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Executive Summary

The intent of this Scalable Project Management Methodology document is to provide Department of Commerce project managers with a scalable reference for developing a project management methodology that is flexible enough to meet the individual needs of individual operating units, yet rigorous enough to meet the higher-level oversight visibility needs of Departmental management.

This document is not intended as a project management “cookbook” or “how-to” document, but rather as a guide for the selection of the elements of a project management methodology.  The components of a project management methodology presented here are extracted from or based upon American National Standard ANSI/PMI 99-001-2004 A Guide to the Project Management Body of Knowledge (PMBOK® Guide), the Standard for Program Management, and the Standard for Portfolio Management, all authored by the Project Management Institute (PMI®), and material from those publications has been reproduced with the permission of PMI.
The project management methodology components recommended or required by this document provide a means for defining the magnitude of a project, characterizing the risk inherent in the project, and tailoring a project management methodology, based upon the project’s unique characteristics.

After providing a methodology for defining a project’s magnitude, this document goes on to provide an overall project management overview and then provides guidance relative to the Project Management Process groups defined by PMI®, specifically:

· Project Initiation,

· Project Planning,

· Project Execution,

· Project Monitoring and Control, and

· Project Closing.

1 Purpose

This Scalable Project Management Methodology document was created to assist Department of Commerce (DOC) offices and operating units in their project management planning and to provide a project management methodology reference that is scalable and flexible enough to meet the needs of all DOC offices and operating units.  The project management methodology components presented here are generic enough to be applied to all projects within the Department, and while they are flexible enough to meet the needs of all DOC projects, they are not intended to be the sole source of information on Departmental project management methodology.

Information Technology (IT) projects are very similar to non-IT projects as both have a defined start and end date, a formalized set of deliverables, and an authorized budget.  The subtle difference lies in the steps taken to develop the IT product, using Software Development Lifecycle milestones and methods merged with traditional project management processes to create a well-defined set of processes.

2 Scope

The components of a Scalable Project Management Methodology presented here are intended for executive-level managers, program managers, project managers, project team members, and any interested individual desiring insight into the Department’s project management process.  This Scalable Project Management Methodology applies specifically to IT projects, but can be applied equally well to other types of projects (e.g., Engineering, Scientific, Architectural, and Administrative).

The DOC Information Technology Project Management Policy serves as a higher level guide to the requirements for managing IT projects within DOC, and this Scalable Project Management Methodology document supports that policy by providing guidance for the selection of the elements of a tailored project management methodology.

The components of a project management methodology presented here are extracted from or based upon American National Standard ANSI/PMI 99-001-2004 A Guide to the Project Management Body of Knowledge (PMBOK® Guide), the Standard for Program Management, and the Standard for Portfolio Management, all authored by the Project Management Institute (PMI®), and material from those publications has been reproduced with the permission of PMI.

2.1 Differentiating Projects from Programs and Portfolios
In discussing project management and project management methodologies, it is important to understand the differences among projects, programs, and portfolios, and the management practices that apply to each.  PMI provides the following, which are generally accepted as industry-standard definitions:

“A project is defined as a temporary endeavor undertaken to create a unique product, service, or result” – Project Management Institute, A Guide to the Project Management Body of Knowledge (PMBOK ® Guide) – Third Edition, Project Management Institute, Inc., 2004.
“A program is a group of related projects managed in a coordinated way to obtain benefits and control not available from managing them individually.  Programs may include elements of related work (e.g. ongoing operations) outside the scope of the discrete projects in a program.” – The Standard for Program Management, Project Management Institute, 2006.

“Defined, a portfolio is a collection of projects . . . and/or programs . . . and other work that are grouped together to facilitate the effective management of that work to meet strategic business objectives.” – The Standard for Portfolio Management, Project Management Institute, 2006. 

For the purposes of this Scalable Project Management Methodology document, we have focused solely on project management.  The reader is encouraged to familiarize himself/herself with the concepts of both program and portfolio management.  While the practices of program and portfolio management are beyond the scope of this document, an understanding of their precepts will assist in developing a broader context for understanding project management itself.
3 Background

Practicing sound project management is the best way to ensure that projects are completed on-time and within budget, while meeting high quality standards. Repeatability in project management methodologies is critical to ensuring success on a project, and with this in mind DOC has established these components of a project management methodology to assist our project managers in the practice of sound, repeatable project management processes throughout the project lifecycle.  The methodologies presented here are extracted from or based upon American National Standard ANSI/PMI 99-001-2004 A Guide to the Project Management Body of Knowledge (PMBOK® Guide) authored by the Project Management Institute (PMI®).  Because DOC’s Scalable Project Management Methodology relies extensively on the concept of Process Groups and Knowledge Areas as defined by PMI®, the reader is strongly urged to familiarize himself or herself with the PMBOK® Guide.
4 References

4.1 PMI® PMBOK® Guide, Third Edition
PMI® is a globally-recognized leader in the development of standards for the practice of project management, and the project management methodologies contained in this Scalable Project Management Methodology document reflect the project management process groups and knowledge areas presented in the PMBOK® Guide published by PMI®.
4.2 The Standard for Program Management

The Standard for Program Management provides program managers the same wealth of information that is available to project managers in the PMBOK® Guide, and PMI® describes the primary purpose of the standard as being “. . . to describe generally recognized good practices and place program management in the context of portfolio and project management.”  The Standard for Program Management “. . . provides guidance for managing multiple programs (that is multiple projects and non-project activities within a program environment).”  and “. . . a common lexicon leading to a detailed understanding of program management . . .”
4.3 The Standard for Portfolio Management

As describe by PMI®, “The primary purpose of The Standard for Portfolio Management is to describe generally accepted processes associated with portfolio management.  The standard is an expansion of information provided in the PMBOK® Guide and the Organizational Project Management Maturity Model (OPM3®).  The standard focuses on portfolio Management as it relates to the disciplines of project management and program management.  Its application is intended for all types of organizations (i.e., profit, nonprofit, and government). 
4.4 Government Extension to the PMI® PMBOK® Guide, Third Edition

According to The Government Extension to the PMBOK® Guide it “is the first industry-specific extension to A Guide to the Project Management Body of Knowledge.” The focus of the extension is on two distinguishing factors related to the management of projects within the public sector environment: 1) “the law which stipulates precise terms for the execution and enforcement of fiduciary, managerial, and sociopolitical responsibilities”; and 2) “responsibility of the project team to serve as stewards of the public interest.”
4.5 International Organization for Standardization (ISO) 10006 – Guidelines for Quality Management in Projects

The IS0 10006 guideline outlines quality management principles and practices as they relate to the management of projects. It provides guidance on quality issues that impact projects. It is applicable to projects of varying complexity, size and length, and its overall purpose is to create and maintain quality in projects through a systematic process that ensures:

· Stated and implied needs of customers are understood and met. 

· Interested stakeholders needs are understood and evaluated.
· The organization’s quality policy is incorporated into the management of projects.
5  Project Management Methodology Recommendations
5.1 Background

It is important to understand the connection that exists between an operating unit’s project management methodology and the Department’s portfolio management approach to IT planning.  Business case justification of technology projects is central to the portfolio management approach. Having a strong project management methodology in place improves the prospect of success for the project’s business case. The project management portion of the business case requires a return-on-investment (ROI) assessment, a risk inventory and risk impact assessment, and an identification of funding sources. Forms and tools for supporting the business case justification are available on the Department’s Office of IT Policy and Planning (OITPP) Web site: http://ocio.os.doc.gov/ITPolicyandPrograms/Capital_Planning/index.htm.
All IT projects require some elements of project management methodology; deciding the project’s magnitude and the extent of the project management methodology to be applied (and the level of detail in any of the various elements) can be a challenging task.

