[image: image1.jpg]Planning






Fermi National Accelerator Laboratory

Computing Division

Project Execution Plan

[Project Name]


[PROJECT NAME]
The Project Name is defined in File|Properties|Summary.Title. Once that is set, be sure to update both the cover page title field and the page header lower-right-side field.
This template can be used as is, or as a checklist for equivalent documentation. Feel free to format the information as you wish.

WHEN YOU ARE DONE…

Please update the Table of Contents field in your document.
Table of Contents

31.
Approvals


32.
Document Change Log


43.
Project Abstract


44.
Project Organization


45.
Baseline Project Definition


46.
Work Break-down Structure (WBS)


46.1.
Planning Work


46.2.
Design Work


46.3.
Development Work


46.4.
Integration and Testing Work


46.5.
Deployment Work


46.6.
Post-Deployment Work


47.
Project Lifecycle


58.
Project Schedule


59.
Cost and Effort Estimate


510.
Technical Environment


511.
Configuration Management and Change Control


612.
Quality Assurance and Control


613.
Communications Plan


613.1.
Project Kick-off Meeting


613.2.
Project Status Meetings


613.3.
External Status Reports


613.4.
Project Assessments and Reviews


613.5.
Customer Interactions and Protocol


613.6.
Customer Reporting Requirements


614.
Customer Acceptance Process


614.1.
Project Close-out Meeting


614.2.
Transition to Operations


715.
Supporting Documentation


716.
Risk Assessment and Management Plan




1. Approvals

Document the approval process and authorized signatories for the project definition document.  The client project approval process and timeline should also be contained if appropriate. 
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2. Document Change Log

	Revision
	Date
	Change Description
	Prepared By
	Approved By

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


3. Project Abstract
Provide a brief high-level description of the project, one to a few paragraphs, targeting a general audience. The content level should be such that this can be used on public web pages.
4. Project Organization
Give an overview of how the project is organized, including a description of key roles and responsibilities. This section establishes key roles, responsibilities, and relationships to make sense of the Project Definition, WBS, and Schedule. A more detailed break-down of roles and responsibilities is included in these other sections.
5. Baseline Project Definition
Provide a description of the full project scope, including a precise statement of requirements and deliverables. Provide a link or reference to the Project Definition Document, noting changes since the PDD if important. The project definition here should be up-to-date and more exact, as it overrides whatever was stated in the PDD. 
6. Work Break-down Structure (WBS)
The WBS is a hierarchical view of how the work will be subdivided and executed to meet project objectives and create the deliverables. Identify internal and external dependencies. If the WBS is in another file, provide a link to or location of the file. Areas to be covered are suggested below, though this list is not meant to suggest a particular organization of the WBS.
6.1. Planning Work
6.2. Design Work
6.3. Development Work

6.4. Integration and Testing Work
6.5. Deployment Work
6.6. Post-Deployment Work
7. Project Lifecycle
Describe the project lifecycle approach that will be used. The approach chosen will strongly influence how the project work is scheduled and milestones identified. Will the project follow a simple one-way model of “Plan, Create, Deploy’, an iterative approach while the customer evaluates functionality needed, or perhaps some other model?

Will the project consist of distinct phases to enable deployment of higher-priority customer needs sooner?

