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1 
Introduction 

[The purpose of this Charter is to identify the objectives, constraints, scope, strategy, program organization, roles, governance plans and procedures necessary to achieve the Company’s objectives for the Project.]

1.1 Background

[This section describes the context surrounding the project, and presents the primary motivation for the project. It includes a high-level description of the business area, the current situation, the desired situation, and the gaps that exist.

The following list identifies potential items that could be included in the project background:

· A general description of the business functions, the specific services, and the customers;

· The sequence of events or conditions that contributed to the current problem or opportunity;

· Contributing historical data;

· Relevant features of the program areas involved;

· The manner and extent to which information technology is currently applied; and,

· A definition of the affected units of work and estimates of the quantity of work processed.]

1.2 Problem/Opportunity Statement 

[This section includes a concise statement of the problem(s) that negatively impacts current business operations or the specific opportunity(s) that would make the business, or program operations more effective.

Avoid describing the symptoms of the problem instead of the problem itself. Symptoms which may seem to be the problem include:

· Processes which are old, confusing, convoluted, redundant, labor intensive, undocumented, or nonstandard;

· Data which is incorrect or incomplete;

· Data which requires excessive effort expended in collection, multiple collection points, or different versions of the truth; and,

· Technology which has incompatible hardware/software, outdated hardware/software, ineffective use of automation, or too many manual processes.

The symptoms of a problem are important in that they help lead to a solution. However, symptoms alone are not enough to justify a project. To make sure that you have reached the real problem, ask yourself “So what?” for each item you have included as a problem.
If you have identified a business problem or opportunity, your answers should fall into one or more of the following categories:]

Problems

· Excessive costs incurred in operating an existing program

· Generation of additional program costs

· Services at an unsatisfactory level according to a specified policy

· Workload / staff increases

· Quality or timeliness of information

· Additional requirements mandated by law or Federal regulations

· Limitations on the capability or capacity of current resources

[The following are example problem statements:]

· Current system cannot provide statistics of UI claims filed on Fridays.

· The current process requires 3.6 PYs of overtime to process travel claims.

· The current hardware system is obsolete and may fail within the next six months, meaning that the department will no longer be able to process revolving fund checks in a timely manner.

Opportunities

· Avoidance of future operating costs

· Improving mission critical customer services

· Workload/staff reductions

· Ability to add capacity to current resources

[The following are example opportunity statements:]

· Transferring the system to the network allows standard access throughout the state, reducing support needs and providing more rapid response to customer requests.

· Installing the automated call center allows the department to continue with the current staffing level, and improve service, even as the number of calls increases.

· Since revised Federal law allows state access to Social Security Administration address file, we can use this file to reduce the workload required to maintain current addresses on all individuals.

1.3 Project Objectives Statement 

[The Project Objective Statement (POS) is a high-level, written summary of the project.

The POS states what the project must accomplish in order to be successful. It reflects the current understanding of the project and is used to focus the team members, the sponsor, and other key stakeholders on the primary objective of the project. The POS should be concise, 25 words or less, and avoid jargon as much as possible.  A word of caution --- make sure that the POS is measurable and achievable. The project’s success will be determined by how well it achieved the POS.
The following are example POSs for different projects:]

The Apollo Project: By the end of the decade, send a man to the moon and return him safely to earth.

A process improvement project: Create and implement a “No Rework” program to reduce software development costs by 50% within the next twelve months.

A Training Information System Project: By the 3rd Quarter of FY 99, develop a centralized training information database to be the sole source of scheduling and registration activities for the department.

An Office Automation Project: Evaluate, select, and install an automated suite of tools to improve the department’s ability to share information for common office functions and to reduce the training and support requirements for desktop applications.

It is the Project Implementation Team's mission to aid in the strategic goals of the Company by creating the foundation for how the Company does business in the years ahead, focusing on three core supply chain processes: Order Management, Plant Scheduling and Sales and Operations Planning. The Project redesigns processes that plan our business and production, take distributor orders, schedule production, manage inventory and ultimately bill the distributor for the shipment. Simultaneously, I/T standardizes and simplifies the associated information technology infrastructure to create a launching pad for the future.  

1.3.1 Business Objectives

[Briefly state the business objectives that effectively respond to the problems and/or opportunities. Include at least one objective for each problem/opportunity mentioned in Section 2.2, “Problem/Opportunity Statement.” Objectives define the significant results that must be achieved by this project. When writing the objectives remember to focus on “What” the system or product will do, not “How.” 

Each objective should:

· Directly relate to a problem/opportunity item;

· Be realistically achievable;

· Be measurable (this means that progress on the objective can be tracked, measured and compared);

· Indicate the direction of expected change (more, less, same as etc.); and,

· Indicate the degree of expected change (percentage, prior year level, numbers of).

Business objectives usually fall into one of the following four categories: increasing revenues for the organization, avoiding costs, improving customer service, or complying with federal and state governmental regulations.]

For example:

· Provide statistical data of all UI claims filed on Fridays.

· Eliminate 3.5 PYs for processing travel claims.

· Verify current address for 75% of new claims filed.

SAMPLE:  The Company is implementing the Project to provide a foundation for how the Company does business in the years ahead with a focus on three key logistics processes: Order Management, Plant Scheduling and Sales and Operations Planning. These processes plan our business and production, take distributor orders, schedule production runs, manage inventory and bill the distributor for a shipment. 

The Company expects that the Project implementation will directly impact three primary drivers for change: 

1. The Company provides customer service levels that are significantly lower than the levels our key customers and distributors receive from our competitors.

2. The Company is spending a significant amount of overhead maintaining technology systems and processes that don’t meet current requirements. Introducing simplified contemporary systems creates a significant opportunity to reduce costs.

3. Legacy systems require replacement with systems and processes that can support the Company’s vision for a $__B future.

Strategy

The strategy being applied to the Project to achieve these objectives include: 

· Replace legacy systems that are technically risky (old technology) and/or entail high maintenance costs by replacing selected existing system functionality with ERP 

· Achieve business benefits identified in the business case, a copy of which is included in the Attachment A - Business Case.  A softcopy is saved at _________ (network location).

· Gain competitive advantage in the market by a series of general productivity gains from rationalization of multiple, interfacing systems to a single common, integrated solution

· Institute an attitude and process of continuous improvement across the enterprise

· Provide an integrated and flexible solution that supports the Company in a rapidly changing environment with minimal technical constraints

· Increase customer satisfaction, end users and distributors, by implementing streamlined procedures and processes and by providing current performance information

· Adopt best practice processes and systems as represented in ERP’s COTS system as feasible

· Implement flexible reporting structures - use the system to facilitate aggregation/desegregation of divisions/business units into any desired hierarchies and the integration of acquisitions

The successful delivery of Project Release 1.0 is to be demonstrated through the completion of objectives and deliverables for the Project Implementation Team that includes ERP and systems integrator partners.  Many of these goals are interdependent and are measured against mutually agreed upon targets.