Because IT projects do not come in a standard set of sizes and characteristics, this Scalable Project Management Methodology document was created to guide all operating units within DOC in developing a uniform approach to the management of individual projects, thereby reducing that element of risk to the project and improving the project's probability of success.

Commerce defines its IT projects, on an increasing scale of size and complexity, as Level 1, 2, or 3, based on an assessment of six factors which, taken together, provide an overall sizing of a project.  The characterization of projects as Level 1, 2, or 3 is in keeping with the Federal CIO Council’s description of IT projects contained within their “Federal IT Project Manager Guidance Matrix.”
The matrices provided in Section 5.2 and Section 5.3 are designed to help characterize an IT project as Level 1, 2, or 3, and to eliminate some of the confusion surrounding the extent of project management methodology to be applied to individual IT projects.  The matrix in Section 5.2 provides guidelines for defining your project as Level 1, 2, or 3, and the matrix in Section 5.3 will assist in determining which elements of a structured project methodology should be applied to a particular project.  While these tools still leave plenty of room for individual judgment, they will provide assistance in putting an individual project into perspective.  

5.2 Determining the Magnitude of a Project

Determining the degree to which various project management components are implemented requires the categorization of a project based on the following six factors:

· Cost

· Complexity

· Risk

· Criticality

· Reach
· Visibility

Using these six factors, the following descriptions are used to evaluate a project as Level 1, 2, or 3:
	Factor
	Level 1
	Level 2
	Level 3

	Cost
	Lifecycle developmental cost will be less than $5M.
	Lifecycle developmental cost will be over $5M but less than $25M.
	Lifecycle developmental cost will be $25M or over.

	Complexity
	Project is simple in terms of implementation requirements and has no internal or external interfaces.
Proven technologies will be used.
	Project is simple in terms of implementation requirements, has only a limited number of internal and/or external interfaces. 
All interfaces are managed within the hosting bureau. 

Well known technologies will be used. Some engineering development may be required.  For example, new combinations of existing technologies may be used that will require a limited amount of engineering development and technology demonstration.
	Project involves a complex implementation process and/or has external interfaces across bureaus or outside the Department of Commerce.

New technologies will be used, requiring extensive technology development and demonstration.

	Risk (see “Risk Categorization”, section 5.2.1)
	Overall project risk is low. 
	Project has moderate overall risk. 
	Project has high or critical overall risk or serves an extensive public customer base.  

	Criticality
	Project is critical only to the bureau’s secondary or non-mission related functions.
	Project is critical to one of the Department’s core missions.

Failure of the project or poor project quality may affect core mission objectives or system safety.
	Project is a highly complex and may envelope a portfolio of systems or applications with impact on more than one mission critical area. 
Failure of the project or poor project quality may affect core mission objectives or may affect multiple users across the Department of Commerce or outside of the Department, including the public.
Project is or will be designated as part of the Nationally Critical Infrastructure

	Reach
	The project will result in a confined, bureau-based system such as:

· A bureau knowledge portal

· An internal bureau budget system
	A large, complex project that will have impact outside the host bureau, but still within the Department of Commerce.
	A large, complex project that will have impact outside the Department of Commerce and may be used by the public. 

	Visibility
	Visibility is restricted to a single business area within the hosting bureau.
	Project has visibility at the bureau‑management level.
	Project has visibility at the Department level or outside the hosting bureau.


After evaluating a project in terms of the six factors described above, the project is assigned a level in accordance with the highest level defined for any particular factor.  That is, if a project is evaluated as Level 3 in any single factor, the project is a Level 3 project.  If the highest level assigned to any of the six factors is Level 2, the project is a Level 2 project, and if none of the factors is evaluated as either Level 2 or 3, the project is a Level 1 project.  The number of factors evaluated as Level 1, 2, or 3 has no bearing on the project’s characterization, but should be taken into consideration when tailoring the “recommended” project management methodology components to be adopted.
5.2.1 Risk Categorization

An important part of defining a project as Level 1, 2, or 3 is characterizing the risk attendant to the project.  In the context of project management, risk can be thought of in two ways; individual (and often independent) risks to various elements of the project, and 2) overall risk to the project itself.
5.2.1.1 Categorizing Individual Risks

Individual risks are characterized by estimating in qualitative or quantitative terms, the probability of a risk event occurring and the resultant consequence of that risk event. A particular risk is defined as Critical, High, Moderate, or Low, based on the product of the risk’s probability and consequence.  A risk matrix, similar to the one below, is a useful tool for depicting this scoring system.  Note that the matrix depicted is a 5X5 matrix.  While other matrix configurations may be used (3X3 or 4X4 for example), it should be noted that the more granular the matrix is, the easier it will be to discriminate between closely-scored individual risks.  Additionally, the 5X5 format of risk matrix is more widely used throughout Commerce, thus adoption of a 5X5 format will increase consistency across the Department.
	Risk Matrix

	Probability of Occurrence
	Consequence of Occurrence

	
	Negligible
	Minor
	Significant
	Severe
	Catastrophic

	Very Likely
(Chance of Occurrence > 70%)
	Moderate
	High
	Critical
	Critical
	Critical

	Probable

Chance of Occurrence 50-70%)
	Low
	Moderate
	High
	Critical
	Critical

	Possible

Chance of Occurrence 30-50%)
	Low
	Moderate
	High
	High
	Critical

	Very Unlikely
(Chance of Occurrence 10-30%)
	Low
	Low 
	Moderate 
	Moderate
	High

	Extremely Unlikely

Chance of Occurrence < 10%
	Low
	Low
	Low
	Low
	Moderate


5.2.1.2 Categorizing Overall Project Risk

When all risks have been identified, analyzed, and ranked, the project team should then translate the risks into an overall, or summary, project risk ranking.
One common method of determining overall project risk is to assess and rank all of the project’s identified individual risks, and simply sum those risk scores into an overall project risk ranking.  Often, on larger projects, a quantitative analysis such as a Monte Carlo simulation will be performed to determine the overall project cost and schedule risk. The Monte Carlo simulation utilizes inputs of expected cost and schedule risk consequence, stated in terms of impact and probability of occurrence. The simulation uses randomly generated outcomes for each risk based on the probabilities and consequences input by the project team. By repeating the process for many trials, a frequency distribution is generated which approximates a probability distribution for the risks’ actual occurrence, and based on an accepted confidence level, returns an expected total project cost and schedule risk.
 A second, more strategic method for determining overall project risk is to conduct a top-down risk assessment, focusing on areas of risk that would impact the entire project, rather than individual discrete risks.  These risks, often referred to as strategic risks, relate more to the operational environment of the project than the technical aspects of project implementation.  Examples of strategic risks are:
· User requirements will not be fully defined
· The higher-level program which the project serves will be abandoned
· The organization’s governance structure will fail to provide executive level support for the project
· Project management processes will not be as mature as the project requires 
5.3 Deciding on the Elements of a Project Management Methodology

After the project has been characterized as Level 1, 2, or 3, the elements of the project management methodology to be applied, and documentation required, are determined by using the matrix below.  The “Reference Paragraph” column of the matrix identifies the section of this document in which the project management methodology artifact is described.
If the project is classified as Level 3, the application of the full suite of project management methodology components must be implemented.

