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 3  Stage Gate Review - Planning Phase
Project Baseline Review
Project Baseline Review 

The Project Baseline Review (PBR) is a formal inspection of the entire project and performance measurement baseline initially developed for the IT project. This review is one of the four Stage Gate Reviews that cannot be delegated by the IT governance organization. The PBR is conducted to obtain management approval that the scope, cost and schedule that have been established for the project are adequately documented and that the project management strategy is appropriate for moving the project forward in the life cycle. Upon successful completion of this review, the Project Management Plan is officially baselined.
The PBR includes review of the budget, risk, and user requirements for the investment.  Emphasis should be on the total cost of ownership and not just development or acquisition costs.  Support and training issues may become very important from this perspective.

Responsibilities

Business Owner Responsibilities in Planning Phase Gate Review  

The Business Owner is responsible for authorizing and ensuring that the funding and resources are in place to support the project. 

IT Governance Organization Responsibilities in Planning Phase Gate Review 

During the Project Baseline Review, the IT governance organization examines whether scope, cost and schedule that have been established for the project are adequately documented and that the project management strategy is appropriate for moving the project forward in the life cycle.  

Project Manager Responsibilities in Planning Phase Gate Review 

The Project Manager is responsible and accountable for the successful execution of the Planning Phase.  The Project Manager is responsible for leading the Integrated Project Team that accomplishes the Phase activities and deliverables.

Integrated Project Team Responsibilities in Planning Phase Gate Review  

The Integrated Project Team members (regardless of the organization of permanent assignment) are responsible for accomplishing assigned tasks as directed by the Project Manager.

Critical Partners Responsibilities in Planning Phase Gate Review 

Critical Partners assess completeness of Planning Phase activities, robustness of the plans for the next life cycle phase, availability of resources to execute the next phase, and acceptability of the acquisition risk of entering the next phase. For applicable projects, this assessment also includes the readiness to award any major contracting efforts needed to execute the next phase.  
Enterprise Architecture: Conclude that compliance with Enterprise Architecture has been maintained.
Security: Review the PMP Risk Management Plan accurately establishes that the security and privacy requirements have been identified and planned for. 

Acquisition: Make certain that acquisition activities to obtain contractor support have been completed in compliance with the Project Management Plan. Confirm that detailed activities and timelines for preparing acquisition documents, selecting vendors, and awarding contracts are developed.
Budget: Determine if there is a realistic budget to accomplish all planned work and that the Total Cost of Ownership has been evaluated.
Finance: Ensure that planning for financial management issues has been properly addressed and that interactions with financial systems are planned in compliance with financial standards and regulations.
HR: Find out if required staff development has been documented and planned. 
Section 508: Verify that Applicable Section 508 standards are identified and planned for and that the vulnerability and impact of being non compliant with Section 508 has been included in the overall risk management planning.
CPIC: Determine if the project has been tailored and approvals for any alteration of deliverables and reviews have been obtained and the Project Management Plan Sub-Plans (including the Risk Management Plan) are fully developed.

Performance: Ensure that expected performance benefits are fully defined, that business product deliverables are well-planned, and that funding and resources are allocated. 
Suggested Review Questions

Below are some suggested questions that the reviewer may be able to use during the project review:

· Are all the activities included in the plan?

· How were activity estimates derived? 

· Does the Highest Level/s of the WBS roll up to OMB 300 milestones?

· Is the lowest level of activity no longer than 80 hours?

· Is each team member working only on activities assigned in the plan?

· Are the EVM requirements included in all contracts?

· Are the appropriate security and privacy requirements included (or there is a plan to include the requirements) in all contracts.

· Does the contract language include applicable Section 508 requirements?

· Are contracts competitively awarded?

· Does the budget contain all the resources required for successful completion of the project? This would include any interfaces with external systems and projects. 

· Does the schedule appear to be achievable, realistic and address all areas that need to be included in the project?

· Have performance goals been established and a monitoring mechanism implemented to assure goals are achieved?

· Do the performance goals align with the purpose of the project/investment as documented in the performance gap addressed in the Business Case?

· Does the reporting period cover the life cycle of the project/investment?

· Are performance measures outcome-based, or where appropriate, output-based, and related to the performance gaps the project/investment is designed to fulfill?

· Are performance measures stated as measures and are they SMART?

· Are measurement indicators in HEAR consistent with MI in PMT?

· Is there sufficient number of annual goals to provide an adequate view of the project/investment performance?

· Have any anticipated potential workforce disruptions, Labor Relations or Employee Relations issues associated with the project/investment been planned for?

· Have any staffing classification issues such as new position descriptions, grades, etc that are associated with this project/investment been planned for?

· Have any potential workforce planning issues such as employee development and training, staffing levels, filling skill gaps with contractors, and/or A-76 activities associated with this project/investment been planned for?

· Have contractor security procedures been developed?

· Have the applicable security and privacy standards been identified and planned for? 

· Have the IT security cost for the investment/project been integrated in to the overall cost including (C&A/re-accreditation, system security plan, risk assessment, privacy impact assessment, configuration/patch management, security control testing and evaluation, and contingency planning/testing)?

· Has identifying and assessing security and privacy risks been incorporated into the overall risk management planning?

· Does it appear that an increase in security funding is needed to remediate IT security weaknesses?