1.3.2 Project Implementation Objectives

Sample: The Project Release 1.0 objectives are to be completed and tracked using the project measurement tools described in Section ___ of this document. The primary objectives of implementation are:

1. Customer Satisfaction - We address our customers’ and the distributors’ #1 request – direct order capability.

2. Cost Savings - This project has a 32% IRR without distributor inventory reduction.  This may increase by 6-18% if the Company can capture a share of the distributor inventory reduction cost benefits.

3. I/T Infrastructure - Mainframe / VAX systems are 70% replaced and headcount begins to drop, infrastructure is simplified and we create a platform that can support a $__B company with international impact.

4. Simplified Business Processes – Utilizing ERP as a ‘best practices’ framework, define and implement simplified business process across the Company. 

1.3.3 The Company’s Objectives

Sample: The Company is implementing the Project to provide a foundation for how the Company does business in the years ahead with a focus on three key logistics processes: Order Management, Plant Scheduling and Sales and Operations Planning. These processes plan our business and production, take distributor orders, schedule production runs, manage inventory and bill the distributor for shipments. 

The Company expects that the Project implementation will directly address three primary drivers for change: 

· The Company provides customer service levels that are significantly lower than the levels our key customers and distributors receive from our competitors

· The Company is spending a significant amount of overhead maintaining technology systems and processes that don’t meet current requirements. Introducing simplified contemporary systems creates a significant opportunity to reduce costs

· Legacy systems require replacement with systems and processes than can support the Company’s vision for a $__B future.

1.3.4 Partner Objectives: To be developed.

1.4 Expected Benefits

Sample:  The Project is to deliver a production system to the business that will:

· Provide improved (more accurate; more current) information for plant scheduling decisions.

· Improve the quality of the product delivered to distributors and, subsequently, to the consuming public.

· Enhance distributor relationships, increasing distributor loyalty in a competitive environment.

The strategy to realize these benefits is by creating common business systems across the Company through implementation of an enterprise resource system (ERP) that:

· Enables more effective use of existing resources

· Supports the Company enterprise wide planning.

· Creates the platform on which 4th Generation Goals may be realized.

· Supports business growth in a volatile environment.

· Leverages administration costs.

· Reapplies labor to a more productive, less clerical, use by automating three work processes in ERP (APO, S&OP, SD).

· Avoids costs associated with systems integrator I/T support for currently, or soon to be, unsupported hardware and software platforms.

1.5 Business Case

The Project Team produced a Business Case that received executive approval on _________. The Project’s period of performance is _________ through __________. The inclusive budget is: $____M. The authorization for the Project is based on the business case attached as Attachment A: 

	Investment
	

	One Time Savings
	

	On Going Savings
	

	IRR
	


1.6 Project Roadmap/Timeline

The Project has adopted the Enterprise Integration Roadmap and Toolkit to guide the Project’s activities and key milestones.   The detailed Roadmap can be found on the Acquisition Deskbook at http://deskbook.dau.mil.  The adapted version of the Roadmap for this Project can be found at____________ (network location).
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1.7 Project Sponsor

[Identify the Project Sponsor by name and organization.  This individual is the one whose department has the greatest stake in the project’s success and is responsible for the project’s costs and benefits.  Typically, the sponsor comes from the client organization.  Ask the following questions to help identify the Project Sponsor:

· Who cares so much about the successful completion of the project that they are willing to fund the project and ensure that adequate resources are assigned to it?

· Who will make the final decision if the team cannot resolve a problem on its own?

· Who will make the final decision to add resources, reduce scope, or revise the schedule for the project?

The Project Sponsor has the ultimate responsibility for the project’s costs and benefits and should be of a high enough level to have the necessary leverage, authority and the ultimate responsibility. If it's a small, local project, a division or section manager could be the sponsor. If it's a large, multi-departmental project, a senior executive should be the sponsor.]
2 Scope

2.1 Scope Summary

[This element goes hand-in-hand with the SOO. The scope sets the boundaries on the project so it can be done successfully. The project boundaries are defined by specific customer business areas to be supported, functionality to be included, and/or technologies to be addressed. If the project needs to be accomplished in phases, the specific boundaries for each phase should be stated here.  The project scope must be consistent with the Business Objectives and the Functional Requirements stated in Section 3, “Performance Objectives,” of this Project Charter. For example, the scope statement for the implementation of a new automated system could include business process re-design, physical office alteration, new office procedures, legal issues, financial management, and even administrative support such as travel arrangements.  It is often beneficial to clearly state what the project does NOT include to help identify the project boundaries.]

For example, the following table shows the scope of an Operating System Upgrade project:

	OS Upgrade Project Scope

	In Scope
	Out of Scope

	Upgrade all central office workstations to CyberOS 2000
	Workstations at sites outside the central office

	Ensure that current user applications continue to function.
	Replacement or upgrades to user

applications.

	Train central office users on the new

CyberOS interface.
	Train users on user applications

under the new interface.


[The purpose of this section is to summarize at a high level the scope of the project in functional business (vs. technical) terms and document the scope management plan.  A summarized and non-technical version of the Project scope is captured in the approved Blueprint Summary that is saved at: [ ___________  ].  Please refer to that document for detailed Project scope content definition by workstream.]

Sample:  The scope of the Project is based on three core supply chain management processes: Order Management, Plant Scheduling, and Sales and Operations Planning for U.S. based production.  This includes a redesign of the processes, systems, and to an extent, the organizations involved in these processes.  

A key goal of the Project is to be scalable, to fit the future needs of the Company in all areas, not limited to U.S.-based operations. The process and systems included in the Project scope must support the existing and future processes of these business areas.

Scalable, or fit for the future, does not mean that these business units must use the Project supply chain management processes.  It means that, based on what we know today, the foundation defined by the Project will support these business unit’s current and future processes.

In addition, scalable, or fit for the future, also refers to the Company’s ability to integrate systems and processes with other possible joint ventures or acquisitions.  This is reflected in the standardization and simplification of business and technical processes.  While preliminary assessments on this element of scalability have been rendered throughout the process design, the final judgment will be rendered if and when the next integration effort is undertaken

2.1.1 Unit/Organization Scope

[Identify the divisions, units, departments, companies, agencies, or other applicable organizations that will be directly impacted by the Project.]

2.2 Requirements

2.2.1 Functional Requirements

[Identify the essential characteristics that the proposed system or product must have if it is to satisfy the objectives. Functional requirements describe “how” the project result will function and provide a list of the minimum technical features that must be in place when the project is complete. Each functional requirement should track back to a business objective, and should be specific enough to be used to measure the successful completion of the project. The primary functional requirements appear on the Project Data Sheet as “Ability To” statements or “Performance Objectives” depending on the nature of the requirement.]