	Reference
Paragraph
	Project Management Methodology Components

	Level 1
	Level 2
	Level 3

	7.1.1
	Project Concept Document
	
	(
	(

	7.1.2
	Project Feasibility Study
	
	(
	(

	7.1.3
	Project Charter
	(
	(
	(

	7.2.1
	Project Kick-off Meeting
	(
	(
	(

	7.2.2
	Project Management Plan
	(
	(
	(

	7.2.2.1
	Scope Management Plan
	(
	(
	(

	7.2.2.2
	Schedule Management Plan
	(
	(
	(

	7.2.2.3
	Cost Management Plan
	(
	(
	(

	7.2.2.4
	Quality Management Plan
	
	(
	(

	7.2.2.5
	Procurement Management Plan
	
	(
	(

	7.2.2.6
	Staffing Management Plan
	
	(
	(

	7.2.2.7
	Communications Management Plan
	
	(
	(

	7.2.2.8
	Risk Management Plan
	(
	(
	(

	7.2.2.9
	Change Management Plan
	(
	(
	(

	7.2.3
	Scope Statement
	(
	(
	(

	7.2.4
	Work Breakdown Structure
	(
	(
	(

	7.2.5
	Organizational Breakdown Structure
	
	(
	(

	7.2.6
	Responsibility Assignment Matrix
	(
	(
	(

	7.2.7
	Project Schedule and Calendar
	(
	(
	(

	7.2.7
	Project Schedule Network Diagram (Precedence Diagramming Method or Critical Path Method)
	
	(
	(

	7.2.8
	Project Budget
	(
	(
	(

	7.2.9
	Performance Measurement Baseline
	(
	(
	(

	7.2.10
	Earned Value Management
	(
	(
	(

	7.5.3
	Lessons Learned
	(
	(
	(


(
Required element

(
Recommended element

6 Project Management Overview

6.1 Introduction:

According to the PMBOK® Guide, “Project Management is the application of knowledge, skills, tools, and techniques to project activities to meet project requirements.  Project management is accomplished through the application and integration of the project management processes of initiating, planning, executing, monitoring and controlling, and closing.”

6.2 Project Management Methodology:

A project management methodology provides standard project management methods and guidelines for managing projects in a disciplined, well managed, and consistent manner that promotes the delivery of quality products and services, on-time and within budget.  One of the essential benefits of adhering to a defined project management methodology is the ability to demonstrate repeatable successes, rather than learning the same difficult lessons time and time again.
6.3 Project Definition:

A project is considered to be a temporary endeavor because the project goal is to deliver a specific product or implement a certain process.  Because of this objective the definition of successful completion of the project must be agreed upon by the project’s customers and stakeholders, and formalized in the various project planning documentation.  The project’s scope statement must clearly define what is – and equally important, what is not – to be included in the successful delivery of the project.

All projects are unique and take on different forms that present many degrees of uncertainty.  The diversity of project types and the uncertainties inherent in their management requires that an organization establish consistent, repeatable project management methodologies.  DOC has adopted PMI®’s convention of defining the practice of project management in terms of Project Management Process Groups and Knowledge Areas.  The Project Management Process Groups are, as their name implies, groupings of related project management processes with interactions both within their own, and among other, Process Groups.  The five Process Groups are: 

· Project Initiation

· Project Planning

· Project Execution

· Project Monitoring and Control

· Project Closeout

While it may be tempting to think of these Process Groups as project “phases,” there is a distinct difference between project phases and the Process Groups.  Most projects are correctly perceived as comprising phases such as concept development, product design, product prototyping, construction, testing, etc., one or more of the Process Groups will be visited during each of these project phases.

The interrelationships of these Process Groups, as described by PMI®, are depicted in Figure 5.1.


6.4 Roles and Responsibilities:

It is important to have a defined formal structure for the project and for the project staff.  This provides each individual with a clear understanding of the authority given and responsibility necessary for the successful accomplishment of project activities.

Common project roles and their respective responsibilities can vary depending on the nature of the project, but typically, as defined in the PMBOK® Guide, include the following:

6.4.1 Project Management Office 
A project management office (PMO) is an organizational unit to centralize and coordinate the management of projects under its domain. PMOs can operate on a continuum, from providing project management support functions in the form of training, software, standardized policies, and procedures, to actual direct management and responsibility for achieving the project objectives. A well-designed and developed PMO facilitates the active participation and review of all parties.
6.4.2 Project Manager
The project manager is the individual responsible for managing the overall project and its deliverables and is the customer’s single point of contact for the project.  The project manager controls the planning and execution of the project’s activities and resources and bears the ultimate responsibility for ensuring that established cost, schedule, and quality goals are met.  

6.4.3 Project Management Team

The project management team is composed of individuals who are directly involved in project management activities and who have specific responsibility for the successful completion of a subset of the overall project.  They are responsible to the project manager for managing the triple constraint of cost, schedule, and performance relating to their specific assignment.  Typical members of the project management team could include:

6.4.3.1 Configuration Manager

The configuration manager provides technical and administrative direction to document the functional and physical characteristics of an item or system, control any changes to the characteristics, record and report the changes and their implementation status, and audit the item or system to verify conformance to requirements. 

6.4.3.2 Quality Manager

The quality manager is responsible for achieving the quality standards applicable to the project’s deliverables.  Responsibilities of the quality manager include quality assurance, quality control, and project quality improvement procedures.

6.4.3.3 Risk Manager

The project risk manager is the project management team member responsible for preparing and maintaining a risk management plan and for integrating risk management issues into the project planning and execution processes.  Responsibilities of the project risk manager include the processes involved with identifying, analyzing, and responding to project risk.  These processes typically comprise risk identification, risk quantification, risk response development, and risk response control.

6.4.4 Project Team Members

The project team members are a group of individuals with complementary skills, a common purpose, shared goals, and mutual accountability who share responsibility for accomplishing project goals and who report either full or part time to the project manager.

6.4.5 Customer

The customer is the owner, buyer, or user of the product/services produced by the project.

6.4.6 Stakeholders
Stakeholders are the person(s) or organization(s) that will be affected – either negatively or positively – by the product and/or services produced by the project. The spectrum of stakeholders could include sponsors, customers, project team members and managers. Because the development of projects in the Government sector will often impact individuals or entities at some distance from the actual project development process, entities such as the general public, regulatory agencies, and private-sector commercial entities, the potential range of stakeholders for DOC projects should be thoroughly explored. 

6.4.7 Project Sponsor

The project sponsor is the person whose support and approval is required for a project to start and continue.  The project sponsor develops senior management recognition of the need for the project and ensures that needed financial resources are made available.

7 The Project Management Process Groups

7.1 Initiating Process Group 

The Initiating Process Group comprises the conceptual element of project management. The Initiating Process is where the project’s purpose is defined and senior management’s authorization to proceed is formalized.

