whether the project's activities are meeting the timing objectives of the project. Tasks within this activity identify variances in the completion of tasks, task interrelationships, task responsibilities, and resource work plans and ensure changes affecting the schedule can be identified, analyzed, and effectively addressed.  
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The Project Manager must continually balance scope, schedule, and cost – the Triple Constraint.  For example, changes in the project schedule may impact cost and scope.

Time Management consists of the tasks outlined in the diagram.
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Deliverables

The following table identifies the major deliverable that results from Time Management.

	DELIVERABLE

	Project Schedule Example (Revised)


Tasks

Collect Actual Progress

The project manager should set a specific date when team members and/or key resources are to begin sending actual schedule data.

Update Schedule During Control Interval

The schedule owner updates the schedule with actual data during the control interval. The schedule owner could be the project manager or a designated team member. This update cycle usually includes generating required reports to meet the identified needs of the project organization. At this time, any schedule conflicts and resource issues are identified and communicated to the project manager.
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	Project Schedule Example


Resolve Schedule Conflicts and Issues

The project manager works with the necessary resources to resolve the schedule conflicts and issues. An update of the schedule is completed and distributed to team members, key resources, and other members of the project organization as necessary.
Changes may result in re-baselined plans (e.g., schedule, budget). The following definitions apply to project baselines:

· Current Project Plans = Baseline + Changes Since Last Update

· Current Baseline = Original Baseline + Major, Formal, Approved Changes
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	It is essential that all changes to the baseline are documented and communicated to the project organization.


Review at Project Milestones 

Milestone reviews focus on the project’s major milestones. Although the majority of milestone reviews are identified as part of Planning, additional milestones may be added, as required during Executing/Controlling. 
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	Inspections Procedures
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	Management Review Procedures
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	Technical Review Procedures


Prepare for Milestone Review

The team reviews progress on assigned project activities during a Milestone Review. Team members determine the amount of time spent on each activity and estimate the remaining effort required to complete the activity. If there are any activities that are falling behind schedule identify the causes and define corrective measures.

Conduct Milestone Review

The team and business stakeholder review the effort expended by the team against scheduled activities. This review includes reviewing the latest estimates for completing current activities and determining if the project is still on schedule. The schedule owner updates the project schedule with the progress. As a final step of the review, participants review status of open issues and determine any further action required on these issues.

Complete Milestone Review

The schedule owner produces an updated version of the project schedule and distributes it to team members. The team member should reassess cost and completion estimates. The project manager prepares a progress report and/or a management highlights report (as required by the Communications Matrix) and distributes, as appropriate.

Cost Management

Overview

The Cost Management activity estimates, controls, and analyzes costs. It ensures changes impacting the cost baseline are identified, analyzed, and effectively addressed. Cost Management tasks follow standard financial management processes to maintain effective financial control on the project. Effective cost management includes the following control techniques:

· Monitoring cost performance to detect variances from the plan,

· Ensuring all changes are recorded in the cost baseline,

· Preventing unauthorized changes from being included in the cost baseline, and

· Informing key members of the project organization of all authorized changes.
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The Project Manager must continually balance scope, schedule, and cost – the Triple Constraint. For example, changes in the project costs may impact schedule and scope.

Cost Management consists of the tasks outlined in the diagram.
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Deliverables

The following table identifies the major deliverable that results from Cost Management.

	DELIVERABLE

	Project Budget (Revised)

Project Documentation


Tasks

Measure Progress

The project manager continually monitors progress against the plan to assess any variations that occur. It is important for the project manager to analyze all variances to decide if the variance requires corrective action or not.
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	Project Budget


Revise Cost Estimates

The project manager needs to communicate any revisions to cost estimates to appropriate project organization members. Budget updates are a special category — they are changes to the approved cost baseline. They are typically revised only if the scope changes. If the revision is severe, the project manager may want to re-baseline in order to provide realistic data to measure progress against.

Changes may result in re-baselined plans (e.g., schedule, budget). The following definitions apply to project baselines:

· Current Project Plans = Baseline + Changes Since Last Update

· Current Baseline = Original Baseline + Major, Formal, Approved Changes
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	It is essential that all changes to the baseline are documented and communicated to the project organization.


Quality Management

Overview

Quality Management is that set of activities/tasks that are required to ensure that the project satisfies all the needs for which it was undertaken. Focused on the process of assuring client satisfaction, quality management is that aspect of the overall management function that determines and implements the quality standards and procedures. The following deliverables — quality standards, plans, procedures, specifications, and requirements — are developed through the sub-functions of Quality Assurance and Quality Control.
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As with Scope Management, a number of the activities of Quality Management take place in other project management processes. Within Executing/Controlling, Quality Management consists of two tasks: Perform Quality Assurance and Conduct Quality Control Reviews. Each of these activities has corresponding steps (or sub-tasks). The following diagram illustrates the tasks executed during the Quality Management activity.