Depending on the project, the functional requirements are written in terms of:

· Types of data, in terms of groups, size, retention period etc.;

· Database characteristics;
· Processing procedures;

· Processing functions needed to support the program process;

· Types of output, in terms of groups, volume, timing, location, quality, media etc.;

· Types of input in terms of groups, volume, timing, location, quality, media etc.;

· Software constraints

· Equipment/hardware constraints;

· Staffing constraints;

· Security or confidentiality risks;

· Hardware/software interfaces;

· Development scheduling constraints;

· Data constraints;

· Organizational constraints; and,

· Externally driven. (i.e. legislative)

Functional requirements usually describe very specific features of the resulting system.]

For example:

· The system must have on-line access to SCDB U1 claim records.

· The system must print credit card numbers on travel vouchers.

· The system must be able to access the SSA Unix-based database.
2.2.2  Scope Inclusions:

Sample:

· Retirement of selected legacy systems, based on final assessment of functionality fit between ERP and ‘as is’ business practices

· Interfaces between ERP and select systems (See Attachment __)

· Order Management, including all processes from ordering through billing and invoicing

· Plant Scheduling, across all U.S. company locations

· Sales and Operations Planning, including demand forecasting and resource planning

· Master Data conversion

· End to end system testing

· User training and training materials

· Creation of the Project system and user documentation

· Turnover of operational system to systems integrator upon ‘go live’ and meeting all systems integrator turnover requirements

· Billing and pricing

· Turnover of operational system support (systems integrator) in accordance with contract requirements

2.2.3 COTS Licensed Software Module Inclusions

[Once software is selected, the scope of the Project will include the ERP modules that are being implemented as part of the project. 

List all or part of the modules that shall be within scope:]

2.2.4 Scope Exclusions

Sample:

The scope of Project implementation excludes the following: 

· Business Warehouse

· The Project is not redesigning export distributor inventory planning processes

· International planning and volume forecasting is outside the scope of the Project

· Planning processes for XXXXX are not in scope for the Project

2.2.5 Detail Scope – Blueprint Summary

[The Blueprints are the source of Project detail scope.] 

Sample:  The approved Blueprint is, [ ______ ] saved by work stream. 

The Blueprint summary is a somewhat less detailed source for the scope of the ERP project and it is saved at: [ _______ ] 

2.3 Solution Alternatives Analysis

[Summarize the alternatives for analysis performed to date this project. Include specific technologies in this section only if they are required by organizational constraints or architectural standards.
Include the following general information for each alternative:

· General description including what the alternative is, how it would be implemented, and how it would work after implementation. Include additional details such as specific interfaces, tools required, architecture requirements, support, etc.;

· Estimated time frame;

· Specific assumptions and constraints;

· Advantages; and,

· Disadvantages.

Include enough detail to thoroughly describe the potential alternatives, and differentiate between them.

Select one of the alternatives to be carried forward. Provide justification for why you chose this alternative.]

2.4 Acquisition Strategy

[Reference the work done to date to identify the alternative approaches that may be taken to acquire the solution desired.  See the Acquisition Alternatives White Paper for analysis of various alternatives and a discussion regarding the pros and cons of each acquisition alternative.

Reference the approach taken to select and develop the Acquisition Strategy.  Reference and attach the formal Acquisition Strategy document as Attachment D.  Include here a summary of the strategy to be used for acquiring the desired solution.]

3 
Project Parameters 

3.1 Critical Success Factors

[Critical Success Factors are elements, which are believed to be critical to the successful completion of a project. A critical success factor that is not realized becomes a project risk.  Project Risks are events, activities, or circumstances, which if they occur and/or if they are not mitigated or avoided can interrupt or derail the project in some meaningful sense.  The impacts of a risk, even on the project, include the likelihood that it will not accomplish the objectives for which it was approved, will not complete on time, will exceed target cost objectives, or may result in project interruption or termination.]

Sample:

3.1.1 Management Critical Success Factors

A stable business environment from a project perspective and for the duration of the implementation is critical to the successful implementation of the Project. In this era of mergers and acquisitions, the Company’s strategic business direction may result in a change in the scope or dissolution of the Project that is beyond the control of the project team or executive team. 

Sponsorship: A stable and committed executive management team is critical to the success of the Project. Changes in the sponsorship structure can impact the implementation of the Project. Sponsors provide the vision that supports team members and the daily decision-making during project execution. A change in the vision of the sponsors can significantly disrupt or derail implementation.   

Steering Team: Timely decision-making from the Steering Team on issues is critical to timely rollout of the Project Release 1.0. 

Project Management Office (PMO): A stable Program / Project Management Office is critical to the success of the Project Implementation Team. A stable project management approach to the Project throughout the Project Life-Cycle is key to realizing the benefits and making schedule commitments.  Continuity between the current project management approach and that of the permanent Project Manager is critical. 

Project Justification: The business case/project justification depends on the Company realizing a portion of supplier savings. The strategy to accomplish this is not clear at this time. 

Project Schedule: This is a large, long project.  We must ensure that enthusiasm does not wane for either company management or the implementation team.  To meet the aggressive schedule, we must assure there is no loss of momentum. Management and tracking of interim milestones is key to realizing maintaining project schedule. 

Company Inter-Initiative Coordination: Effective communication and coordination between the various enterprise and I/T initiatives in process at the Company during the period of the Project implementation is critical to the on-time delivery of the Project Release 1.0.  A decision being made in one project may need to be known by the others. Management or team resources may be distracted and/or diluted by other initiatives.  

Quality Assurance:  Periodic reviews by the Steering Team to observe and obtain a broader perspective on the direction of the implementation of the Project is critical.  One definition of quality is: accomplishes the purpose(s) for which it was authorized. This is a perspective that may be unique to the Steering Team. Success of the Project requires the Steering Team take an active role in steering the direction of the project. 

3.1.2 Technical Success Factors 

Technology:  The project is being implemented in the midst of a major company technology initiative: transition of technology infrastructure systems integrator.  This lack of stability in the control and management of technology infrastructure presents a risk to the project implementation. The APO and Internet platforms add new technology components to the company infrastructure. 

There is the potential for delay resulting from the lack of maturity in the management of these products.  The implementation schedule for the Project Release 1.0 has an aggressive timeline.   

3.1.3 Resource Success Factors 

Human Resources: As the team’s detailed understanding of the project’s scope and complexity matures, it is possible that the initial resource estimates were not sufficient to meet project objectives in the Project’s timeframe. The need for technical expertise in the Internet enabling technologies, integration of ERP applications, and area expertise in APO appear to have not been adequately addressed in the early resource definition. Approval and delivery of resources with appropriate skills is critical to the successful implementation of the project on schedule. 
Hardware and Software Resources: The project is dependent on system integrator’s execution capabilities to deliver a quality production system. Timely execution of approved changes to hardware and software environment is critical to the successful implementation of the project. 

Hardware Availability: Migrating from the pilot system to the development system is scheduled for _________.  This is at risk as a result of delays with the ERP 4.6C upgrade project.  Major delays in the availability of the development system for ERP and APO will delay the realization of the Project.

Facilities/Technologies for Project Support: A working environment with appropriate network and communication links for the implementation team is critical to the success of the project, given the aggressive schedule. It is believed that the current facilities and technologies are inadequate for the current size of the project team.  Timely approval for additional facilities and technologies that support productive work as required will help in the timely completion of the project.

