Project Management Process

The Provider has defined a process that goes far beyond managing individual projects.  Our Best Practices apply at every level.  The Provider has taken steps to ensure every The Provider office has procedures in place to enable us to effectively manage the marketing, sale, delivery and support of The Provider software.  We have defined an Engagement Management Model that defines proper handling of our client needs from the identification of an opportunity through project closure.  We’ve modeled our Project Management after the Project Management Institute’s standard and, finally, we’ve cultivated best practices from our own experience and industry standards for delivering specific technology solutions to our clients.  Each is discussed in more detail below.
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Certified Quality

A discussion of The Provider’s Project Management practices should start with the fact that Computer Associates is the only software company to achieve global certification to a quality standard. This quality standard – ISO9002 – governs the policies, processes and procedures that The Provider has in place in every office to enable us to effectively manage and control the marketing, sale, delivery and support of The Provider Software.  ISO9001 was withdrawn from use in November 2001, and companies wishing to retain their accreditation were given 12 months grace to upgrade to the higher quality standard – ISO9002.  As The Provider already had efforts underway to ensure consistently high quality standards for The Provider Services, we are well positioned to reach the higher ISO9002 quality standard certification and have targeted goals in place to ensure that we do.

The Provider’s Engagement Management Model

The Provider’s Engagement Management Model defines the way in which The Provider Services carries out an engagement from end to end. It embodies elements of commercial management, internal quality control and technical methodologies. One of the methodologies that play a large part in most The Provider Services engagements is The Provider’s Project Management Methodology (PMM). Like the other methodologies in The Provider’s Best Practice Library, PMM provides tools and techniques used in a process framework, in this case directed towards the management of a project (discussed in more detail in the next section).

A The Provider Services engagement is divided into four phases: Opportunity, Set-up, Execution and Closure. For each phase there are exit criteria that must be satisfied before the engagement can proceed to the next. At the end of the final phase, the exit criteria must be met before the engagement can be considered complete.

The Provider’ Engagement Model ensures proper attention is given to the steps before the project begins such as defining the scope of work, assigning the appropriate resources, and identifying potential risks early so that they can be mitigated.  Embedded within the Engagement Management Model are The Provider’s best practices for managing projects.  The Engagement Management goes beyond the completion of the work to archive documents, improve best practices, and to follow the project with a post project assessment and, where applicable, to start the process all over for future engagements.
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All this is mentioned to demonstrate that The Provider has established processes to ensure quality is planned into a project before the management of it begins.  With that said, a discussion of The Provider’s Project Management Method can begin.

Project Management Method

The Provider’s Project Management Method is an adaptation of the Project Management Institute's recommended Project Management approach. It provides the framework and procedures for the successful management of the various issues common to all projects, including Scope Management, Communication Management, Human Resources Management, Risk Management, Change Management, Schedule Management, Procurement Management, Configuration Management, Financial Management and Quality Management.     

Project management is a key factor in The Provider’s software development and systems integration projects. The completion of projects on schedule and within budget can only be achieved with the application of sound project management principles and practices.     

Project management is also an essential element of The Provider’s Quality Management System (QMS). The Provider’s Project Management method is not exercised individually, but rather in conjunction with a methodology for one or more technical disciplines and it is used for all services projects regardless of industry vertical or technical discipline.     

[image: image3.png]Project Management Discipline

3
gailnland Monitoring and Control Riclect
Planning Closure

Stage Stage
Start Up Start Up

End Stage End Stage
|assessment| assessment





The tasks associated with Project Management are grouped into multiple steps, which make up three major stages:     

· Project Setup and Planning - The creation and maintenance of a set of plans to define the scope, development schedules, resource requirements, and deliverables, cost and quality criteria for the project. 

· Project Monitoring and Controlling - The execution of Project Charter for the ongoing management of the project, and the measurement of project progress and quality. 

· Project Closure - Ensuring that The Provider has fulfilled its contractual obligations and the formal closure of the project occurs. 

The Provider Project Management Methodology is designed to overcome those items that are within The Provider’s control, and direct client focus and commitment to the items that are solely within their control.     

A key component of The Provider’s Project Management methodology is the use of a Project Charter for every project.  The Project Charter process, conducted as part of the Setup and Planning stage of the project, provides the foundation for a successful project by confirming the requirements, expectations and scope of the project, as well as establishing the procedures that will be employed for the ongoing management of the project. Depending on the effort associated with the engagement, different options for completion of the Project Charter requirement are available to the Project Manager.     

By breaking projects into multiple stages and steps, it becomes easier for both The Provider and the Client MAIL/DHL to track project progress. Requiring review of all deliverables and formal acceptance of one stage before progressing to the next also assures that requirements are being met. Structured communication and project reporting has proven value in setting expectations and keeping management and project team involvement at required levels.  

Project Support Resources

The Provider’s project teams are supported by a variety of systems and internal The Provider teams.  First, every consultant has access to The Provider’s Best Practices Library where he or she can review specific techniques or examples of work products.  There are also a variety of newsgroups and bulletin boards for sharing knowledge and making specific inquiries.  

Consultants and clients alike have 24 by 7 accesses to The Provider’s technical support department for technical assistance and The Provider’s Project Management Office is there to support the management of projects.  