Is this a new project or a re-plan of a pre-existing project with work still in progress?
8. Project Schedule
Provide a schedule showing the timeline for completion. The schedule contains a sequence of tasks, their dependencies, milestones at appropriate intervals, and the estimated critical path. Resource loading of the schedule is preferred to avoid oversubscribing personnel and/or critical resources. Do not forget to incorporate staff vacation time, training, and administrative duties in the schedule. If the schedule is captured in another file provide a link to or location of the file
9. Cost and Effort Estimate
Provide a summary of the estimated project cost, level of effort, and other resources required to meet project requirements.  If contingency is built into the project cost estimate, then this section should include a summary of how that contingency will be managed.
10. Technical Environment
Describe the technical environment of the project. This will allow subsequent sections to describe in detail how change, quality, and communications are supported. Also, describe how the environment will support preservation of value and automation of repetitive or mundane tasks.
In a software development project, for example, a particular language and suite of tools might be selected for use on a particular variety of platforms. The code being developed might be maintained in CVS or subversion, with public releases based on distinct branches, ad e-mail automatically sent to developers with all changes. Design, APIs, and related documentation might be maintained on a web, wiki, or plone site to simplify access and support modification as the software system evolves. The development environment might support automated testing processes such as continuous integration, which would reduce later debugging effort and help to insure higher quality deliverables.
11. Configuration Management and Change Control
Provide a description of how requests for changes in the project baseline scope or cost (the project configuration) will be submitted, tracked, reviewed, and approved or rejected. These changes can have great impact on the project, potentially altering it beyond recognition. They should be considered critically by the project management team and the project sponsors. In larger projects, a standing Change Control Board reviews and approves/rejects these major change requests.
Provide a description of how requests for minor changes and bug fixes within project scope and budget will be submitted, tracked, reviewed, and approved or rejected. Describe how project modification requests will be distinguished from “within scope” change requests. 
12. Quality Assurance and Control
Provide a description of the processes and/or tests that will be used to verify that project deliverables meet requirements. A hierarchy of unit, integration, and regression tests might be used to catch defects before deployment, increase the likelihood of smooth operations after deployment, and insure that previously fixed defects are not re-introduced. Other activities to support quality may include code/system inspections and/or deliverable reviews. Define precisely how the project deliverables will be judged to meet the acceptance requirements.
13. Communications Plan
A brief summary of how the project will communicate progress and performance against goals. Note that this is a much broader plan than “have a meeting and send some e-mail”. This should encompass all internal and external communications that the project will use to insure success. Regular discussion with the customer may avoid solving a problem that no longer exists or delivering a solution that cannot be deployed.
13.1. Project Kick-off Meeting

13.2. Project Status Meetings

13.3. External Status Reports
13.4. Project Assessments and Reviews
13.5. Customer Interactions and Protocol
13.6. Customer Reporting Requirements
14. Customer Acceptance Process
Describe the process that will be used for the customer to judge whether the deliverables meet the agreed-upon requirements, are acceptable, and are ready for hand-off. Ideally, this involves a Project Close-out Meeting with the customer to demonstrate that all criteria are met and to have the customer formally accept the deliverables as well as the plan for the hand-off, and to discuss what went well or not so well in the project.
It is crucial to manage the customer’s expectations about the acceptance process and the project close-out. New feature requests at the last minute may be more appropriately handled by a new project rather than a late change to the project scope. Once the project closes, there will only be limited access to the project team for support (as they will have moved on to other tasks), so the transition to operations and the process to handle post-project change requests should be defined before the customer becomes surprised and disappointed.
14.1. Project Close-out Meeting

14.2. Transition to Operations

15. Supporting Documentation

Identify supporting documentation that should be taken into consideration, in addition to that cited elsewhere. URLs to permanent documentation are preferred to avoid dead links. Be sure the supporting documentation is accessible to at least those who are reviewing this document.
16. Risk Assessment and Management Plan
In addition to listing risks, issues, and assumptions, provide a statement on how risks (including issues and assumptions) will be managed over the lifetime of the project: how will new risks will be identified, existing or new issues addressed, and assumptions tracked for validity. 

Identify project risks, known issues, and important assumptions. Risks are events or "unknowns" that are beyond the control of the project team that will have an adverse effect either on the project or the organization. Risks are assessed based on their probability of occurrence and the cost of an occurrence. High probability and high cost mean a high risk impact level, for instance, which deserves detailed planning and a secondary fall-back plan. Medium and low impact risks require progressively less planning. A low probability risk with very high cost, though, may be considered high impact if it could devastate the organization, based on judgment and experience.

Issues are conditions that may constrain the project, and should be considered in planning.  Assumptions are documented to allow tracking whether they continue to hold or not. If non-trivial issues or assumptions are recognized during the approval process, then they may be documented here if they are not integrated into the project definition elsewhere.
	Risk
	Impact Level (H/M/L)
	Risk Plan Actions

	1. Project risk 1
	H
	Risk plan of action 1a (detailed)
Risk plan of action 1b (detailed, with fall-back)

	2. Project risk 2
	M
	Risk plan of action 2 (broad outline)

	3. Project risk 3
	L
	May just be tolerated, if impact is low


WHEN DONE…

Please update the Table of Contents once this form is completed.
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