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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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Idea Structuring


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.

	[image: image1.png]



	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: image17.wmf]Opportunity
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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. 
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	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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Checkpoint Review

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.

	[image: image10.png]



	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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