Deliverables

The following table identifies the major deliverables that result from Quality Management.

	DELIVERABLE

	Project Documentation (as determined by project manager and project team)


Tasks

Perform Quality Assurance

Quality Assurance is the evaluation of overall project performance during the Executing Process, to ensure that the project's Quality Planning and Quality Control procedures are working, and to ensure that the project will satisfy the relevant quality standards. (Actual testing, etc., is a project task, whereas Quality Assurance is a project management task.)

Unlike Quality Control, Quality Assurance monitors the overall quality practices of the project versus reviewing each deliverable. Quality Assurance is essentially the Quality Control of the Quality Planning and Quality Control processes.

Identify Quality Assurance Resources

The project manager identifies the key resources that will be conducting the inspections and reviews. These may be members of the project team or other non-project-based resources. 

Review Quality Planning Procedures

The project manager should review the Quality Planning procedures undertaken during the Planning Process to ensure that the Quality Plan accurately defines what needs to be done to ensure quality deliverables, and that all participants are satisfied both with the process and its outcome.

Review Quality Control Procedures

The project manager also reviews the Quality Control procedures to be undertaken during the process. The project manager should verify that the level of control is appropriate, that the quality objectives for each deliverable are appropriate, and that all participants are satisfied both with the process and its outcome.
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	Inspections Procedures

	[image: image198.png]



	Audit Procedures
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	Management Review Procedures
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	Software Code Peer Reviews Procedures
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	Technical Review Procedures
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	Walkthrough Procedures


Define Quality Improvement Plans

If the Quality Control procedures do not work as planned (i.e., deliverables are consistently not meeting requirements and standards or the procedures are not being applied correctly), the project manager needs to create quality improvement plans to address the outages.

Conduct Quality Control Reviews

Quality Control activities are the procedures necessary to ensure that the project deliverables meet the quality objectives and attributes.

The Quality Control procedures should encompass the following:

· Involve business and technical staff,

· Ensure that deliverables meet defined technical standards,

· Ensure that deliverables meet business requirements,

· Ensure clarity of the deliverable, and

· Establish a baseline version of the deliverables.

Work on a deliverable can only be considered complete when it has been tested against criteria or attributes that have been previously established in the Quality Plan. It is important that those criteria are established in advance, since it is difficult to produce a deliverable if the final product is unclear.

When Quality Control is correctly applied, it can make a project team more effective, since it prevents situations where work has been carried out based on an unacceptable deliverable.

There is a danger, however, that the application of quality control procedures can stifle work on the project and reduce the effectiveness of the team. The best approach is to establish the degree of Quality Control to be applied to each deliverable in the Quality Plan.

The underlying principle is that a quality deliverable is achieved by using a Quality Plan, and Quality Control is a final, but necessary step in that quality plan.

As part of the Quality Control process, quality reviews should be conducted on the key deliverables identified in the Quality Plan to ensure that there are no errors or omissions. 
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	Inspections Procedures
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	Audit Procedures
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	Management Review Procedures
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	Technical Review Procedures
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	Walkthrough Procedures


Distribute Required Project Documentation

During the Planning Process, the program and project manager identified key resources and resources in both the business and technical areas that would need to review the deliverables. To prepare for the reviews, the project manager has to provide the required documentation for the quality review to the quality review team members. Specific documentation should include the:

· Deliverables to be reviewed

· Quality checklists for the deliverables

· Quality review agenda.

Conduct Quality Review

The review should be structured and conducted in a formal manner. The reviewers check through the product in light of their prepared comments. All agreed-to errors and omissions are noted for later correction, so that when satisfactory corrections are made, the deliverable will be accepted, or signed-off as complete.

The review concludes with the agreed-to result that is expressed as one of three options: complete, follow-up, or re-scheduled. If follow-up action is necessary, a time limit for correcting the errors should be set.

Follow-Up Quality Review

The author/presenter corrects the errors recorded during the review. When all the errors have been satisfactorily corrected, the review process is complete. The deliverable is signed-off in accordance with the project Quality Control procedure. If the deliverable is to be the subject of change management, the deliverable is given a version number, and is set as a baseline for use in future change management.