It is within this Process Group that an approach to fulfilling the customer’s needs – which have been earlier identified outside the project’s scope of control – is defined.  The feasibility of the chosen approach is typically established through a process of evaluating a number of viable alternatives and selecting one deemed most appropriate. The objectives of the project are described and documented within the Initiating Process Group.  As part of documenting the reason for selecting a particular alternative for the project approach, the project scope, deliverables, project duration, and expected resource requirements are documented as well.  Involvement of the customer and stakeholders early-on helps to ensure proper definition of acceptable deliverables and, through customer and stakeholder buy-in the probability of eventual satisfaction of the customer and stakeholders is greatly enhanced.

Activities conducted within the Initiating Process Group will provide significant input into the various planning documents and will drive the planning elements such as the project’s scope, schedule and budget.  The major activities normally associated with the Initiating Process Group are:

· Creation of a Project Concept document

· Documentation of project purpose, goals, and objectives

· Identifying alternative approaches to meeting the identified business need for the project

· Determination of project feasibility
· Selection and documentation of an approved alternative

· Determination of estimated resource requirements

· Agreement on an estimated project duration

· Identification and assignment of a project manager

· Creation of a Project Charter 

7.1.1 Project Concept Document  

The Project Concept Document defines the project’s reason for being. It defines a high-level approach; providing critical success factors, a Product Description Statement, and other top-level planning information.  The Project Concept Document should define what is to be done, why it is to be done, and what business value it will provide when the project is completed.

This document is not required for Level 1 projects.  It is recommended for Level 2 projects and required for Level 3 projects.  For Level 2 projects, the Project Concept Document should include a business justification, proposed solution description, and a product description statement.  

· The business justification should focus attention on the purpose and impact of the project within both the particular Commerce operating unit and the Department as a whole. The justification should provide the business need, current situation, project vision and goal, benefits, and strategic alignment.  

· The proposed solution description should include high-level requirements, assumptions, proposed alternatives, project approach, high-level deliverables, and dependencies on other projects.

· The Product Description Statement is a high-level statement contained within the Project Concept Document, which describes the characteristics of the products or processes to be created by the project. Typically, a Product Description Statement does not have a great deal of detail and will be used as a basis for building progressively more detailed descriptions within the Planning Process Group.

In addition to the business justification, proposed solution, and product description statement, the Project Concept Document for Level 3 projects should identify external interfaces; establish strategic alignment across the portfolio of systems and describe the impact of the project within the particular Commerce operating unit, the Department as a whole, and outside the Department of Commerce.
7.1.2 Project Feasibility Study

The purpose of the feasibility study is to identify project constraints, alternative approaches to business needs, and major assumptions related to the products or services to be developed.  The Project Feasibility Study is recommended for Level 2 projects and required for Level 3 projects,  There are three basic components of a Project Feasibility Study:  1) business need description; 2) potential solutions to the problem; and 3) preliminary recommendations. 
7.1.3 Project Charter

A Project Charter is created to formally communicate the existence of, and senior management’s commitment to, the project. The Project Charter is an output of the Initiating Process Group and its approval signals the formal authorization of the project.  A Project Charter is required for Level 1, Level 2, and Level 3 projects.
Inputs to the development of a Project Charter are the results of the Project Feasibility Study and the Project Concept Document. For Level 1 projects, the Project Charter should define the following:

· Sponsorship of the project by senior management

· An initial scope description

· Business need description

· Estimated resource requirements

· Assumptions and constraints

· Formal assignment of a project manager

In addition to the requirements above, Level 2 and Level 3 projects should also define high-level control strategies for managing communication, quality, change, risk, and procurement throughout the project’s life cycle.  Further discussion of a Project Charter can be found in section 4.1 of the PMBOK® Guide Third Edition. 

7.2 Project Planning Process Group

It is within the Project Planning Process Group that the framework of the project is built.  Activities within this Process Group will lead to the development of a clear definition of how the project will be managed and controlled; a detailed project scope statement that explicitly defines the project’s boundaries; and a Work Breakdown Structure (WBS) that subdivides the scope statement into more granular descriptions of work to be accomplished, along with cost estimates developed to the same level of detail.  

Proper completion of the outputs of the Planning Process Group ensures that customers, stakeholders, and team members have a common and complete understanding of project expectations; that all activities are properly defined and that resource requirements are fully understood.  Activities, tools, techniques and outputs of the Planning Process Group typically include:

7.2.1 Project Kick-off Meeting

The Project Kick-off meeting is the event that formally marks the beginning of the project.  It is most likely the first opportunity for the project manager to assemble the entire Project Team to discuss the project’s vision and the Project Charter.  The Project Kick-off meeting is also an opportunity to set proper expectations and establish guidelines to complete the project on time and within budget.  The Project Kick-off meeting is recommended for Level 1 projects and required for Level 2 and 3 projects.  For Level 1, 2, and 3 projects, the following topics should be discussed in the Project Kick-off meeting:

· Project goals and deliverables
· Project team members roles and responsibilities

· Project assumptions and constraints

· High-level description of projects tasks and milestones
· Project risks

· Key success factors

7.2.2 The Project Management Plan

A Project Management Plan is defined by PMI® as “A formal, approved document that defines how the project is to be executed, monitored, and controlled.”

Because the Project Planning Process Group will be revisited many times during the lifecycle of the project, the Project Management Plan should be viewed as a dynamic document rather than a static piece of shelfware.  As the project proceeds through the Execution and Monitoring & Control Process Groups, knowledge of the project requirements will undoubtedly become more mature, and as a result, changes to the project planning approach and the Project Management Plan should be expected.

Further discussion of Project Management Plan development and execution can be found in sections 4.1 through 4.3 of the PMBOK® Guide Third Edition.

The Project Management Plan is not a “one size fits all” document and, depending on the size and complexity of a particular project, it will comprise some or all of the subsidiary plans and project documents discussed below. The matrix in section 5.3 should be used to help define the required scope of the Project Management Plan and the documentation required for a particular DOC project.

For Level 1 projects, the Project Management Plan should describe the performance baseline for the project; how security will be established, maintained, and monitored; and the following sections: 
· Scope Management Plan

· Schedule Management Plan

· Cost Management Plan

· Risk Management Plan

· Change Management Plan (recommended)

· Security Considerations

In addition to the above, the following sections are recommended for Level 2 projects and required for Level 3 projects:

· Quality Management Plan

· Procurement Management Plan

· Staffing Management Plan

· Communications Management Plan

· Change Management Plan

7.2.2.1 Scope Management Plan

Because changes to scope are inevitable, the project manager must influence the factors that create project scope changes and control the impact of those changes.  This influence is exerted through the scope management process and is documented in the Scope Management Plan.  Effective scope management ensures that all requested changes and recommended corrective actions are processed in accordance with an established, disciplined plan which is part of the Integrated Change Control process.  The Scope Management Plan also describes the method of controlling actual changes as they occur and accounts for the integration of scope changes with the other change processes.

Uncontrolled changes are often referred to as “scope creep” and it is these changes which, if allowed to occur, cause problems.  These types of changes normally occur where the perception of what was in and out of scope was different between various parties.  To avoid these differences in perception, the project’s initial scope must be clearly documented in the Project Scope Statement.