3.2 Initial Risk Assessment

Sample:

On __________  __ and ___, a risk assessment workshop was held regarding the project cost and schedule. The purpose of this exercise was to, as a team, determine areas of potential risk to the project and identify action plans to mitigate risk.

The Core team worked through 24 different cost work streams. We identified the worst-case scenarios that could happen and estimated the probability of each one. These results were then run through the traditional Monte Carlo simulations with the results tabulated for most risky to least risky and the corresponding absolute dollar ranges.

The value of this exercise was 1.) 30 people participated and better understood scope, approach, potential issues, and 2.)  participants were more project-focused than subteam-focused.

Action items have already begun in key areas to mitigate risk and an ongoing risk review will be incorporated into the project management.

3.3 Assumptions 

List any assumptions that were made in defining the project. Assumptions can affect any area of the project including scope, the stakeholders, the business objectives, and the functional requirements. A basic assumption behind most projects is that the problem should be solved. If any assumptions have been made regarding staffing, e.g. specific technical or business skill sets and/or individuals necessary to complete the project, list these assumptions here.

Sample:

A business case is based on a set of beliefs about conditions, which are either unknown, or unknowable at the time it is written. This set of beliefs is collectively known as assumptions.  If an assumption tests out in the future to be ‘not true’, the foundation of the business case may be significantly altered. It may become necessary to review the justification for the project to determine if it is still supported and desirable. Other actions (project cancellation; scope change or change to cost basis) may become appropriate. The key assumptions associated with the development and authorization of the Project business case are documented below. 

· During the period of performance, the Company will experience zero growth and zero inflation

· There is no reduction of distributor inventory (no credit term reduction)

· The Company inventory reduction (benefit calculation) begins post peak 2003

· Distribution Center inventory is reduced 5% per year through 2003 - 2005 for a total of 15% reduction

· Without the project, significant I/T system replacement is required which would commence 2004

· No savings are expected or calculated in 2002.  Full savings start in 2003

· There are no significant changes to the scope as documented in this Charter and as supported by the approved Business Case

· ERP module capability functions as documented by the client and as presented by ERP consultants. ERP capability can meet the functional requirements documented in the Business Blueprint documents
· As and when issues come-up that require approval or decision-making, the Steering Team will make prompt decisions (generally, within two business days).  The Program Office will use its best judgment as to what decisions require sponsor approval

· There is continuity within the Project Implementation Team.  Changes to the core team identified in Section 8 of this document can impact the timeline and quality of the release.  Any changes require notification to and approval of the Steering Team, the Program Office, and the project team members

· The Company and systems integrator employees have technical and functional knowledge of the internal systems that integrate with ERP systems

· Any support from other company or systems integrator resources that might be needed (infrastructure, network, desktop support, web-based programming) are available to the project team and will not detrimentally impact the project timeline

· The Company will provide data-entry resources to load conversion data if it is mutually agreed that this is the most efficient method

· The hardware required for the development and testing environment is available to the project team as documented in the project schedule

3.4 Constraints

[Summarize the key constraints that will serve as limitations and boundaries for the project team in their decision making.]

4 Performance Measurements

Sample:  The Project is a complex initiative with multiple teams focusing on application configuration, integration and implementation.  To guide the team toward successful completion of the project, the Project Steering Committee measures completed tasks against mutually agreed upon targets for timeliness of delivery, delivery quality, and adherence to financial budgets. 
4.1 Initial Key Measurements

Sample:  As the Project moves through the ________ Phase, the Project will create for management’s approval a set of metrics intended to provide indicators of project ‘success’ and/or early warnings of project duress during the life-cycle. Pending identification and approval of these metrics, the project implementation will be evaluated in the following ways:  

· Schedule adherence to major milestones (per project plan schedule, see ___) - in-process metric 

· Conformance to overall schedule milestones (date)

· By workstream milestones
· Spending - in-process metric 

· Overall project spending compared to plan (time and dollars) 

· By major spending category (hardware, consultants, architecture, workstream, etc.) 

· In-process checks of delivery / implementation accomplishments  

· Organizational readiness check/verification 

· Training / qualification of end users check/verification measure 

· Issues list - some metrics regarding issues needing a plan or still unresolved

· TBD

· Benefits Realization metrics

· Pre-implementation throughput, customer satisfaction and ‘time spent’ from business case 

· Immediate KPI (DATE)

· Repeat KPI quarterly throughout 2003s

· Acceptance criteria for project acceptance  - TBD 

The Project has identified two levels of metrics, business and operations, which will be used to establish the effectiveness of the implementation. These metric levels will be further defined and targets identified during the _______ Phase. 

The initial business metrics are:

· Order Fill Rate (Standard Calculation)  -  Average of order by order line items % fill rate.

· Arrivals Compliance (Standard Calculation) -  The Percentage of orders that are fulfilled on or before the originally confirmed arrival date.

· Order Cycle Time (Standard Calculation) - The time from order creation to shipment.

· Total Delivered Cost per Unit (Standard Calculation) - The total material, labor, distribution, I/T, and order management costs.

· Obsolescence Cost (Standard Calculation) - The packaging and finished goods as a percentage of annual average gross inventory value (to include wholesalers post 4/02).
The initial operations metrics for the Project are:

· Forecast/S&OP Plan Accuracy (Standard Calculation) - The extent to which S&OP plans (removals, sales, & production) predict what actually occurs.

· Forecast/S&OP Plan Stability (Custom Calculation) - The extent which the S&OP plans (production, sales, removals) for a given period change from period to period, at a total units level of detail.

· Number of Order Changes (Standard Calculation) - The average number of changes made to an order.

· Orders Confirmed (Standard Calculation) - The percentage of orders that are confirmed.

· Line Load Percentages (Standard Calculation) - The percentage of product loaded directly from the packaging line.

· Schedule Adherence (Standard Calculation) - The percentage of time scheduled quantity (commodity/week) is produced.

· Inventory Turns (Standard Calculation) - The average inventory level (WIP, FG) divided by the cost of goods sold (to include raw materials post 4/2002).

· Planning Cycle Time (Custom Calculation) - The elapsed time of the S&OP planning processes, starting with the receipt of a demand forecast to the publication of the S&OP update.

· Process Effectiveness and Compliance (Custom Calculation) -  Effectiveness:  based on stakeholder surveys, the effectiveness of the supply chain management processes in meeting stakeholder needs; Compliance:  the percentage of process steps performed as documented.