HR Management

Overview

Human Resource Management is the art and science of directing and coordinating human resources throughout the life of a project by using administrative and behavioral knowledge to achieve predetermined project objectives of scope, cost, time, quality, and participant satisfaction. 
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HR Management consists of two tasks: Manage Team and Manage Business Interfaces. Each of these activities has corresponding steps (or sub-tasks). The following diagram illustrates the tasks executed during the HR Management activity.
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	If applicable, HR Management also may include HR activities defined as part of the change enablement approach (i.e., activities tied to Learning and Rewards). The project manager should be sure to address these activities when carrying out the Change Enablement Plan.


Deliverables

The following table identifies the major deliverables that result from HR Management.

	DELIVERABLE

	Project Documentation (as determined by project manager and project team)


Tasks

Manage Team

The Team Management activity develops an environment in which the project team can succeed. It enables the accomplishment of project objectives while optimizing the project team’s effectiveness and contributions to the project and enhancing their professional growth. Team Management is part of the overall Human Resources Management Knowledge Area as defined in the PMBOK® Guide.

Team Management should be approached as if it were the first day on the job for the Project Manager and the project team members. Regardless of their experience working together or in the same environment, there must be an understanding of what it means to be a part of that specific project team.  The project manager should communicate rules for how the team will operate and ensure there is common understanding among team members.

Effective team management also requires leadership skills, especially with projects that have large project teams. To successfully manage a project, a project manager utilizes the following leadership traits:

· Establishing Direction — Developing a project vision and the strategies for producing the work to achieve that vision.

· Aligning the Team Members — Communicating the vision, the project’s scope, schedule, cost, and quality objectives, the expectations, and the approach to the project team members.

· Motivating and Inspiring — Helping the project team energize themselves to overcome barriers and “land mines.”

Leadership must be demonstrated at all levels of the project including technical and team leadership.

Throughout the lifecycle of the project the project manager and team should be aware of the different stages of team development as described in the following table.

	Team Development

Adapted from B.W. Tuckman’s Group Development model

	Stage
	Behaviors
	Feelings

	Forming

Transition from individual to member status
	· Acceptable behavior and team rules are set

· Task is established

· Mission, values are established

· Members get to know each other

· Decisions are made on what information should be gathered and how
	· Excitement, anticipation, and optimism

· Pride in being chosen for the project

· Initial, tentative attachment to the team

· Suspicion, fear, anxiety about the project

	Storming

Resistance to group process 
and work
	· Conflict among team members

· Resistance to task

· Hostility toward team leaders

· Defensiveness and competition

· Establishment of unrealistic goals

· “Pecking Order” perceived
	· Resistance to task

· Resistance to unfamiliar approaches

· Sharp fluctuation in attitude about the team and the project’s chance of success

	Norming

Development of norm, commitment
	· Acceptance of team

· Willingness to make it work

· Development of team standards of behavior

· Information shared and acted on

· Development of openness and trust
	· A new ability to express criticism constructively

· Acceptance of membership on the team

· Relief that it seems everything is going to work out

	Performing

Aligned and working well
	· Interpersonal relationships stabilized

· Roles classified

· Group’s structure, purpose, role defined

· Problem-solving and decision-making undertaken positively
	· Member insights into personal and group processes

· Better understanding of each other’s strengths and weaknesses

· Satisfaction with the team’s processes


Note:
A fifth stage, not addressed in the Tuckman model, is Adjourning.  During this stage, the primary need is ‘closure’ – the team is typically reluctant to separate, but the work is done
Team Administration

Orient New Team Members. As part of Planning, the project manager and team should have defined specific steps for orienting new team members. These steps may include one or more of the following:

· Review of the role and expectations,

· Review of the Project Scope statement,

· Review of the Project Requirements model,

· Review of the Project Organization model,

· Review current activities assigned to the role and their status,

· Review of the project's control procedures, and

· Interviews or reviews with key resources and team members.
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	Here are some recommended tasks for the project manager to do before the team member’s first day:

· Give the new team member an orientation to your project. An ideal way to do this is to prepare an orientation notebook that includes: An organization chart for the project, key project documents, and suggestions for how to get started.

· Cover the following items on the team member’s first day: Expectations, work rules, security issues, orientation to site/facilities, and orientation to the project.


Evaluate Performance. Also as part of Planning, the project manager should have determined or defined specific procedures to evaluate the performance of project team members. 

The project manager should evaluate the performance of team members as direct reports by:

· Using established performance and development processes to provide clear roles and responsibilities and set specific performance objectives. 

· Monitoring and evaluating performance against the objectives and providing continuous feedback.

The project manager should evaluate the performance of team members reporting to other functional managers by:

· Working with the functional manager to gain concurrence on using established performance and development processes to provide clear roles and responsibilities and set specific performance objectives. 

· Monitoring and evaluating performance against the objectives and providing continuous feedback.