· Is it clear when the resources need to start on the project?

· What needs to be done to bring new resources onto the team?

· What tools do new resources require?

· What are the tipping points for the project going off track? Is the communication channel open to the sponsor in this case?

· Does this project/investment honor the HHS EA principles?

· Is the WBS based on deliverables or tasks?

· Are the estimate assumptions clear and up front?

· Are the applicable Section 508 standards identified and planned for?

· Are there any difficulties in meeting 508 standards anticipated that do not have mitigation measures planned?

· Has identifying and assessing the vulnerability and impact of being non compliant with Section 508 been included in the overall risk management planning?    

· Have any weaknesses been identified by the agency or IG that have not be remediated? Have they been incorporated into the plan of action and milestone process? 

Have the vulnerabilities of non-conformance to Section 508 standards been identified?

· Stage Gate Review - Planning Phase Form
Project Baseline Review
Informatics Governance Approval

Project: <SYSTEM NAME>
<NC> Organization: <e.g. Division/Branch>
Project Threshold (<250K): Yes
Reviewing Body: <IT Governance>
Date of Review:  <##/##/2010>
Stage Deliverables 

	Deliverable Name
	Comments

	Project Management Plan w/components (Final)
	Verified

	Privacy Impact Assessment (Final)
	Verified 

	Project Process Agreement (Final)
	Verified


Mandatory Exit Criteria:

The objective is to determine if the project has finalized project planning and defined initial baselines and requirements to permit outside validation. 

	Exit Criteria
	Pass (P)
	Not Pass (NP) 

	The full scope of the project has been adequately described in the Business Case and the high level requirements meet the business need.
	P
	

	The Project Management Plan is fully scaled and details all the appropriate components that address the needs of the project. This includes the definition of appropriately scaled reviews and deliverables
	P
	

	All Deliverables have been defined. 
	P
	

	The Acquisition Plan has been approved by the Contracting Officer and there is obligated money for contract awards. All applicable contract clauses have been considered.
	N/A
	

	The risk limits of the Business Owner have been defined and risks of highest impact have been sufficiently addressed with either mitigation or contingency plans. 
	P
	

	Variances from baselines have been identified.  [Cost and schedule variances and scope changes are identified, significant variances are explained, and Corrective Action Plans (CAPs) or re-baseline requests are in place as appropriate.] 
	P
	

	Investment baselines have been reviewed and revised. [Should this investment continue as-is, be modified, or be terminated based on current knowledge?] 
	P
	

	The Project Management Plan and component plans have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Project Categorization, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan, and Security Approach.]
	P
	


Known Issues/Risks

	Risk Description
	Area of Risk
(Communication, Cost, Quality, Schedule, Scope)
	Impact
(High, Medium, or Low)
	Probability of Occurrence (High, Medium, or Low)

	Schedule variance due to lack of knowledge of XXXXXX
	Schedule
	Medium
	Low

	Schedule variance due to complexity of current sequence structures in file share
	Schedule
	Medium
	Medium


Critical Partner Recommendations 
	Function
	Name of Critical Partner w/ Title
	· Recommend

· Not Rec.

· Rec. w/ Condition
	Conditions or Notes

	Enterprise Architecture
	<Enterprise Architect Name>
	Recommend

<##/##/2010>
	

	Information Security
	<Information Systems Security Officer Name>
	Recommend <##/##/2010>
	

	Acquisition Management
	<Project Manager Name>
	Recommend <##/##/2010>
	No COTS available; no acquisitions; work to be completed with previously purchased development tools

	Finance
	<PMO or Business Steward>
	Recommend <##/##/2010>
	

	Budget
	<PMO or Business Steward>
	Recommend <##/##/2010>
	

	Human Resources
	<Project Manager Name>
	Recommend <##/##/2010>
	Use of In-house staff  (see budget information, Project Management Plan, section 6)

	Section 508
	<Project Manager Name>
	Recommend <##/##/2010>
	Front-end of application has already been developed using XXXXXX.  The <SYSTEM NAME> is mainly the back-end database.

	CPIC
	<CPIC Manager Name>
	Recommend <##/##/2010>
	

	Performance
	<PMO or Business Steward>
	Recommend <##/##/2010>
	Strategic Alignment (see Project Charter, section 3.3)

WBS and Project Schedule (see Preliminary Project Management Plan, sections 3.6 and 5.2)

	Health Science
	N/A
	
	As Needed

	Epidemiology
	N/A
	
	As Needed


<NC> SGRC Recommendation: 
	Approval Level (check one)
	Explanations, Caveats or Conditions

	Recommend   [image: image1.png]



	Recommend proceeding to next phase

	Recommend with Conditions
	

	Not Recommend
	

	SGRC Representative Name
	<IT Governance>

	SGRC Representative Signature
	< IT Governance signed here>

	Comments:  <NC> IRGC approval not needed on a project <250K


<NC> Informatics Governance Council Approval
	Approval Level (check one)
	Explanations, Caveats or Conditions

	Date of Review
	

	Approve
	

	Approve with Conditions
	

	Discontinue Project
	

	Forward to CDC IRGC (Y/N/NA)
	

	Chair Name
	

	Chair Signature
	
	Date: 

	Comments:  
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