4.2 Deliverables

4.2.1  End Deliverables

Sample:

The following end deliverables will be produced by this Project at its conclusion:

(For implementation projects, these are specific, implemented business capabilities)

4.2.2 Major Deliverables & Milestones

Major deliverables and other key Project milestones known at this time are as follows:

	Deliverables/Milestones
	Description
	Completion Date

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


5 Project Management and Control Processes

Sample:  The Project will be organized and managed in a project structure. Project management tools, processes and procedures used to manage the Project include, but are not limited to: 

· Scope Management / Change Control

· Project Plans

· Status Reports

· Status Meetings

· Formal Meeting Agendas and Minutes

· Issues Management

· Project Budgets

· Deliverable and Document Standards

· Customer Validation and Quality Assurance
· Resource Management
· Configuration Management
· Risk Management
Project Management is the discipline that applies knowledge, skills, tools, and techniques to sets of disparate activities to meet project expectations and committed outcomes. Project management is accomplished through the use of project management work streams (scope, cost, schedule, quality, resource, communications, risk and integration management) across project phases to realize the committed project outcomes through technical project execution. 

Project management manages the work of the Project and this work typically involves: 

· Identifying and optimizing competing demands for functionality, schedule, budget, risk and quality.

· Reconciling the claims of stakeholders with differing needs and expectations for the Project.

· Delivering outcomes associated with user requirements and approved benefits.

Should the Project go outside of established limits, project management disciplines can provide an early warning system by measuring ‘leading indicators’. This can give the Project team time take corrective actions. 

5.1 Methodology

Sample: A methodology is a set of tools, techniques, and standards used to ensure the alignment of people, processes, and technology to achieve project goals. The Project uses two methodologies to support implementation.  Software tailoring and implementation is based on ERP’s proprietary implementation methodology [ ___ ]. The aspects of the Project that are not specifically ERP software tailoring and implementation are managed using system’s integrator proprietary management and development methodologies.

5.1.1 Project Management Methodology

For legacy system retirement planning, project implementation and project management processes, the Project uses system’s integrator system lifecycle methodology and systems integrator management methodology.  Both are structured approaches that use ‘waterfall’ approach. Each builds on years of field experience by systems integrator implementation staff and provides guidelines and examples that have passed the test of time. The Project’s templates and forms generally originated in system’s integrator tools and were modified to meet the Project’s specific requirements.

5.1.2 [Package Specific Name] Methodology

The driving development and/or implementation methodology for the Project is [     ], the proprietary implementation tool of ERP.  [      ] is fully supported on line in each project team member’s desktop installation, accessible through Implementation Assistant and/or Q&Adb. Specifically, all of the information in this section is excerpted from [     ]’s Implementation Assistant.

To gain access to ERP, [   ]methodology, Implementation Assistant, Q&Adb for the Project  work or to change your level of authority within ERP or [    ], submit your request directly to [     ] via e-mail.  [     ] coordinates the disposition and execution of these requests as appropriate. 

If you are having a problem with existing ERP or [    ] access (break/fix), please submit your request directly to the Help Desk.

5.1.3 [    ] Methodology Tools 

______ are tools that will be used throughout the Project.  The project training effort will employ these three tools in the development and delivery of end user training.  Each tool can stand alone serving a specific purpose, or they can be linked together working in conjunction to provide high quality end user training.  
5.2 Project Plans

Sample:  On-time delivery of Project Release 1.0 is ensured in part through the application of obsessive conformance to project schedules and work plans.  Key plans are provided as Attachment E and include a detailed work breakdown structure, resources responsible, start/finish dates with expected workday's duration, key milestones and required deliverables.  

[     ] are empowered to make decisions regarding scope changes within a set of defined parameters.  If scope changes are outside of the project authority parameters, the scope change must be presented to a Project Leadership Team that functions as the Change Control Board for the Project at the program level.  If a parameter exceeds the project’s authority, it must be reviewed by the Program CRB (otherwise known as the I/T Steering Committee).  

Projects have specifically defined parameters. If parameters are not specified, then generally speaking, projects are authorized to approve changes that fall within the following parameters:

· Cost changes within +/- 10% of approved budget or $100K absolute value

· Cost changes that do not impact future ongoing support costs in the contract

· Scope changes that do not impact benefits identified in the approved business case

· Issues/Risks that are within the control/sphere of influence of the project

· Timeline changes (milestone or go live dates) that do not impact other projects/program elements

· Resource changes that do not impact overall charge-ability of the I/T department

· Resource changes that do not impact other projects/program elements

Variances to the schedule are tracked. The team will re-plan at the initiation of each [     ] defined phase to ensure focused and realistic communication of expectations for the team.  Members of the Project Leadership Team will track milestones and project plans on a daily/weekly/monthly basis as appropriate throughout project execution.

5.3 Project Scope Control

The purpose of project scope control is to assure that the scope, which is approved, is the scope which is implemented. Project scope control is managed via a change control process. The key aspects of the scope change control process are to:

· Propose a change request to the Project

· Control the change request through the review and approval process

· Inform affected groups and individuals of approved change request

· Provide an audit trail of proposed changes

This procedure allows changes to approved work products to be proposed and evaluated, assessed for cost, schedule and quality impact. Once the assessment is complete the change request may be approved into baselines or disapproved in a controlled manner.  The change request process also facilitates communication among affected groups and individuals.

The Project scope control procedure is considered complete when implementation of an approved change request is verified or disapproved change request is archived, and affected groups and individuals are notified.

	Term
	Definition

	Affected groups and individuals
	Groups and individuals impacted by an action or decision, including project team members, sponsors, project leadership, sales, operations, etc.

	Change
	A condition that potentially affects or forces rework or removal of a previously reviewed and approved document, requirement or deliverable and may also impact future deliverables, budgets, schedules, resources or timelines.

	Change Request Form
	This form is provided as Attachment F and is completed by the Originator for any change to approved documents, requirements, or deliverables to begin the Project Change process.

	Change Request Log
	This is a document that tracks and reports on change control activity throughout the Project and controls the change versions of the requests.

	CRB


	Change Review Board - Key stakeholders, generally comprised of both sponsor and leadership personnel, selected to review and approve changes to project work. The method used to reach a decision regarding the disposition of a proposed change request. Approaches include consensus, and majority decision.    There will be a CRB at the Project Level and the Program Level. Within the Company, the Program CRB is referred to as the I/T Steering Committee

	Formal Scope Modification
	Modification to scope which requires a formal contract or service agreement amendment, work order, sponsor-approved change order, or other formal documentation

	IT Needs Request
	Process of how all requests requiring IT resources are submitted, reviewed, prioritized and approved/disapproved


5.4 Status Reporting

The Project Implementation teams will complete standard status reports (see Attachment G for Status Report Form) on a weekly basis. Project status reports are due to be filed on the [ ____________ ] appropriate work stream] by noon each Friday. The content of the summarized status reports is presented orally at the weekly status meeting by the team lead or designee on Monday’s at 1:00 p.m.

Project Status Reports include the following information:

1. Weekly accomplishments to plan

2. Weekly ‘planned/not completed’ and action plan to bring current

3. Plans for next reporting interval (weekly or as otherwise designed by Project manager)

4. ‘Watch-Outs’ and Concerns

5. Changes in resource requirements

6. Planned time away from project (vacation, off site, corporate, or training) during next reporting interval (see above)

On a monthly basis, financial performance information is incorporated in the Team Leads’ and Project Managers’ Summary Status Reports. 