The project manager should evaluate the performance of contractors or consultants by:

· Working with the contractor manager and evaluating per the contractor’s needs and standards.

Implement Team Operating Guidelines

The project manager reviews the operating guidelines with the project team to cover areas such as how the team will work together and personal conduct at meetings. A clearly defined decision-making process for the project team and an approach for managing and resolving conflict among project organization members should be included in the operating guidelines, which were defined in the Planning Process.

Administer Team Recognition and Reward Procedures

Based on the team recognition and reward procedures established during Planning, the project manager administers the procedures.

Coordinate Team Member Training

The project manager begins identifying training requirements for the project team during the Planning Process. During the Executing/Controlling Process, the project manager coordinates the request, review, and approval of the training through the team member’s manager. The project manager includes any additional training requirements identified during the Executing/Controlling Process in the Project Schedule.
Manage Business Interfaces

Business Interface Management is concerned with managing the interfaces between the project manager and the project team, and the key business resources that will be working on the project. Business resources are representatives allocated from the business who will be working as key project resources to the project manager and/or project team. They may fill a variety of different roles depending on the needs of the project. Business resources are key to the success of all projects, specifically those that involve implementing systems within one or many business organizations.

It is important for project manager to remember that the activities business resources are doing for the projects are not necessarily linked to skills and goals that will advance their careers. Hence, it is very important to explain each and every activity that they are involved in and how it relates to the overall business objective and critical requirements for the project. If this time is not taken up front, business resources will become very impatient with the project’s use of their time.

To properly manage these interfaces, these things need to occur:

· The project manager must fully understand the business resource's needs expectations and requirements.

· The business resources must fully understand the project's needs, expectations, and requirements.

The project manager(s) and the business resources working on the project must all be driven toward delivering the project's business objectives and critical requirements.

Communications Management

Overview

The Communications Management activity makes needed information available to both management and the project organization in a timely manner. It implements the Project Communications Plan and responds to requests for information. The following performance information results from Communications Management tasks:

· Status – current state of the project

· Progress – what has been accomplished

· Forecasting – estimating the project’s future status and progress
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Communications Management consists of three tasks: Review Project Communications Plan, Collect Status and Progress Information, and Distribute Information. The following diagram illustrates the tasks executed during the Communications Management activity.
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	If applicable, Communications Management also may include HR activities defined as part of the change enablement approach. The project manager should be sure to address these activities when carrying out the Change Enablement Plan.


Deliverables

The following table identifies the major deliverable that results from Communications Management.

	DELIVERABLE

	Project Documentation

Communications Matrix
Team Member Status Reports
Project Status Reports
Executive Status Reports
Quarterly Operations Reviews
Meeting Agenda

Meeting Notes


Tasks

Review Project Communications Plan 

The project manager reviews the Project Communications Plan with the project team and identifies any changes that are required. If the section of the plan that requires change is subject to change control, the project manager should follow the change control management procedure. If the sections are not subject to change control, the project manager updates those sections and distributes them to appropriate members of the project organization.
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	Communications Matrix


Collect Status and Progress Information

The project manager should collect status and progress information from project team members. Work results — progress towards achieving project scope, schedule, cost, and quality objectives by completing activities — serve as the basis for analyzing status, progress, and performance. Collecting accurate information on work results is essential to successful progress and status reporting.

Distribute Information

The project manager and project team distribute information to the project organization and management based on the Communications Matrix. The Project’s Communications Management approach, documented in the Communications Matrix, defines project-specific procedures for status reporting.
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	Typically, a project team meets on a weekly basis to provide updates and discuss issues.
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	Team Member Status Report
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	Project Status Report
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	Executive Status Report
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	Quarterly Operations Review
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	Meeting Agenda
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	Meeting Notes


Required Reports

· Status Reports  — Describe where the project now stands, key issues uncovered, and key next steps for the project.  

· Financial Reports — Financial Reports present information in a variety of ways, for example: expenditure spreadsheets or tables, resource histograms, or cost curves.

Recommended Reports 

A need to expand on information presented in the Project Status Report may be identified. As part of a comprehensive approach towards communications management, the project manager should coordinate all requests and validate the necessary content and report recipients. The following are four reports to consider when responding to these requests for additional information.

· Integrated Reports — Integrated Reports cover cost information and schedule information.  These are included in the same report in order to provide a fuller picture of the project status.

· Schedule Reports — Schedule Reports include information and progress reported against the project schedule. The most common formats are: tracking tables with columns that include planned, estimated, actual, and remaining effort; Gantt charts, specifically the tracking Gantt; PERT charts, and milestone completion lists.

