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Purpose  

This document provides a formal approach to managing projects within Company. The Project Management process consists of the following sub-processes: Planning, Tracking and Oversight, Change Management, and Closeout. This document provides a detailed description of each sub-process.  

Process Ownership  

The owner of the Project Management process is the Company Work and Program Management Office (WPMO).

Scope

Company encourages all projects to be managed proactively and requires projects with 100 or more hours of work be managed using the Project Management process. Projects defined within its scope must also follow Technical Project Governance guidelines. 

Definitions

· Process – A series of related activities aimed at achieving a set of objectives in a measurable and often repeatable manner. A process defines what is to be achieved and procedures define how the objectives are to be achieved.

· Project – A temporary endeavor undertaken to create a unique product or service; a set of interrelated activities organized to achieve a specific goal; the process of moving from a problem to a solution using a plan.

· Project Charter – A document used to confirm agreement and obtain commitment from all affected parties associated with a specific project. It provides an overview and lays the foundation for the project structure and how the project will be managed. Project Charters typically include a high-level Project/Problem Description, Objective, Scope Definition, Deliverables, Acceptance Criteria, Assumptions, Constraints/Dependencies, Roles and Responsibilities, Risks, Milestones, Estimated Benefits and Costs, Project Sponsor, and Team.

· Project Management – The application of knowledge, skills, tools, and techniques to project activities to meet or exceed the stakeholder needs and expectations of the project.

· Project Plan – A formal and approved set of documents containing planning assumptions/decisions and defines the scope, cost, and schedule baselines to guide project execution and control. Components of a project plan include a project charter and a project schedule. This set of documents is expected to change over time as more information becomes available about the project. 

· Project Success – When the product/service created as a result of the project is delivered as expected, on time, and within budget.

Roles and Responsibilities

There are three roles in the Project Management process:

· Project Manager  – Responsible for the execution of project tasks.

· Project Sponsor (or Board) – Management-level person who approves the project team and signs off on the project deliverables.

· Project Team – Resource team dedicated to performing project activities.

The responsibilities associated with the roles are defined in the sub-process sections of this document.

Project Management Process Overview
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The shaded boxes in the above flowchart represent the Project Management sub-processes. The Planning and Closeout stages occur independently during the process, but the Change Management and Tracking and Oversight sub-processes are dependent upon each other and occur simultaneously. 

The next four sections of this document discuss the sub-processes in detail.


Planning Sub-Process

The Planning sub-process provides a formal approach to project planning. This includes objectives and deliverables such as a Project Plan used to manage and control the project.

	Planning Components

	Inputs
	· Approved Project Charter (include approvals from Product Manager, IT Governance Committee, and Standards Adoption Panel as necessary)
· Committed Project Sponsor

	Outputs
	· Approved Project Plan including Project Schedule

	Tools
	· Templates and examples of relevant artifacts are available in the Group Templates folder under the Project and Process Management folder in
FileNet. Examples include Large Project Charter, Small Project Charter, Project Prioritization Eval Worksheet, Cost/Benefit Analysis, and Risk Assessment.
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Planning Sub-Process Description

1. Confirm Project Information with Sponsor
· Verify there is a “meeting of the minds” concerning the cost, scope, timing, benefits, cost estimates, schedule, and performance for the project.
· Verify the Project Manager is empowered to do his/her job. (Is the Project Manager accountable, authorized, and responsible? Does the Project Manager have the appropriate resources? Does the Project Manager have the support and trust of the Project Sponsor?)
· Verify that the Project Charter has been approved and the project is prioritized.
2. Refine Project Information
Based on the meeting with Project Sponsor, refine the project information as needed.

3. Approval to Continue?
· Yes – Continue with the next step.

· No – If the Project Sponsor doesn’t agree that the project is ready for committed time and money, modify the project information and put the project on hold until the Project Sponsor is committed and the project is approved. Go back to Step 2.

4. Define Roles and Responsibilities – Include generic descriptions of the resource requirements with the number of known resources needed.

5. Identify Project Team
· Based on resource descriptions, work with resource managers and functional managers to determine who has the appropriate skills and availability to be members of the Project Team.

· Identify a Project Board if multiple stakeholders will be affected by the project results.

6. Team Approved?
· Yes – Continue with the next step.

· No – Go back to Step 5.

7. Establish Project Team
· Present the Project Team with details about the project.

· Set expectations for how the Project Team will be expected to work together.

· Develop guidelines for the Project Team. 

· Review the lessons learned and any “best practices” from similar types of projects.

8. Define Deliverables
· Define deliverables for each phase of the project.  Typical deliverables include the Project Plan, status reports, Issue Log, Change Management Log, milestone sign-offs, and Closeout Report. (Note: Templates are available for most of these tools in the Group Templates library). 