For Level 1 projects, the Scope Management Plan should contain: 1) the Project Scope Statement describing the overall scope of the project; 2) a description of how the project scope will be managed; and 3) a description of how scope changes will be integrated into the project.  In addition to the requirements above, the Project Scope Statement for Level 2 and 3 projects should describe the high-level business process flow; the organizations and stakeholders that will be involved or impacted; technologies that will be used or excluded; and geographical sties that may or may not be impacted.
Further information on development of a Scope Management Plan can be found in section 5.1.3 of the PMBOK® Guide Third Edition.

7.2.2.2 Schedule Management Plan

Just as scope changes should be considered inevitable, changes to the project’s schedule should be expected and must be controlled through a documented process.  It is the Schedule Management Plan that describes how changes to the project schedule will be managed and controlled.  The Schedule Management Plan depends, for a starting point, on a schedule baseline that has been accepted and approved by the project management team.  The Schedule Baseline is a documented version of the project schedule with baseline start dates and baseline finish dates.
The Schedule Management Plan is required for Level 1, 2, and 3 projects.  For Level 1 projects, the Schedule Management Plan should address the expected stability of the project schedule, the schedule variance response process, and the schedule change control process.  For Level 2 and 3 projects, in addition to the above, the Schedule Management Plan should also include assumptions and constraints, schedule variance analysis (for projects with Schedule Performance Indices (SPI) over or under the 10% threshold), and a corrective action report (for projects with SPI over or under the 10% threshold).
7.2.2.3 Cost Management Plan

Project Cost Management comprises the functions of Cost Estimating, Cost Budgeting, and Cost Management.  Although they are presented here as separate processes, they are interrelated, often overlap, and are influenced by activities in other Process Groups and Knowledge Areas.
Cost Estimating is often thought of as a simple approximation of the total cost of resources to be devoted to the various project activities to be accomplished.  This definition, however, does not allow for the development of a Total Cost of Ownership view or a lifecycle cost model.  Decisions made in project planning may very well forego lower-cost development options in favor of a more advantageous lifecycle cost because of lower maintenance and support costs. 

Cost Budgeting is simply the aggregation of the detailed cost estimates derived for lower-level project activities.  The overall project budget must relate directly to the project’s Scope Statement and must be downwardly traceable to the lowest WBS Cost Accounts.

The Cost Management Plan establishes the Cost Baseline and documents the processes involved in the control of changes to the project budget.  The Cost Management Plan should identify the processes and procedures used to manage costs throughout the project’s life and provide a description of each of the three cost management processes and define the quantitative aspects of the Cost Management process such as level of precision, units of measure, control thresholds and earned value rules.
The Cost Management Plan is required for Level 1, 2, and 3 projects.  For Level 1 projects, the Cost Management Plan should include resource planning, cost estimation techniques, cost baseline (including costs for acquiring equipment and services and maintenance support), and the approach for tracking and reporting costs.  In addition to the requirements above, the Cost Management Plan for Level 2 and 3 projects should include a description how costs are controlled, how variances will be addressed, and how the project’s cost will be tracked and reconciled with the budget.
Further information on Project Cost Management, including Cost Estimating, Cost Budgeting, and Cost Control can be found in Chapter 7 of the PMBOK® Guide Third Edition.
7.2.2.4 Quality Management Plan

The Quality Management Plan defines the project’s approach to the accomplishment of the processes of Quality Planning, Quality Assurance, and Quality Control and describes the process for achieving prescribed levels of quality in the product of the project.  The Quality objectives of the project are established in the Quality Baseline, and the Quality Management Plan is based on this baseline,
At its most basic level, Quality Planning involves the identification of the quality standards that the project will adopt and the methods that will be used to satisfy those standards.  The purpose of project quality planning is to build into the project the capability to improve products, processes, and services while achieving cost reductions throughout the project.

Quality Assurance is the evaluation of overall project performance on a regular basis to provide confidence that the project will satisfy the quality standards identified as germane to the project.

Quality Control involves monitoring specific project results, both products and processes, to determine whether they comply with relevant quality standards and identifying ways to eliminate causes of unsatisfactory performance.

The Quality Management Plan is not required for Level 1 projects.  However, it is recommended for Level 2 and required for Level 3 projects.  For Level 2 projects, the Quality Management Plan should describe the approach to quality management and the quality assurance and quality control processes that will be followed.  Additionally, the Quality Management Plan for Level 3 projects should: identify the overall responsibilities of a quality assurance team; identify the project and product quality assurance methodologies to be used and the standards to be applied; describe quality assessments and reviews; identify quality assurance milestones; include an estimate of the resources required to perform quality management activities; describe contractor control and processes for monitoring contractor work; and describe procedures for tracking and resolving problems or issues detected in quality management reviews.

The Project Quality Management Process, including the processes of Quality Planning, Quality Assurance, and Quality Control is discussed in detail in Chapter 8 of the PMBOK® Guide Third Edition.

7.2.2.5 Procurement Management Plan

Procurement planning is the process through which the Project Manager identifies those needs of the project that will be met by purchasing products or services from outside the Department.  The procurement planning process must begin early enough in the Project Planning Process to ensure that required procurement actions do not negatively impact the project schedule. The Procurement Management Plan (also referred to within the Department as an Acquisition Plan) describes the processes for managing the project’s procurements, beginning with the development of procurement planning documentation and continuing through the closeout of all procurement actions.

The Procurement Management Plan for DOC projects must, at a minimum, be consistent with the requirements set forth in the Commerce Acquisition Manual.  The Procurement Management Plan is not considered necessary for Level 1 projects, but is recommended for Level 2 and required for Level 3 projects.  Detailed suggestions for content of a Procurement Management Plan can be found in section 12.1.3 of the PMBOK® Guide Third Edition.
7.2.2.6 Staffing Management Plan

Proper resource planning involves the establishment of a team with the necessary skills to perform the project work as well as scheduling the tools, equipment, and processes that enable the team to complete the project.  The Staffing Management Plan describes how the requirement for human resources will be met, including such considerations as expected sources of staff personnel; the timeframe of personnel requirements; training requirements, and various human-resource policy considerations.  Other suggested content of a Staffing Management Plan is provided in section 9.1.3.1 of the PMBOK® Guide Third Edition.

The Staffing Management Plan is not considered necessary for Level 1 projects, but is recommended for Level 2 and required for Level 3 projects.  For Level 2 and Level 3 projects, the Staffing Management Plan should include: staffing estimates; staffing assumptions and constraints; a project organization chart; and a description of the project team’s roles and responsibilities. 
7.2.2.7  Communications Management Plan

Communications planning is the process through which the information needs of customers, stakeholders, and the project team are defined.  Effective communications planning specifically defines which people need what information, when it will be needed, and how they will get it.

The Communications Management Plan addresses the processes of:

· Communications Planning,
· Information Distribution,

· Performance Reporting, and

· Stakeholder Management.

In the process of Communications Planning, the project team addresses the issue of which stakeholders need what information, when they will need it, who will communicate the information to them, and what medium will be used to communicate the information.

The Information Distribution process involves the actual provision of information to stakeholders in accordance with the Communications Management Plan and meeting the stakeholders’ legitimate needs for unanticipated information.

Performance Reporting typically involves the reporting of status of cost, schedule, scope, and quality.  Because of Commerce’s extensive reliance on procurement actions in the project management process, procurement and risk-related information is often required in the Performance Reporting process.