5.4.1 Project Budgets 

The Project Office creates budgets for all significant areas of financial expenditure associated with the project including external resources, hardware, and software costs.  The client and the systems integrator create separate resource budgets and monitor these in accordance with the overall plan.  All budgets are tracked monthly against Estimate to Complete (ETC) targets.  Adherence to these targets is reviewed on a monthly basis with the Project Steering Committee.

5.4.2 Deliverable and Document Standards

To ensure the quality and consistency of project documents, deliverables and other artifacts, the Project Leadership Team has defined a set of standards.  Where appropriate, templates, procedures, and user guides have been created.  Example standards include approaches for software configuration management, naming conventions, filing procedures to Project Workbook, and project documentation such as status reports, interface specifications, and system testing. Some project artifacts are managed entirely within [ ___ ], some a managed primarily outside of [ ___ ] on the project directory and a very few originate within [ ___ ] and the final approved versions are also saved to the project directory.  See ‘directory structure’ and ‘document control’ sections of this document for more information. 

The Project Implementation team utilizes a document and file management application to control versioning and access, and develop and utilize standard file naming conventions to promote easy document recognition.  Adherence to standards is ensured via periodic reviews conducted jointly by the Project Implementation Team Leaders and the Program Management Office.  As additional specific standards are identified and approved, they are posted to the Project directory, Templates section. 

5.4.3  Deliverable Quality Assurance and Validation

All key deliverables are evaluated and approved by the appropriate Company’s customer or process owners in the context of previously negotiated acceptance criteria.  As deliverables are identified and before work begins on the deliverable, the executing or perform organization meets with the receiving or accepting organization to define in writing a set of acceptance criteria. 

The nature of the acceptance criteria will vary depending on the nature of the deliverable. As a minimum guideline, the acceptance criteria should be specific to the deliverable, measurable, achievable, realistic and timed. The acceptance criteria are documented on the Deliverable Acceptance Agreement (DAA) form, which is signed by the accepting organization. 

When the deliverable is ready, the DAA is reviewed and a formal sign-off procedure is followed to ensure that the Company’s work product conforms to the acceptance criteria.  

The current version of the DAA form is maintained in the Project Workbook/Templates/ Deliverable Acceptance Agreement. Hardcopy of signed deliverables are to be kept in the Project Library for reference and review. Softcopy is to be filed in the Project Workbook.  Inspections and peer reviews of each document are performed to minimize defects. Project Workbook directory structures are documented in Attachment __. 

5.5 Risk Management

5.5.1 Risk/Contingency Management

Sample:

The overall risk rating for this project is:


	
	Low

	
	Medium

	
	High


*Risk rating = relative inability to obtain project objectives within a reasonable variance of planned business benefit, timeline and/or scope.

The top risks and associated risk management strategies/contingency plans have been identified in the detailed Risk Management Plan provided as Attachment H and are summarized as follows:

	Risk Items
	Area of Impact
	Risk Management Strategies/ Contingency Plans

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


5.6 Project Standards

[Reference Attachment I that contains the Project Standards documentation, which will capture the overall standards to be applied throughout the project life-cycle by the Project Team.]

5.7 Issue Management

Sample:  The following briefly overviews the processes for issue creation in the Project [ ___ ] Issues Database, issue maintenance, and issue management reporting.
5.7.1 Issue Management Plan

The Project teams use an issue tracking and resolution database to manage issues.  For the purposes of Project implementation, an issue is a project implementation problem that was not anticipated or that cannot be completed due to either internal or external factors and that has one or more of the following additional elements: 

· Can not be resolved at the level of those who identified it (authority issue)

· Can not be resolved without the skills and/or knowledge of others (responsibility issue)

· Can not be resolved in time to avoid project schedule, quality or cost impact (scope issue)

Issues are tracked for two key reasons: 

1. To assure appropriate visibility across functions and disciplines to situations and/or decisions that may impact project timelines or deliverables. 

2. To document the resolution selected for the given problem so that a) we ‘remember’ how come a particular decision was reached and b) to help others with similar situations in this or other implementations solve problems more effectively.

5.7.2 Lessons Learned

[During project implementation, please use the lessons learned file to capture things you’ve learned, things that don’t work, and things that could work better if done a little differently. It is an objective of the Project to capture this information for re-use in other Government ERP projects.  Please do not wait until project end to record this information, but record in the Issues database using ‘lessons learned’ category as the lessons are learned.  The path for the file [ _______ ]]
6 Project Organization 

6.1 Project Organization Org Chart

The Project Organizational Chart evolves to meet project requirements.  The org chart is maintained and  named by date and saved at: [ _____ ]. 

6.2 Roles & Responsibilities

Project Roles and Responsibilities document is the vehicle that a project uses to define the accountabilities by project role for team members. Roles and Responsibilities sets forth the functions, tasks and commitments to project participation to which a person will be held accountable during the implementation. It is a resource that defines:

· With whom you should be talking about a given subject

· What a person assuming a particular role, i.e., team member or team lead, is accountable to execute

· Overview of the meetings in which that role is responsible to participate

See Attachment J for the detailed Roles and Responsibilities.

6.3 Resource Management Process

7 Organization Change Management

During project implementation, changes are considered and managed in three dimensions: 

1. Behavior changes: Team and system user behavior changes are planned and managed via Organization Change Management (OCM) plan. OCM includes a plan to distribute change information appropriately across the enterprise (Communications Plan) and to train system users (Training Plan). 

2. Scope changes: Project content changes (a/k/a changes to period of performance, milestones, deliverables, cost, approved functionality, and/or quality) are planned and managed via a Change Control process. 

3. Artifact changes: Changes to authorized project artifacts (software; approved Blueprints; etc) are managed via a Configuration Management plan. Organizational Change Management.

7.1.1 Organization Change Management

The objective of the organizational change management approach is to identify, plan and implement strategies to manage the human side of change. The Change Management Plan is provided as Attachment K and identifies our approach to this process including the following:

· Clarification of the scope of change at the process and activity level

· Determination of scale and nature of change including the clarification of resistance factors, potential issues, key messages to address the change etc.

· Selection of Change Management levers to be used to address the change

· Action planning for each audience using the change levers identified

· Implementation of the Change Management plan

The change management levers the team will utilize for the Project effort are outlined as follows:


7.1.2 Organizational Change Scope Clarification 

This step will focus on conducting an impact assessment for the project, and using this deliverable to identify key areas of focus for the team. The impact assessment contains details of business change for each work stream, together with audience impacted, detailed description of the change and likely activities needed to transition from old to new state. The new state is defined as the ‘desired future state’, where all new process, technology and human changes are realized. This assessment is then validated through process owners and key stakeholders to determine whether anticipated impacts reflect the business reality.