· Next Steps Report – 30-Day Look Ahead Report (What will be happening in the future?)
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	It is important to understand that these types of reports may be completed during a specific control interval (e.g. weekly, bi-weekly, monthly) or may be prepared on an exception basis (e.g. special request, etc.). 


Risk Management

Overview
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The Risk Management activity executes the Project Risk Management approach in response to risk events during the project. All risks and probabilities cannot be identified during the Planning Process. Management, control, and iteration are required. When changes occur, the cycle of identify-analyze-respond is continually repeated. Risk Management consists of the tasks outlined in the diagram.
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	Many “risks” will turn into “issues,” which in turn may evolve into “changes.” It is very important to keep logs for risks, issues, and changes.


Deliverables

The following table identifies the major deliverable that results from Risk Management.

	DELIVERABLE

	Project Documentation

Risk and Response Log 


Tasks

Identify Additional Risks 

As project performance is measured, team members and/or stakeholder may identify additional risk events not previously identified. These risks may require response plans. As risks are identified, the project manager (or delegate) adds the risk to the Risk and Response Log.
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	Risk and Response Log


Analyze Additional Risks

The project manager and team conducts an analysis of the additional risks and risk events with greater than expected impact on the project. Risk analysis may be both qualitative and quantitative. 
Develop Additional Risk Responses

If the risk event was not anticipated, or the effect is greater than expected, the project manager or designated team member develops a response to the risk. Responses to consider include accept, avoid, mitigate, or transfer.
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	Risk and Response Log


Respond to the Identified Actual Risk Events

Some of the identified risks will occur, and some will not. As risks occur, the appropriate team member implements the response document in the Risk and Response Log.
Update the Risk Log

The project manager or designated team member updates the Risk and Response Log throughout the life of the project as risk events occur or fail to occur, as risk event effects are evaluated, and as new estimates of probabilities and value are defined.
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	Risk and Response Log


Procurement Management

Overview

Procurement Management establishes contracting procurement strategies, identifies sources, selects the vendors, conducts the proposal process, and awards and administers the contract. During Executing/Controlling, the focus is on administering the resulting contract(s). All other activities are part of the Planning Process.

The purpose of this activity is to ensure the contract terms are fulfilled, the vendors are providing what was expected, when it was inspected and that performance feedback is provided at completion at the transaction. 

The objective is to manage vendor resources during the course of the project. It needs to be accomplished in a manner that follows the spirit and the letter of the contract. Procurement Management consists of the tasks outlined in the diagram.
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Deliverables

The following table identifies the major deliverables that result from Procurement Management.

	DELIVERABLE

	Project Documentation (as determined by project manager and project team)


Tasks

Ensure Contract Terms are Fulfilled

Until you are sure that all contract terms are fulfilled, the project manager should plan to review the contents of the contract at several points in the project. The project manager negotiates and executes any changes to the contract as a consequence of design and environmental changes and to process and deals with any disputes or appeals with the vendor.
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	Be aware that, under the doctrine of “waiver,” it is possible to relinquish the rights you otherwise have under a contract. For example, if the vendor gives incomplete, defective, or late performance, and the client knowingly accepts that performance without objection or does not demand the defects be remedied, the client has waived his/her right to strict performance. In other words, benign neglect can void the contract.


Manage Relationship with Contractor

During the course of the project, the project manager ensures the contractor(s) are doing what was expected and that any commitments have been satisfied.

Perform Contractor Exit

When a contractor leaves the project, the project manager should reverse all of the things that were done upon “on-boarding.”
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	Contractor Exit Checklist


Close Out the Contract

The close out is the final step of the project life cycle and the contracting process. If the organization had a formal contract with the vendor, the project manager should conduct a performance review to determine the degree to which the provisions of the contract(s) were met and provide feedback on performance to help improve future engagements.

Client Acceptance
 

Overview

As part of the Executing/Controlling activities, the client inspects and accepts the deliverables. The Client Acceptance checkpoint measures the quality of these finished deliverables and prepares for project closure by accomplishing the following:

· Ensures overall project objectives have been achieved,

· Evaluates the final product against the original quality objectives,

· Identifies deficiencies in the final product, and

· Determines how to address any deficiencies.

To completely finish the project, every deficiency in the deliverable(s) should be identified and evaluated.  If the deficiency needs to be corrected, a corrective mechanism must be established, which could include one of the following alternatives:

· Address the deficiency in a new project,

· Incorporate the corrective actions into this project, or

· Include the corrective actions in a additional phase to this project

The Client Acceptance checkpoint represents the Executing/Controlling checkpoint. This checkpoint ensures that any project proceeding to Process Closure has successfully met the above criteria and that any noted discrepancy is being addressed. 