· Project deliverables should be documented with acceptance criteria (see Step 11).

· Ensure there is complete understanding and communication of individual roles and responsibilities and that the Project Team understands how the effort contributes to the final product.

9. Capture Assumptions (optional depending on magnitude of project) – Document any assumptions (items believed to be true or factual without actual proof) the team makes during the planning process.

10. Identify Constraints and Dependencies (optional depending on magnitude of project) – Identify and document any limitations and/or predecessor/successor relationships in performing the project.

11. Perform Risk Assessment and Create Risk Plan (optional depending on magnitude of project)

· Perform a risk assessment to determine the potential risk impact and identify alternatives to reduce those risks.   

· Conduct a Risk Assessment as part of the Project Plan.

12. Define Change Management and Issue Management Approaches (optional depending on magnitude of project). Define how to handle Change Requests, issue resolution, and the tracking of artifact changes. Typical tools include a Change Management Log and an Issue Log.

13. Define Acceptance Criteria – Document the criteria that will be used to ensure the product/service deliverables are acceptable.

14. Select and Refine Schedule Template or Create Tasklist
· Examine the existing Project Schedule templates to determine if any can be used as a starting point or create a new tasklist. Templates are available from the Group Templates library.

· Refine any appropriate template or tasklist to create a detailed schedule for the project. 

· A Project Schedule is comprised of activities, associated tasks and dates, dependencies, and resource assignments and milestones. 

15. Schedule and Deliverables Approved?
· Yes – Continue with the next step.

· No – Go back to Step 8 and rework the appropriate parts of the Project Plan.

16. Estimate Effort and Costs – Team members should provide an estimate of required effort and costs associated with the project, preferably by task or deliverable. Expenses may include labor, education, training, contractors, hardware, software, communications, personnel, etc.

17. Define Benefits and Perform Cost/Benefit Analysis
· Project benefits are documented and quantified as much as possible. Benefits may include additional premiums written, reduction of losses incurred, operating cost reductions, and intangible benefits such as increased customer satisfaction.

· Estimated expenditures and related business benefits associated with the implementation of the proposed project are analyzed. The project payback is determined so management can decide whether to proceed with this project, its priority, and how much to invest in the project.  

18. Build Project Plan (with detailed Project Charter)

· The Project Plan includes the expanded Project Charter and a Project Schedule, and may include additional information as needed (i.e. Change Management approach, Issues Management approach, Risk Assessment, and Test plan).

19. Plan Approved?
· Yes – Continue with next step (see Figure 3). 

· No – Go back to Step 16.

Tracking and Oversight Sub-Process

The Tracking and Oversight sub-process provides a formal, documented approach to the execution of projects, including tracking and reviewing the project schedule, costs, accomplishments and results against documented estimates, commitments, and plans.  This sub-process provides adequate visibility into the progress so management can take action if a project's performance varies significantly from the Project Plan. The Project Tracking and Oversight sub-process and the Change Management sub-process of the process occur simultaneously. 

	Tracking and Oversight Components

	Inputs
	· Approved Project Plan

	Outputs
	· Project Reports
· Updated Project Artifacts (may include Project Plan, Issue Log, Change Management Log, Meeting Notes, Project Reports)
· Deliverable and Milestone Signoffs
· Change Requests 

	Tools
	· Templates and examples of relevant artifacts are available in the Group Templates library under Project and Process Management folder in FileNet.  Examples include Action Item Log, Issue Log, Change Management Log, Meeting Minutes, Deliverable Signoff
· Project Management Tool
· Lawson PSA system (project tracking and oversight)
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Tracking and Oversight Sub-Process Description

20. Track Work in Project Management and/or Lawson Tools
· Project Managers are encouraged to use the appropriate project management tools depending on the complexity of each project.  
· Project efforts should be tracked using the Lawson PSA Work Management tool, which provides timekeeping and project reporting.
21. Periodically Analyze Data and Determine Project Status
· Using data from the Project Management or Lawson tools, assess actual project results. 

· This data is also compared to planned project performance to determine the variance (i.e. schedule/cost variance, milestone performance – planned vs. actual) from the baseline, which is set at the beginning of the Change Management sub-process.  

· Identify the cause of any significant variance between actual and planned results.  

· Supporting plans (i.e. Risk Management) are also reviewed and compared to the actual project data. Project planning documentation should be revalidated, including constraints and assumptions. 

· Note any lessons learned that should be documented for the Closeout sub-process.

22. Need Corrective Action?
· Yes – Continue with the next step.

· No – Go to Step 27.