7.1.3 Determine Scale and Nature of change

This step focuses on determining those individuals who will be highly impacted by the change and clarifying exactly how they will be impacted. The first step is to use the impact assessment to refine the view of our impacted audience down to the individual level. The scale of change is then classified as high – meaning ‘ my job changes entirely’ to medium, ‘ some element of my job changes’ or low ‘ I experience little change’. Key messages will then be identified for each audience to address an anticipated response. This process will aid both training and change teams prepare for resistance factors further down the road. 

7.1.4 Selection of Change Management Levers to be used

Once the team understands the audience being impacted, the scale of that impact and likely resistance factors, the change levers can be selected to aid with transition. One or several levers may be used to address each audience’s concerns, and to help transition through to the future state. Some of the levers used represent a single sequence of pre determined activities – such as organization design, while others represent an ongoing process of awareness, buy in and relationship building – such as sponsorship.  Each lever will be considered, and if not addressed directly, will be evaluated against an ideal ‘ future state’ to ensure alignment with the overall change. 

7.1.5 Change Action Planning 

The action-planning step involves taking our impact assessment, together with the selected change levers and planning a series of activities for each impacted audience. These activities will focus on the highly impacted areas, then medium impact with minimal activity for the low impacted areas. The action plans for each area will coordinate such that similar activities will take place for different audiences at the same time, thereby ensuring that each group moves through the change curve at roughly the same time. This will also enable the team to leverage synergies and share best practices. Each plan will focus on activity, sponsors, timing, deliverable and desired end state. A feedback mechanism will be put in place to monitor how quickly or slowly each audience moves along the curve. As changes occur in audience response, scope or any unanticipated issues, the change plan will be revisited and revised.

7.1.6 Change Implementation

The change implementation phase is an ongoing process whereby the action plans are implemented within the business. The change plans will be executed using a combination of BI resources, business support, key stakeholders, IT and HR (where appropriate). The role of the IT BP’s in this process is as yet, undetermined but will likely focus on the communication lever. The change implementation process will continue until our ‘future state’ is achieved, which may extend beyond the implementation date of 10/01/02.

7.1.7 Note on Training and Performance Support

Given the extent and complexity of the training and performance support required to support the Project, Training and Performance Support levers have been broken out from the Change Management work stream. This split in responsibilities and organization will enable the Training team to dive deep into training-needs analysis, material development and delivery while the Change team focuses on other levers. 

Both work streams will continue to work in concert, using the outputs from the impact assessment and sharing pertinent audience specific knowledge to ensure training meets the needs of the business. Both teams will share resources and provide additional support when required.

8 Training Approach

The Project training approach is based upon the five stages of the Business Integration Training Methodology. The phases of the Project training approach are: 

· Phase 1 -  Training Strategy

· Phase 2 -  Training Design

· Phase 3 -  Training Development

· Phase 4 -  Training Delivery

· Phase 5 -  Post Training Evaluation and Support

Within each of these phases, the training team has specific tasks, training events and work efforts.  Each phase moves the project forward with the end goal of providing the highest quality of training to the appropriate audience groups.

· Phase 1 - Training Strategy

Within the first phase, the training team will focus efforts on the development of the Project Training Plan which is provided as Attachment L.  The team will determine the scope of the training effort, develop the training strategy and draft the training workplan.  In the process of developing the final workplan the team will conduct a series of impact assessment working sessions, and a detailed audience analysis.  

· Phase 2 - Training Design

The Training Design phase sees the training team begin the execution of the Training Workplan.  Work will occur in four primary areas in this second phase:

1. Identification and definition of the course curriculums, including needed course topics, and intended audience group.

2. Definition of training delivery plan, including delivery methods and training delivery resources.  

3. Development of the ongoing training plan which will define the post go live training events including: New Hire, Refresher, Advanced, and Enhancement training.

4. Development of training materials standards and templates to ensure consistent, quality training materials. 

· Phase 3 - Training Development

In Phase 3 the training team will develop the materials that will be uses to conduct the future training courses.  Additionally the team will prepare for the Training Delivery phase of the project.  A team of curriculum developers working with the training team lead and other project resources will develop the course training materials.  A Power User program will be developed and power users identified.  Train the Trainer sessions will be conducted to prepare the business resources who are identified as the course instructors.  

· Phase 4 - Training Delivery

Phase 4 includes more then just the delivery of the training courses by the business resources.  Prior to the delivery of the courses, the team will develop a calendar of training course and participant attendance schedules.  As the training is being delivered, the team will collect and evaluate the training result, related statistics.  

· Phase 5 - Post Training Evaluation and Support

In the final phase, the training team will evaluate the training initiatives using the results gathered in the fourth phase.  The evaluation assessment will identify the need for additional training as well as areas for improvement.  The ongoing training plan developed in the second phase will be implemented as needed.   

9  Communications Plan

9.1 Overview

The objective of the Project Team Communication Plan is to logically organize the announcement and promotion of the project initiative and associated change activities to internal and external audiences. The communication plan is intended to encourage two-way exchanges of information to effectively address key project messages, vehicles, accountability, and timing of communication to stakeholders involved in and affected by the project initiative.  This plan is designed to decrease the likelihood that key constituencies may infer misleading or inconsistent information about the Project Implementation efforts.

Communications are most effective when they create a dialogue between the messenger and the audience.  This plan identifies the appropriate messenger and matches the messenger with the right audience and communication vehicle.  The following chart summarizes the options, which are used by the Project Team.
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The project communication plan targets many groups (such as organization leaders, staff, project teams, users, etc.).  The messenger, the delivery mechanisms, and the frequency of messages vary depending on the audience and their influence to the project initiative.

Through frequent and recurring communications, issues impacting the project are raised in advance, which allows the project team to address them in a timely fashion.  There are many methods to communicate (such as e-mail, verbal, presentations, etc.) and the approach utilized varies as a function of the audience, the time sensitivity of the message and the criticality of the message.

The purpose of communication is to connect with people, and it is only effective when a connection to the listener is made. Project communication is to be measured against the following criteria:

· A message was conveyed

· A message was received

· There was a response to the message

· The message was understood by both parties in a similar manner

9.1.1 Communication Plan Approach

The Project Program Office and the Project Change Management team are responsible for managing the overall communications effort.  The following high-level plan describes the communication strategy supporting the Project Program Office.  Once finalized and approved, efforts will be geared toward development of the messages and their execution.   A summary of the Project Communication Plan (which is provided in detail as Attachment M) is as follows: 

	Messenger
	Target Audience
	Objectives
	Communication Vehicles
	Frequency
	Setting

	The Company Executive Communication is outside the scope of the Project Implementation Team, but is included here as a reference

	The Company Executives
	Market,

Press
	Keep Market and key constituents informed of program status, and maintain positive opinion of program
	Face to face meeting, road shows


	As required    


	As required



	The Company Executives
	Targeted Organization Leaders, Organization Office Directors
	Keep Organization Leaders and key sponsors informed of program status, and maintain positive opinion of program

Assist Steering Team with maintaining support for program 
	Town Hall presentations to high and medium impacted audiences


	Quarterly 


	To coincide with pre scheduled Town Hall meetings



	The following Communication Plan information is within the scope of the Project Implementation Team.