Stakeholder Management, according to the PMBOK® Guide, “Refers to managing communications to satisfy the needs of, and resolve issues with, project stakeholders.”  Effective Stakeholder Management is one of the most critical aspects of project success, and the stakeholder focus in the Communications Management process is to develop communications strategies to deal with all aspects of project communications.  Focusing on the unique needs and concerns of a project’s various stakeholders and the development of a Communications Management Plan tailored to those needs will reduce the likelihood of major stakeholder issues.
The Communications Management Plan is not considered necessary for Level 1 projects, but is recommended for Level 2 and required for Level 3 projects.  For Level 2 and 3 projects, the Communications Management Plan should provide: a stakeholder analysis; the key messages that need to be communicated to stakeholders; and a description of communications mechanisms.

Further information on Project Communications Management can be found in chapter 10 of the PMBOK® Guide Third Edition.
7.2.2.8 Risk Management Plan

Risk management is the process of recognizing that problems can occur as work on the project progresses, identifying specific potential risks to successful project completion, and development of strategies for mitigating those risks.  The procedures used to identify, respond to, manage and mitigate risks throughout the project lifecycle are detailed in the Risk Management Plan.
In addition to documenting the results of the risk identification and analysis processes, the Risk Management Plan identifies the roles and responsibilities – and assigns individuals to those roles and responsibilities – for managing risk in each of the activities identified in the Risk Management Plan.
A key component of the Risk Management Plan is the risk register.  The risk register is used to identify, quantify and value the extent of risk and uncertainty relating to the various project activities. The risk register also identifies the manager of each risk and the risk handling strategy; provides an assessment of the likelihood of each risk occurring; and estimates its impact on project outcomes.  Because risks change over the project lifecycle, the risk register must be maintained in a current state throughout the life of the project.

Because project risk has a direct bearing on the allocation of budgeted contingency reserve for the project, the Risk Response section of the Risk Management Plan should also describe how project reserves will be allocated to risk management and mitigation.  Further information on Project Risk Management can be found in Chapter 11 of the PMBOK® Guide Third Edition.

The Risk Management Plan is required for Level 1, 2, and 3 projects.  For Level 1 projects, the Risk Management Plan should identify project risks and describe risk mitigation strategies.  In addition to the above, the Risk Management Plan for Level 2 projects should describe the process for identifying, categorizing, analyzing, and mitigating risks; provide an analysis and ranking of projects risks; and provide an evaluation of mitigation strategies.  The Risk Management Plan should also include a Risk Register that identifies the Risk ID number, a description of the risk, the probability of the risk occurring, the impact if the risk occurs, and risk mitigation strategy(s) used to mitigate the risk.  In addition to the requirements above, the Risk Management Plan for Level 3 projects should also provide the results of the risk mitigation strategy(s) in the Risk Register.
7.2.2.9 Change Management Plan

Change management is the process of managing change on a project.  This involves controlling changes during the software development process, proactively minimizing the impact of an organization change introduced by new systems and applications, and analyzing business processes.  Change management activities include:
· Identifying that a change needs to occur or has occurred,
· Influencing the factors that circumvent integrated change control so that only approved changes are implemented,
· Reviewing and approving requested changes,
· Managing the approved changes when and as they occur, by regulating the flow of requested changes,
· Maintaining the integrity of baselines by releasing only approved changes for incorporation into project products or services, and maintaining their related configuration and planning documentation,
· Reviewing and approving all recommended corrective and preventive actions,
· Controlling and updating the scope, cost, budget, schedule and quality requirements based upon approved changes, by coordinating changes across the entire project,
· Documenting the complete impact of requested changes, and
· Controlling project quality to standards based on quality reports

The Change Management Plan is recommended for Level 1 projects and is required for Level 2 and 3 projects.  The Change Management Plan should provide a description of the change management process, a description of the impact of the project on the organization and organizational processes, roles and responsibilities, the change request form,; and either a log of all change requests or description of where the change request log is located.

7.2.3 Project Scope Statement

The Project Scope Statement documents a common understanding as to what is included in – and excluded from – a project.  Scope deals only with the boundaries of the project, and does not address cost or schedule.  Because changes in scope are inevitable as project requirements become more refined, contingencies for scope management must be built into the scope management plan to accept only those changes that have been approved in accordance with the Scope Management Plan.
The Project Scope Statement is required for Level 1, 2, and 3 projects, and should include a description of the project objectives, deliverables, constraints and assumptions, and a Statement of Work (SOW) or Statement of Objectives (SOO).

7.2.4 Work Breakdown Structure (WBS)
A WBS is an exhaustive, hierarchical – from general to specific – tree structure of deliverables and tasks.  The WBS decomposes the entire project into a logical structure of tasks and activities that are tied to deliverables and to assigned responsibilities. The ele​ments of the project’s scope are decomposed to a level that, for purposes of planning, controlling and managing scope, provides a clear understanding of what is to be delivered.  In its entirety, a WBS represents the total scope of a project. A WBS is neither a schedule nor an organizational representation of the project; instead it defines what is to be delivered. This is the one planning tool that must be used to ensure project success on any sized project.
Detailed information on the initial generation, subsequent development, and application of a WBS can be found in PMI®’s Practice Standard for Work Breakdown Structures. 
A WBS is required for Level 1, 2, and 3 projects.  The WBS for Level 1 projects should contain at least 2 levels of decomposition.  Depending on the level of complexity, the WBS for Level 2 projects should contain 3 to 4 levels of decomposition, and Level 3 projects should contain 5 levels of decomposition.
7.2.5  Organizational Breakdown Structure

An Organizational Breakdown Structure (OBS) is a responsibility-oriented organization chart that shows which organizational units are responsible for specific WBS work packages. It is used with the WBS to ensure all elements of a project are assigned to and controlled by a responsible unit.

The OBS is not considered necessary for Level 1 projects but is required for Level 2, and 3 projects.  The OBS should include the following elements:

· Proponent Agency – The agency that will be responsible for the management of the project,
· WBS Elements, Activity, Task, or Sub-Task,
· Responsible Person or Group – The group or person responsible for accomplishing the WBS element, activity, task, or sub-task,
· Resources Required – The physical resources (personnel, facilities, equipment, software) needed to accomplish this WBS element, and
· Estimated or Actual Cost – The cost based on the resource requirements identified and estimates developed in the WBS worksheet.

7.2.6 Responsibility Assignment Matrix

Merging the WBS and OBS creates a Responsibility Assignment Matrix (RAM). The RAM displays the lowest level of both the WBS and the OBS. The points of intersection between the WBS and OBS identify specific organizational responsibilities for specific project tasks. It is at these intersecting points that the project manager develops control accounts or work packages.