The Client Acceptance checkpoint consists of the tasks outlined in the diagram.
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Deliverables

The following table identifies the major deliverable that results from Client Acceptance.

	DELIVERABLES

	Deliverables Acceptance


Tasks

Prepare for Final Deliverable Review

The project manager, with input from the project team, determines the form of the final product review. It could be one or more of the following:

· A meeting with key members of the project organization, 

· A quality review of the final product, and/or

· A questionnaire directed to the client(s).
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	Management Review Procedures
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	Technical Review Procedures


The project manager compiles the elements necessary to support the review:

· Project Schedule,

· Final Budget,

· Project Deliverables,

· Change Log, and

· Issues Log.

The project manager prepares and distributes the material to the appropriate individuals. The final deliverables are evaluated against the business success criteria defined in the Initiating and Planning Processes, the business objectives, and the defined quality objectives and measures using criteria in the following categories:

· Fitness for Use — The final product efficient and reliable.

· Fitness for Purpose — The final product provides the required business functionality identified in the project objective.

· Conformance to Requirements — The project and its final product meet the agreed upon requirements. These requirements include compliance with policies, business objectives, cost constraints, time constraints and technology requirements.  

· Client Satisfaction — The final product must meet the client’s expectations and provide value.
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	PM Approval Checkpoints Example 


Conduct Final Deliverable Review

The project manager conducts the Final Deliverable Review as planned.  

· Determine if the project has been successful in relation to the original business success criteria and business objectives.

· Determine if the final deliverables meet all the quality objectives and measures. If they do not, identify and document the shortcomings.

· Compare the final deliverable to documented requirements. Determine if any of the final deliverable(s) shortcomings needs to be addressed. If there are any items that need action, determine the best way to address these items. Options could include not closing the project or defining a follow-on project.

The Sign-off for each deliverable, obtained as part of the Scope Management activity, and documented requirements for each deliverable will be the primary references used to complete a final evaluation of each deliverable.

Obtain Approval to Proceed

The Final Deliverable Review evaluates the project deliverables, validates their successful completion, and recommends how to address any identified deliverable shortcoming. At the Executing/Controlling checkpoint, that information and any recommendations are considered and one of the following two courses of actions are selected:

· Go – The client signs the Deliverables Acceptance and the project is approved to continue into the Closing process.

· No Go (Return for Rework) – The review has identified deficiencies in project deliverables.  Noted deliverables will be returned to the Executing/Controlling activities for resolution. The deliverable(s) will be re-rerouted for review when the deficiencies have been addressed.

If it is determined that the deficiency will be addressed in a separate project, that decision must be clearly document to enable the project to proceed to Executing/Controlling Process Closure.

Follow-Up after Final Deliverable Review 

The decision to proceed with the Closing process is made at the Client Acceptance checkpoint. The team completes any follow-up activities resulting from the review. If approval is given for the project to proceed, the project sponsor authorizes the project to continue with the Closing Process. The project manager communicates the results of the review to the project organization.

Process Closure
 

Overview

The Process Closure activity analyzes the work accomplished, closes the Executing/Controlling process, and documents lesson learned during the process in preparation for formal project closure.

Process Closure consists of one major activity: Assess the Executing/Controlling Process. This activity is necessary for both a “go” and “no go” decision. In the case of a “no go,” this assessment may help determine deficiencies in the process.

	[image: image229.png]



	Continual improvement is a critical element of project management processes. This step is incorporated within each of the processes to ensure feedback on lessons learned and input of recommendations to improve the overall understanding, value, effectiveness and efficiency of the Project Management Processes.
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Deliverables

The following table identifies the major deliverable that results from Process Closure.

	DELIVERABLES

	Lessons Learned (Executing/Controlling)


Tasks

Assess the Executing/Controlling Process

The project manager conducts a Management Review and lessons learned discussion with resources involved in the Executing/Controlling Process. The project manager should conduct these assessments with the project team in an environment that supports the open sharing of information by all team members. The team should assess the Executing/Controlling activities and identify successes, as well as areas for improvement. The project manager also should gather input from stakeholders to add additional value to the assessment. 

