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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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Cost

TRIPLE CONSTRAINT

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. 
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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
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	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.
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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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