23. Address and Resolve Issues and Update Issue Log
· Issues should be handled according to the Issue Management approach included in the Project Plan.

· An issue that cannot be resolved by the Project Manager or Project Team is considered a barrier to the project and should be escalated to the Project Sponsor for removal.

· If an approach for managing issues hasn’t been defined yet, basic steps include:

· Identify and document the issue using the template or the Lawson tool.  

· The status of issues should be tracked in an Issue Log.

· If the issue is complex, determine the root cause of the problem and develop various approaches to resolve the issue.

· Agree on the best issue resolution method and recommend it to the Project Manager, Project Sponsor, or an authorized decision-maker for this level. If the recommendation is approved, resolve the issue and close it out in the Issue Log.

· If the issue resolution involves a change to the project, follow Step 3 to execute a Change Request.

24. Change Needed?
· Yes – Continue with the next step.

· No – Go to Step 26.

25. Create Change Request and Update Change Management Log
· If a change is needed to the scope of the project, prepare a Change Request with the estimated impact of the change to project quality, cost, and schedule.  

· Note any lessons learned that should be documented during the Closeout sub-process.

26. Communicate Project Status
· Status Reports should include the vital signs of the project in key areas such as cost, schedule, quality, scope, and team.  Major issues and their status should be mentioned as well as significant accomplishments and actions planned for the next time-period.

· Project status should be reviewed at appropriate management reviews including periodic presentations to Project Sponsors/Project Board and customer groups and to the Project Team on a frequent basis at team meetings.

27. Milestone Reached and Deliverable Done?
· Yes – Continue with the next step.

· No – Go back to Step 21.

28. Obtain Sign-off for Milestone or Deliverable
· If a milestone has been accomplished or a deliverable is ready to be approved, closure is accomplished by an agreement between the Project Sponsor and the Project Manager, documented on a Signoff Form. If appropriate, additional sign-offs should be obtained from other authorized parties, such as Project Board members and Customers.

· If approval is not given, get agreement from all involved parties on what corrective actions should be taken to achieve the sign-off.

· Sign-off forms should be retained as part of project documentation.

· If it becomes necessary to update the project documents:

· Based on any corrective actions taken, the Project Team will determine if supporting project documentation needs updating. This may include Issue Log, Change Requests, Updated Estimates, Performance Results, Meeting Minutes, new Project Baseline, etc).

· Updated project documentation (i.e. status reports, tracking documents) should be completed and filed in the appropriate area.

· Note any lessons learned that should be documented during the Closeout sub-process.

29. Project Complete?
· Yes – Got to the Closeout sub-process (Figure 5).

· No – Go back to Step 21.

Change Management Sub-Process

The purpose of the Change Management sub-process is to establish and maintain the integrity of project artifacts throughout the project’s lifecycle.  This includes identifying, baselining, and controlling changes to artifacts and maintaining the integrity and traceability of project documents.

	Change Management Components

	Inputs
	· Approved Project Plan including Change Management Approach
· Change requests

	Outputs
	· Updated Project Artifacts and Baselined Project

	Tools
	· Templates and examples of relevant artifacts are available in the library under Project and Process Management folder in FileNet.  Examples include Change Request Form, Change Management Log, Configuration Management Log
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Change Management Sub-Process Description

30. Identify Project Artifacts to be Managed
· Each project artifact that needs to be managed is identified and documented with the full file path and file name. Determination is also made whether a printed copy needs to be available.

· These project artifacts are recorded and should include the following data for each item:

· Project Name

· Name of Project Artifact

· Version Number of the Project Artifact

· Summary of the Change

· Baseline Date

· Owner of the Project Artifact

31. Define Baseline of Project Artifacts
· A baseline is established to identify the project configuration at the beginning of the project lifecycle. Baselines allow deviations to be measured.  Scope is baselined to assess when and if modifications to resources and schedules must occur, resulting in a new baseline. 

· Prior to the Project Schedule being baselined, the estimated level of effort to complete the project, as well as the estimated dates for the project, are reviewed. When estimated dates and efforts appear reasonable, the project tasks are baselined.

· These baselined estimates are inputs to the Project Tracking and Oversight sub-process and are compared to the actual dates and effort for each task.

32. Update Project Artifacts and Re-baseline Project 

· Different events can result in updates to project artifacts:

·     Issues trigger updates to the Issues Log.

· Change Requests trigger updates to the Change Management Log and can cause changes to other project artifacts, including a new baseline of the Project Schedule.

· Sign-off of milestones and deliverables cause new project artifacts to be created.

· New risks or assumptions trigger components of the Project Plan to be updated.