	Steering Team
	The Company Executives
	Keep the Company Executives and key constituents informed of project status, and maintain positive opinion of program

Create active sponsors with basic understanding of program and process
	Face to face meeting and presentations

Written status
	Once per quarter

Once

Once per month
	Policy Meetings

Policy Meetings

Internal email



	
	
	 
	
	
	

	Project Program Office


	Steering Team and Member office directors
	Keep Steering Team and key Organization Staff Members informed of program and to gain support 
	Face to face meeting and presentations

Status Reports

Partner email groups
	As required

Weekly
	As required

 We are NOT using email as a way to communicate at this level of the organization.

	Program Office
	Other Major Organization initiatives
	To distribute information/bulletins on program 
	Face to face meetings and presentations - post to HWA
	As required 

As required
	As required

As required

	Program Office
	Project Teams
	Inform teams of matters relating to program

Promote cross-functional learning between project teams

Create a forum for teams to communicate openly about all issues 
	Face to face meeting and presentations

Issues database

Shared Network Drives


	Monthly

As required

As required


	Team Meeting

Issues database

Shared Network 

	Project leadership
	Key Stakeholders and Senior Executives
	To create buy in and support for project objectives
	Steering Team meetings

1 on 1 meetings

POC meetings
	Monthly

Quarterly

Monthly
	Meeting

Meeting

Meeting

	Project Implementation

Project Team
	Program Office, Other Project Teams
	To keep other project teams informed of issues and activities
	Face to face meeting and presentations

Status Reports

Issues database

Shared Network Drives

Team Intranet
	Weekly/

Monthly

Weekly

As required

As required
	Team Meeting

Email

Issues database

Shared Network

	The Company Rollout Team
	Users (Internal and External Demand Planners, Supply Network Planners, and Account Managers)
	Involve users and stakeholders in the process

Obtain feedback on customer implementation projects
	Face to face meeting and presentations

Newsletters
Mechanism for users to submit questions
	As required

Monthly

As required

As required


	As required

Email

Email

Email


9.1.2 Communication Process Steps 

The steps undertaken to develop communications messages and media decisions include:

· Reviewing existing alternatives such as newsletters, videos, brochures, etc.

· Finalizing and selecting alternatives

· Developing the detailed messages

· Identifying the appropriate messengers and distribution points

· Distributing messages

During communication plan development and execution, the following “best practices” will be considered:

· Involvement of key personnel from areas that are impacted significantly to communicate to co-workers

· Monitoring the execution of the communication plan and stress the importance of the plan to those accountable for the execution

· Monitoring that the message is clear, can be easily understood, and is consistent

· Ensuring that audiences are not too large to inhibit good communication.  Divide target audiences into smaller groups as necessary

· Conducting “previews” with sponsors to avoid any surprises and to address potential political problems before they arise

· Recognizing that communication is an ongoing process and that the plan requires constant refinement, adjustment and expansion in order to respond to the wide impact of the Project

· Creating and maintaining a consistent feedback mechanism for all communications.

10  Information Assurance

Information assurance (IA) is a critical facet of all existing and new DOD information systems, and can be a stumbling block for many programs if not addressed early and earnestly in the program life cycle.  The key elements for the Project Charter are:

(1) Program management team must include an IA staff with delineated roles and responsibilities from the outset of the program.

(2) Identify the Designated Approval Authority (DAA) who is responsible for providing authorizations to operate the system

(3) Develop an Information Assurance Plan that addresses the following key tasks (see IA Roadmap):

1. Establish an IA organization.

2. Identify IA requirements.

3. Develop an acquisition IA Strategy.

4. Identify resources for IA.

5. Initiate DITSCAP process.

6. Incorporate IA Solutions.

7. Test and evaluate IA solutions.

8. IA Accreditation of the system.

9. Maintain the system security posture.

In order to complete the Project Charter and the Initiation Phase, tasks 1 through 3 above should be completed and either included in the charter provided as references.

The guiding instructions for Information Assurance are: DOD Directive 8500.1, DOD Instruction 8500.2, and DOD Instruction 5200.40.  The latter instruction defines the DoD Information Technology Security Certification and Accreditation Process (DITSCAP). 

11  Quality Assurance Standards

11.1 Overview

Quality assurance is a planned and systematic pattern of activities designed to ensure that a system can accomplish the objectives for which it was authorized. This Project has established effective and appropriately scoped quality assurance measures as described more fully in the Quality Assurance Plan provided as Attachment N.

11.1.1 Scope

The Project Implementation team has a primary responsibility to assure that the Project accomplishes the objectives for which it was authorized.  The Project Team leads work with implementation team members and escalates situations or decisions with potential impact on the project scope via the change management process.  

The Project Leadership Team and the Project Sponsors provide another level of systematic review and perspective on the project’s ability to accomplish the objectives for which it was authorized. It is critical that Project Sponsors, with their unique perspective, remain engaged in Project throughout its implementation life cycle. 

11.1.2 Tools

For changes to project artifacts, the Issues database and the documentation section of the [ ___ ] Q&A D are the two primary tools used to track and manage changes to project scope and documentation.  Changes to the ERP components are to be managed via the OSS connection to ERP. ERP’s Transport Management System (TMS) is used to track changes to ERP components.

11.2 Testing 

This section describes testing processes to be executed by the Project Implementation Team.

11.2.1.1 Component Testing

The developer using informal methods guided by the [ ___ ] roadmap individually tests each component.  The teams then specify the test and its results documented per the documentation guidelines.

11.2.1.2 Integration Testing

Integration testing is conducted at two levels within the Project. The first is a test between two components. This is conducted as part of the configuration and checkout of a component or interface.  The second is an integrated test of a system.  This test is conducted to ensure the readiness and viability of the Project solution. This integration test plan is developed, documented and formally approved by functional management prior to execution.  Results of this test are documented. 
11.2.1.3 System Testing

Formal system testing is conducted prior to release of this system.  System testing is executed on the production system platform. It includes processing the Company’s demonstration information through scripted scenarios to verify outcomes. 

11.2.2 Peer Reviews

Peer reviews are used to discover defects early in the development of an artifact or capability. We use a variety of peer reviews on this project as described in this section.

11.2.2.1 Informal Walkthroughs and Desk Checks

These reviews are informally conducted either between peers or between the author and a small group.  Specifically, a desk check is typically between two people while a walkthrough is a guided tour (by the author) to a small group in a meeting forum.  The objective of the desk check is to remove as many defects as possible given the available time constraints.  The author arranges the desk check via email and a brief defect collection meeting using a standard peer review template collects the results. Metrics are collected for use in improving future defect removal effectiveness and productivity.

11.2.2.2 Project Reviews

A project review is a planned activity with the objective of communicating to a group of stakeholders. The result of a project review is typically acceptance of the material.  Defect detection is not really part of the project review but may help to identify processes that need improvement.
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