The RAM is not considered necessary for Level 1 projects but is required for Level 2, and 3 projects.  The RAM should contain the following elements:

· WBS Activities List
· Names and Roles of the Project Team
· Responsibility Codes that identify project team members as being accountable for a particular activity, functioning as a participant in an activity, functioning as a reviewer of the output of an activity, as providing input to an activity, or signing off on a document
7.2.7 Project Schedule and Calendar

The project schedule is developed through the activities described in the PMBOK® Guide Project Time Management knowledge area.  A project schedule provides a graphical representation of predicted tasks, milestones, dependencies, resource requirements, task duration, and deadlines.  The master schedule is the one document that interrelates all project tasks on a common time scale.
A project calendar relates the time estimates included in a project’s schedule to elapsed time to estimate the number of work periods required to complete a project’s activities.  The project calendar must also consider resource calendars that document dates of availability for specific resources.  By considering resource availability periods and quantities of resources available, project activities are worked in accordance with a combination of the project schedule and resource availability.  The sequencing of project activities through the use of a Precedence Diagramming Network or a Critical Path Model is helpful in depicting task dependencies and interrelationships and should be considered for projects of any size.
The project schedule, calendar, and schedule network diagram are required for Level 1, 2, and 3 projects.  For Level 2 and 3 projects, the schedule should contain a sequence of project activities through the use of a Precedence Diagramming Network or a Critical Path Method.
7.2.8 Project Budget

A project’s total budget is derived from the aggregation of the estimated costs assigned to all of the project’s individual WBS work packages or schedule activities.  While the project’s Scope Statement provides an overall project budget, the individual estimates attached to the WBS work packages are essential to developing the detailed project budget that will become the project’s Cost Baseline.
The project budget is required for Level 1, 2, and 3 projects.  The project budget should include a listing of major project tasks, milestones, and associated costs.
7.2.9 Performance Measurement Baseline

A Performance Measurement Baseline (PMB) is used to evaluate overall project performance.  The PMB must incorporate all performance aspects of the project, including: 
· Cost performance that compares the actual costs expended with the value of the work actually accomplished.  Note that cost performance is not expressed in terms of “planned vs. actuals,” but rather in terms of what it should have cost to achieve the progress recorded to date. 

· Schedule performance that compares the work planned for a particular period with the value of the work actually accomplished.
· Scope (or quality) performance that defines to what degree the deliverables being produced meet the customer’s acceptance criteria.
The PMB provides a standard for evaluating overall project performance, determining variances from the cost and schedule baselines, and implementing corrective action.  Because the PMB is the integrated basis for the measurement and management of project cost, schedule, and scope, it is required for Level 1, 2, and 3 projects.
7.2.10 Earned Value Management

Earned Value Management (EVM) is a project management technique used for measuring project progress in an objective manner.  EVM combines measurements of cost performance, schedule performance, and technical performance within a single integrated methodology.  When properly applied, EVM provides an early warning of performance problems.  Additionally, EVM helps to improve the definition of project scope, prevent scope creep, communicate objective progress to stakeholders, and keep the project team focused on achieving progress. Actual tracking of earned value management metrics occurs in the project monitoring and controlling process, but it cannot be accomplished if appropriate scope planning, schedule development, and budget allocation – all resulting in a detailed WBS – have not occurred in the project planning process.  EVM is implemented through the use of an integrated set of policies, procedures, and practices that are referred to as an Earned Value Management System (EVMS).  An EVMS is an important tool used to support program and project management as a decision enhancing tool and is a critical component of risk management.  The use of an EVMS is a best practice used throughout the project management industry. The DOC IT Investment Performance Management Policy; the Office of Management and Budget Circular A-11, “Planning, Budgeting, Acquisition, and Management of Capital Assets;” and the Federal Acquisition Regulation all prescribe various requirements for the use of an EVMS in project management and the inclusion of contract clauses requiring a contractor to use an EVMS.  At DOC, an EVMS is required for Level 3 projects and all Level 1 and Level 2 projects defined as major IT investments.  The employment of EVM techniques and the use of an EVMS are recommended, but not required, for all other Level 1 and 2 projects.
7.3 Project Execution Process Group

The Project Execution Process Group comprises the processes which lead to actual accomplishment of the work defined in the Project Management Plan.  The Project Manager’s focus now shifts from planning the project to participating in and managing the work being done.  The activities in this Process Group include the coordination of the project’s resources and implementation of any changes approved through the integrated change control process.  Key processes included in this Process Group include:
7.3.1 Direct and Manage Project execution
The process of executing the Project Management Plan is where the real work of the project is accomplished.  Deliverables are produced through the processes identified in the Project Management Plan, and the activities of the project manager in this process ensure that planned project activities are carried out as planned.

In executing the Project Management Plan, variances will inevitably be encountered, and will lead to some amount of required replanning.  If these variances are significant enough, they could lead to a change request and, in turn, an update to the Project Management Plan itself.  The implementation of these changes is a normal part of the Project Execution Process Group.

Through daily interaction with the project management team the Project Manager supports and manages the execution of other subordinate plans such as the Change Management Plan, Communications Plan, Risk Management Plan and Procurement Plan.

7.3.2 Perform Quality Assurance
Quality assurance is defined by the PMBOK® Guide Third Edition as “The application of planned, systematic quality activities to ensure that the project will employ all processes needed to meet requirements.”
The parameters against which project quality will be assessed are those previously defined in the Quality Management Plan – possibly as a component of the Project Management Plan – and include technical performance measures, project deliverable status, required corrective actions, and performance reports.  The processes applied in performing quality assurance include quality audits, quality reviews, and process analyses.  It is important to understand that the quality assurance process comprises organizational activities to ensure application of quality standards, rather than the procedures used to measure and adjust quality of a product itself.
7.3.3 Acquire & Develop the Project Team

These two processes include the activities necessary to obtain the human resources needed to complete the project and improving the competencies and interaction of team members to enhance project performance.  
7.3.4 Information Distribution

Information distribution involves the timely dissemination of needed information to the project’s various stakeholders.  Typical information products produced through this process are project performance reports, trend analyses and forecasts, and recommended corrective actions.  The medium of communication will depend on the needs of the specific stakeholder, as will the frequency and format of the information product itself.
7.3.5 Produce Procurement Documentation and Execute Procurement Actions

The PMBOK® Guide Third Edition refers to these processes as “Request Seller Responses” and “Select Sellers.”  The “Request Seller Responses” process is accomplished through the release of a procurement documentation package. And “Select Sellers” consists of negotiating and awarding a contract.
Procurement documents are those documents used to solicit bids, quotations, proposals, etc., from project vendors.  Procurement documents should be formulated so as to elicit accurate and complete responses from all potential vendors and to maximize competition in the procurement process.  The structure and amount of detail required in a project’s procurement documents will depend on the value of the project’s procurement requirements, the complexity of the products or services to be procured, and the amount of risk to be transferred to the vendor through the procurement process.  The policies provided in the Commerce Acquisition Manual provide further specific information relating to the requirements for DOC procurement documents.

The contract awarded during the project execution phase will, in the case of most DOC projects, comprise the majority of work to be accomplished on the project.  The contractor’s responsibilities, in regards to the project’s triple constraints of cost, schedule, and scope, will be spelled out in the SOW or SOO, contract schedule, and period of performance.  Other contract provisions which will also be tailored to a project’s specific requirements should include at a minimum, pricing and payment (tied to an EVMS), acceptance criteria, penalties and incentives, and change request handling.
7.4 Project Monitoring and Controlling Process Group
The Monitoring and Controlling Process Group comprises those actions required to observe the work being done on the project and to take corrective action as necessary to maintain project performance within the control limits of the established performance baseline.  The key objective is regular monitoring of project performance, timely application of control processes, and proactive preventive actions to mitigate anticipated problems.   While the PMBOK® Guide Third Edition lists twelve separate processes as comprising this Process Group, the most critical are considered to be:
7.4.1 Monitor and Control Project Work

This is the process where project performance data is collected, measurements are made against established deadlines, performance trends are analyzed, and reporting is done to ensure that all the project’s stakeholders are aware of the health of the project.  Accomplishments against planned project cost, schedule, and scope, are measured – typically using an Earned Value Management System – and deviations from the Project Management Plan are mitigated through corrective and preventive actions.
7.4.2 Integrated Change Control

This process, performed throughout the life of the project, ensures that changes are detected, evaluated, and controlled to ensure that only approved changes affect – and become part of – the approved performance baseline.