Following the discussion, the project manager should document the lessons learned. This deliverable is expanded during each process and finalized at the close of the project. 
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	Management Review Procedures
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	Lessons Learned Guideline
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	Lessons Learned


Closing Process

Overview

The Closing Process includes the activities to assure all required work is complete and the information generated during a project is captured and stored. Project working documents/tools, such as the Issues Log and the Change Log are formally closed. The project manager collects “lessons learned,” including experiences and feedback of the project organization members, and makes them available to other projects. 
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The Closing Process is comprised of three activities (Project Completion, Post-Project Review, and HR Management Closure). Each of these activities has associated tasks. The diagram illustrates the activities executed during Closing.
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	The duration of the Closing Process and its activities will depend on the size and complexity of the project. It should be conducted in a relatively short time compared to the remainder of the project (typically 10% of the total project).
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	PM Process Checklists 
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	Class C Project Checklist
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	For smaller projects, Closing Process tasks may be very informal. The intent is to close outstanding work and capture key lessons learned and client feedback. Large projects should capture Closing information throughout the life of the project. It is important to get information while still fresh in the minds of the participants and before they move to other assignments. Key lessons learned should be captured from resources completing their activity before the project ends and other resources, such as sub-contractors, that are on the project for relatively short periods of time.


Closing Process

Closing Inputs

Project Documentation

To formally close the project, the project manager should collect all relevant project documentation. Project documentation includes status reports, as well as risk and change logs. 
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	The project manager may want to consider developing a Project Notebook to organize project documentation. The Project Notebook should pull together in one place virtually everything needed to understand the nature of the project. The Project Notebook also provides a uniform presentation of information, supporting consistency in review processes. The level of rigor applied to the Project Notebook, which can be electronic or paper-based, will depend on the size and criticality of the project. To help the project manager organize project materials, consult the Project Documentation Naming Conventions and Repository Guideline for a review of project documentation naming standards and structure for project documentation repositories.


Deliverables Acceptance 

Project deliverables are the key tangible products of the project. The team must complete these deliverables and the client must approve and accept the deliverables prior to Closing. The Deliverables Acceptance is the deliverable that documents the client’s acceptance of the project’s deliverables. 

Lessons Learned
As part of each project management process (or lifecycle phase), the program manager and/or project manager should review lessons learned. They should review lessons learned from previous processes and/or phases, as well as lessons learned from similar projects.

Closing Outputs

Project Survey

The Survey is used to capture input from team members and the project manager during the Closing Process. The objective is to learn from the experiences and continually improve the process. All comments will be considered as the overall project closeout document is assembled.  

Client Satisfaction Survey

To document the client satisfaction level of the product/service. The project manager distributes the Client Satisfaction Survey form to customers and/or clients during the Closing Process. The project manager collects the forms and stores them in the project repository. The project manager should summarize the results of the Client Satisfaction responses in the Project Closeout Report.

Team Member Evaluation

Used by the project manager to gauge the individuals’ effectiveness and contributions to the project. The project manager should evaluate every member of the team during prior to the project ending. This information may be leveraged for performance and rewards criteria.

Contractor Exit Checklist
To review and verify the deliverables and work of the contractor. This will help the project manager determine if the provisions of the contract(s) were met and to provide feedback on performance to help improve possible future engagements. Typically, the project manager will use the checklist to assist when the project relationship with the contract company is closing.
Project Closeout Report
This report contains all of the results of the Closing Process activities. The Project Closeout Report address project information, as well as lessons learned and process improvement areas. 

Project Completion

Overview
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The Project Completion activity reviews and resolves outstanding work items. In this activity, the team reviews logs (e.g. Change, Risks, Issues) and other control items produced by the project control procedures. The team identifies and evaluates items that are still not complete and assesses their bearing on the final deliverable(s). Project Completion consists of the tasks outlined in the diagram.

Deliverables

The following table identifies the major deliverable that results from Project Completion.

	DELIVERABLE

	Project Closeout Report


Tasks

Document Final Schedule/Budget

The project manager is responsible for collecting and organizing final cost and schedule information. That information should be used to compare to original estimates. Variances will help identify gaps in estimating processes and areas for improvement.

The project manager documents final schedule and cost information in the Project Closeout Report.

Archive Project Files

The project manager closes and archives project files, both electronic and paper. This task may require forwarding some documents or files to other organizations within the company. The archiving of project files supports quality assurance processes and expands the knowledge bases, which may be used for future projects.

Close Project Logs

The project team reviews all project work to ensure the work is complete and all issues are closed. The project manager is responsible for:

· Closing the Change Log,

· Closing the Risk Log, and

· Closing the Issues Log.

The project manager documents any final actions taken to close outstanding work in the Project Closeout Report.

Close Time Reporting System and Project Database

The project manager closes the project in the time reporting system so that no time will be logged against the project after the project is complete. The project manager also must close the project in the project database. This will allow for a more accurate view of active versus inactive or completed projects.

Populate Existing Knowledge Bases

As part of this activity, the project manager enters appropriate information into existing knowledge bases (e.g., risk database, estimating database). Project managers and project teams will be able to take advantage of this information to plan for and execute future projects. 