33. Analyze Change Request and Make Recommendation
· Different events can trigger a Change Request:

· Analysis of the project (i.e. project variances) may determine that corrective action is     needed.

· Customer or Project Sponsor may decide to change the scope of the project.

· Issue resolution may force a change to be made.

· Anyone can submit a Change Request form with the following:

· Associated project name

· Change request description

· Reason for change request

· The status of all change requests is tracked in the Change Management Log. 
· Each change must be analyzed to determine the cost and effort of additional work required and its impact to the project scope (i.e. schedule, cost, quality).  

· All changes with significant impact must be submitted to the Project Sponsor or Project Board for approval. The Project Manager can typically approve minor changes with minimal impact.

34. Approval or Rejection with Appropriate Action Items
· All changes to project artifacts should be tracked.  This includes a summary of the change and the new version number of the artifact.

35. Communicate Decision and Update Change Management Log and Re-baseline Project
· After a decision has been made about the Change Request, the decision is documented in the Change Management Log and communicated to everyone involved.  

· If approval has not been granted, communicate the reason(s) along with any modifications or additional information needed.

· If approved, the appropriate project artifacts are updated to reflect the changed scope. If appropriate, a new project baseline is established with updated priorities, due dates, etc.  


Closeout Sub-Process

The purpose of the Closeout sub-process is to review and conclude the project at the end of its lifecycle.  This includes reviewing lessons learned collected throughout the project and soliciting and analyzing feedback from customers, project sponsors, and project team members to determine the effectiveness of the project and to learn how to improve future projects. 

	Closeout Components

	Inputs
	· Project artifacts, including lessons learned documented along the way

	Outputs
	· Delivered product or service
· Final project documentation package including a Closeout Report

	Tools
	· Templates and examples of relevant artifacts are available in the Group Templates library under the Project and Process Management folder in FileNet.  Examples include Project Closeout Report 
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Closeout Sub-Process Description

36. Finalize Project Artifacts (including lesson learned) – Review all project artifacts and verify that all updates have been recorded.

37. Solicit Feedback

· Send questionnaires to, or have discussions with key people involved in the project (i.e. customers, Project Sponsor, Project Team).

· Ask open ended questions and allow anonymity to find out:

· What went well on this project?

· What could have been done better on this project?

· Were your expectations met based on the project definition?

· Was the project successful (i.e. quality, schedule and cost)?

· Are the anticipated benefits being achieved?  Any unexpected benefits?

· Are maintenance or review procedures in place?  Are they working well?

· Are further actions required by the Project Team?

· Are there still any opportunities for improvement?

· Is the project ready to be closed out?

38. Provide Feedback – Review and Complete Questionnaires  

39. Analyze Feedback and Lessons Learned
· Review feedback, lessons learned documented during the project, and any performance data available from the newly delivered product or service.

· Confirm with the Project Sponsor that the project is complete and should be closed.

40. Create Closeout Report
· Create the Closeout Report to be included in the final project package.

41. Reports Approved?
· Yes – Continue with the next step.

· No – Go back to Step 40.

42. Close the Project
· If the Closeout Report is approved, inform everyone involved of the project closure and post the Closeout Report to the appropriate project archive files, including suggested updates to the templates.

Metrics

Metrics determine if the Project Management process is being used and how well the process is working.  Metrics that may be incorporated in the future include:

1. Percentage of projects with an approved Project Charter. *

2. Percentage of projects with an approved Project Plan. *

3. Percentage of projects with regular Status Reporting. *

4. Average percentage of project requirements being met for each project.

5. Percentage of projects with lessons learned in the Closeout Report.

6. Percentage of projects completed within the scope (i.e. quality, cost, and time) parameters.

*
These metrics may only apply to projects that are above the threshold.

Process Escalation

If expectations of this process are not being met, suggestions and concerns should be escalated to:

	Contact Person
	Work Phone
	Cell Phone

	
	
	

	
	
	


Revision History

	Date
	Author
	Description

	03/31/2000
	
	· Initial drafts of separate processes

	12/31/2002
	
	· Revision to integrate separate sub-processes in a Project Manager Process published 12/31/02

	10/08/2004
	
	· Change process overviews into swim lane format

· Miscellaneous content updates and style/format changes

	10/15/2004
	
	· Change Risk Management references to Risk Assessment

· Insert language pertaining to scope management

	10/18/2004
	
	· Remove Request for Service as a Planning sub-process input

	10/25/2004
	
	· Update Cost/Benefit Analysis template link

	11/07/2004
	
	· Clarification to Step #17 before publication of 11/08/04 version

	11/09/2004
	
	· Remove “Draft” from page 1 footer on 2/10/05
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