Integrated Change Control involves the technical and administrative application of change control processes that include the systematic evaluation, coordination, approval or disapproval, and dissemination of proposed changes and the implementation of all approved changes.  A written record of change control actions should be kept, and only changes approved through the formal change control process should be implemented.  Some degree of change management should be imposed on all projects, and a formal Change Management Plan developed as appropriate.

The Change Control System must also include procedures to handle certain changes that may be incorporated or approved without formal review.  An example of a change that would be incorporated without formal review would be a change that addresses an emergency situation.  These changes must still be captured and documented in the change control system so that they become formalized and do not cause problems in later stages of the project lifecycle

7.4.3 Perform Quality Control

This process, also performed throughout the project lifecycle, monitors project work results to determine compliance with established quality standards and identifies ways to mitigate causes of deviations from those standards.

Because prevention of quality problems is much less costly than correcting them, quality control should be the responsibility of the entire project team.   The major outputs of the quality control process will be adjustments to processes practiced on the project, and the most costly of all quality control aspects, rework of nonconforming project output.  Rework normally translates to project overrun. 

7.4.4 Performance Reporting

This process collects and distributes performance data to the appropriate stakeholders.  Information provided in this process includes project status reports, progress measurement (including Earned Value Management reports), trend analysis, and forecasting.  Tools used in the Performance Reporting process include project performance reviews and Earned Value analysis.  Through the use of data generated by an Earned Value Management System, the project manager can conduct analyses of cost and schedule variances and develop trend reports which will highlight developing problems in project performance.  The output of this process – project performance reports – should be of interest to all stakeholders in that the performance report is the single most valuable indicator of project health. 
7.4.5 Risk Monitoring and Control
This process is where the effects of prior risk planning efforts will be felt.  If the Risk Management Plan and Risk Register developed in the Project Planning Process Group properly identified and analyzed project risks, controlling those risks will be a much more manageable task.  Without proper advance risk planning, however, the monitoring of risk will be a reactionary process and controlling them will be impossible.  The key objectives of the Risk Monitoring and Control process are:

· Implementing the risk response plan, ensuring compliance with the plan, and managing the risk response process,
· Controlling project risk by measuring performance and taking corrective action to keep performance in line with the Project Management Plan,
· Revisiting risk identification, identifying new risks and reevaluating those previously identified,

· Updating the Risk Response Plan as more experience with actual project risk is gained,
· Creating and implementing workarounds where necessary,

· Communicating risk status to all stakeholders, and
· Documenting lessons learned.
7.4.6 Contract Administration
While the project manager’s focus is often – understandably – on ensuring the successful delivery of contract deliverables, it must be understood that the underlying requirement of the contract administration process is to ensure that both parties to the contract meet their contractual obligations and protect their respective legal rights.  Because of the many legal implications of a contractual relationship, formal administration of DOC contracts is the responsibility of a Contracting Officer, with many of the technical responsibilities delegated to a Contracting Officer’s Representative (COR) or Contracting Officer’s Technical Representative (COTR).  The duties of the COR or COTR may, or may not, be vested in the Project Manager.

From the project manager’s perspective, most of the processes detailed in the Project Execution and Project Monitoring and Controlling Process Groups are accomplished as part of the Contract Administration process.  Just as with project work accomplished internally to the organization, contracted efforts must be managed through processes that include directing and managing execution of the project, performing quality control, managing the integrated change control process, and performance reporting.
Tools used by the project manager in this process include contract/status reviews, inspections and audits, performance reports, and validation/approval of contract invoices or payment requests.  Outputs on the part of the project manager will include recommendations for corrective action, change requests, updates to the various sections of the Project Management Plan, documentation of contractor performance, and inputs to the database of lessons learned.
7.5 Closing Process Group
The Closing Process Group comprises those actions required to formally terminate all the processes related to the project.  Termination of the project may come about through the successful completion and acceptance of all project deliverables, or cancellation of the project.

The project closure process includes the finalization of all project activities and documentation of the project’s final status, and should include some aspect of the following:
7.5.1 Administrative Closure

Administrative closure is the process of documenting the status of project deliverables; redistribution of resources, including staff, facilities, equipment, and automated systems; and closing out of any financial issues such as labor charge codes.

7.5.2 Contract Closure

Contract closure comprises all the actions required to close and settle all contracts pertinent to the project.  In this process, the status of all contract deliverables is documented, contract records are updated to reflect final results, and the contract is formally closed.
7.5.3 Documentation of Lessons Learned 
Effective information sharing is important not just for documenting the closed project’s eventual status but also as a means of enhancing the project management capability throughout Commerce. The focus here is the dissemination of information as a means to enhance the Department's overall ability to learn from its past successes and address unmet challenges. In particular, this should address what went right, what could have been improved, and what a project manager on future projects might do to avoid any difficulties experienced.  The development and documentation of lessons learned should also include a debriefing of the project team, customers, stakeholders, and senior management.

To be effective, lessons learned must be presented in the context of the situation in which they were experienced.  They should discuss the event or situation that led to the lesson’s being learned, the impact of the situation (what went or wrong or right), what could have been done differently (if the lesson was learned as a result of a problem situation) and how the project benefited from learning the lesson.  Without being presented in context, “lessons learned” turn out to be not real lessons, but rather a list of what should be common knowledge in the project management arena.
The Lessons Learned document is required for Level 1, 2, and 3 projects.  At a minimum, this document should contain a listing of the project’s three biggest successes; areas of potential improvement; and high-impact improvement strategies.

7.5.4 Celebration of Project Success

Celebrate the success of completing a project!  When success in a project is achieved, be certain to provide recognition to the project team – they are the ones who made the project a success.

Customer acceptance is critical to the success of the project, and acceptance is based upon the success criteria defined in the very early concept and planning stages of the project.  Extend your celebration of success to the project’s customers and stakeholders.
List of Acronyms
	Acronym
	Term

	COR
	Contracting Officer’s Representative

	COTR
	Contracting Officer’s Technical Representative

	CPM
	Critical Path Method

	DOC
	Department of Commerce

	EVM
	Earned Value Management

	EVMS
	Earned Value Management System

	IT
	Information Technology

	OBS
	Organizational Breakdown Structure

	OITPP
	(Department of Commerce) Office of IT Policy and Planning

	PDM
	Precedence Diagramming Method

	PMB
	Performance Measurement Baseline

	PMBOK®
	Project Management Body of Knowledge

	PMI®
	Project Management Institute

	PMO
	Project Management Office

	RAM
	Responsibility Assignment Matrix

	ROI
	Return on Investment

	SOO
	Statement of Objectives

	SOW
	Statement of Work

	WBS
	Work Breakdown Structure 


Figure 5.1 – Interrelationships of Project Phases
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