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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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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.

	[image: image5.wmf] 

 


	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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Definition

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

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

2. 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.)

3. 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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