Begin Preparing the Project Closeout Report

The project manager compiles the results of the Project Completion activity into the Project Closeout Report. The project manager will finalize this report after the Post-Project Review activity is complete.
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	Project Closeout Report


Post-Project Review

Overview

The Post-Project Review activity reviews the process and provides input to improve the process in the future. It evaluates the overall project processes and identifies any lessons learned from the project. At the conclusion of this activity, the project manager compiles all information from the Project Completion and Post-Project Review activities into a final report, the Project Closeout Report.  
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	Management Review Procedure


The Post-Project Review involves all parts of the project organization using the most appropriate format -- a meeting, a facilitated workshop, a questionnaire, or a combination. The focus is on:

· The decisions necessary to close the project work,

· Resolution of outstanding items, 

· Process improvements, and

· Lessons learned.

During this activity, technical and business resources assessments include the following:

· The process,

· Tools/techniques,

· Deliverables,

· Standards,

· Organization,

· Unnecessary activities and tasks,

· Additional required activities and tasks, and

· Cost efficiencies (lessons learned relating to the cost of the project).

Post-Project Review consists of the tasks outlined in the diagram.
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Deliverables

The following table identifies the major deliverable that results from Post-Project Review.

	DELIVERABLE

	Project Closeout Report
Project Survey
Client Satisfaction Survey 


Tasks 

Administer Team Member Questionnaire

The project manager distributes the Project Survey form to project team members. The project manager collects the forms and stores them in the project repository. The project manager should summarize the results of the questionnaire in the Project Closeout Report.
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	Project Survey


Assess Client Satisfaction

The project manager distributes the Client Satisfaction form to clients. The project manager collects the forms and stores them in the project repository. The project manager should summarize the results of the Client Satisfaction responses in the Project Closeout Report.

	[image: image241.wmf] 

 

 


	Client Satisfaction Survey


Consolidate Lessons Learned

The project manager should consolidate the lessons learned that have been collected for the project. The project manager should attach the Lessons Learned document to the Project Closeout Report.
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	Lessons Learned


Prepare for Post-Project Review

The project manager prepares the project organization for the Post-Project Review. This review should involve all team members and other key participants from the project organization. Appropriate preparation enables the project manager to optimize the participants’ time. To prepare for the review, the project manager should:

· Finalize the Project Closeout Report,

· Organize information for the review (e.g., draft Project Closeout Report),

· Determine who should participate in the review,

· Determine the format for the final review of the project (consider using a meeting, a facilitated workshop, a questionnaire, or a combination),

· Arrange and schedule the meeting, if a meeting is the preferred format, and

· Prepare and distribute materials, as appropriate, to the review participants.  
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	PM Approval Checkpoints Example 
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	Project Closeout Report

	[image: image245.png]



	Management Review Procedure


Conduct Post-Project Review

The project manager conducts the Post-Project Review. To conduct the review, the project manager should:

· Review decisions necessary to close project work,

· Review outstanding work items,

· Review the draft Project Closeout Report (including summaries of the team questionnaire feedback and client satisfaction assessment),

· Review lessons learned and identify any additional lessons learned, and

· Record any recommended changes to the process, metrics, tools, techniques, standards, etc.  
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	The items listed in the Conduct Post-Project Review task may serve as a starting point for the Post-Project Review agenda. 


Follow-up after Post-Project Review

The project manager and/or team members complete any follow-up activities resulting from the Post-Project Review. The project manager updates the Project Closeout Report with any changes resulting from the review. As a final step to this task, the project manager distributes the Project Closeout Report to appropriate team members and stakeholders of the project organization and stores the final Project Closeout Report in the project repository.

Submit Lessons Learned

As a final task to the Post-Project Review activity, the project manager documents the project’s lessons learned in the Lessons Learned database.

HR Management Closure

Overview
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As the project comes to a completion, team members will transition to other projects. The HR Management Closure activity focuses on the HR tasks that are necessary to complete and close the project. HR Management Closure consists of the tasks outlined in the diagram.

Tasks

Conduct Final Reviews and Evaluations

As part of Planning, the project manager should have determined or defined specific procedures to evaluate the performance of project team members. As part of Closing, the project manager conducts final reviews and evaluations of the team members. 
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	Team Member Evaluation


Acknowledge/Recognize Project Participants

Based on the team recognition and reward procedures established during Planning, the project manager acknowledges/recognized project participants. This may include formal, as well as informal, rewards and recognition. As part of this task, the project manager should make sure that the extended team is thanked and there is an appropriate celebration. This task applies even if the project has been cancelled.  

Release Project Resources

The final task within this activity is to formally release project resources.
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� An essential difference between a bug fix and a modification or enhancement is that the bug fix does not require the specs to change, but the modification or enhancement does.
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