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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) 


	[image: image2.png]



	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.
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	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?   

	[image: image12.png]



	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.
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	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.

	[image: image27.png]



	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 Planning

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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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 
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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  


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

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

2. 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.)

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 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.
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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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