The Client Relationship Manager working with the Client MAIL/DHL will play a key role for gathering any required resources when necessary. 

Project Management Planning - The Project Charter

Every project begins with a Planning and Setup stage.  The output of that stage for all but staff augmentation projects is a Project Charter.  The Project Charter is produced from a series of workshops held between The Provider Services, the Client MAIL/DHL project team, and any other necessary client resources, to determine all of the requirements for the successful completion of the project.

The Project Charter describes the total scope of the project and documents how The Provider’s Project Management Methodology and its associated templates will be adapted to define, monitor, manage and assure quality of project stages and deliverables.

Both provider and the Client MAIL/DHL approve and sign the Project Charter to demonstrate total commitment to the project and agree to the Project Charter along with a baseline and leveled project schedule.  The following management plans are included in the Project Charter:

· Scope Management Plan


· Communication Management Plan

· Change Management Plan

· Risk Management Plan

· Human Resources Management Plan

· Quality Management Plan

· Procurement Management Plan

· Schedule Management Plan


· Configuration Management Plan


· Financial Management Plan


Using the management plans outlined in the Project Charter, the project is then tracked against financial, deliverable, and schedule targets.  For more information, see the next section on project reporting.

Project Reporting

It is critical that all Project Team members, as well as The Provider management and a the Client MAIL/DHL Project Sponsor be kept informed of the ongoing progress of the project. To that end, a Progress Report is written and delivered each week that includes information about project activities, issues encountered, risks identified, and information derived from the ongoing Project Schedule regarding how well the project is staying on schedule and budget.  This Progress Report is distributed to the Client MAIL/DHL management and to the project team and is also stored electronically in a database so that management can readily monitor and address problem projects.

It is the responsibility of every team member to identify and report issues on a timely basis.  Project issues are tracked in an issue log, which is reviewed and updated by the Project Manager on a regular basis and included with the weekly Progress Report.  

In addition to written reports, regular project team briefings are conducted and, on larger projects, periodic progress review meetings are held for the project’s steering committee.

Hours worked are submitted weekly by every consultant on the project team, including subcontractors.  The project schedule is updated weekly with hours worked by task so that progress can properly be assessed against the project timeline.

QA, Version Control, and Testing Process

Quality Policy

Like our management processes, Quality Assurance as The Provider starts as a component of our overall operations and translates into specific processes and methods on our projects.  

At Computer Associates International, Inc. (The Provider), quality counts.  We take this commitment so seriously, that we have implemented a company-wide Global Quality Policy that guides the efforts and operations of all of our employees at all of our offices worldwide.  Specifically, the The Provider Global Quality Policy ensures that we:

· Provide defect-free The Provider software to satisfy client requirements. 

· Deliver software solutions and professional services according to agreed Statements of Work. 

· Resolve issues raised by clients with attention to client satisfaction. 

· Continuously improve our processes to increase efficiency and client satisfaction. 

· Ensure that resources and training are reviewed to meet clients' requirements.

To empower employees to achieve these objectives, The Provider has a clearly defined Quality Management System (QMS) in compliance with the ISO 9000 series of standards. The QMS forms a robust foundation for our internal processes and is available to all employees. 

By adhering to this policy, The Provider will maintain the status of a "Quality Endorsed Company". Quality Endorsed Company certification offers assurance that The Provider’s QMS is working at optimum performance and that our products and services meet the requirements of our customers. The independent auditing process, as required by ISO 9000, confirms that our QMS complies with the international benchmark ISO 9000 series.

As a company, we are committed to continuous improvement in the quality of all of our products, services, and operations. We are also committed to continuous improvement and enhancement of our relationships with customers, shareholders, employees, and partners.

Quality is also planned into our projects.  Every Project Charter contains a Quality Management Plan that includes:

· Quality Objectives: The elements of the quality standards that are relevant to the project and determine how to satisfy them. 

· Quality Assurance: The process to evaluate the overall project performance on a regular basis, via internal Quality Inspection and/or structured quality audits, to assure that the project will satisfy the relevant quality standards. 

· Quality Control: The process to monitor particular project results to verify if they comply with relevant quality standards and identify ways to eliminate causes of unsatisfactory performance. Particular reference is to be made to: 

· Testing Strategy

· Product Review and Acceptance Process

· Product Delivery Process

· Product Review: A formal review is scheduled for each work product, deliverable, or milestone prior to submission for client acceptance and/or its release for use.

Version Control

Version Control is an important part of any system implementation effort and when building that system using purchased software, version control plans must be made for the purchased software as well as the delivered system.

The Provider typically releases new versions of software every six to twelve months and, while it is not required, it is recommended our clients upgrade to the new version within six months of its release.  Occasionally, software patches that address particular issues are also made available for download.  The pros and cons of upgrading to a new version of The Provider’s CleverPath portal if released mid-way through this project will be presented to Schlumberger.  It is important that the project be allowed to complete on a consistent platform.


The versions of any custom code developed for integration purposes will either be controlled using a version control package, if the Client MAIL/DHL has one, or using strict processes and naming conventions.

Note also, the project itself warrants “version control” in the form of change management.  Click here for a description of the “Change Management Plan”.  
The purpose of the Change Management Plan is to define the process to implement any necessary changes that occur during the life of the project, while managing and maintaining control over the change.  
Change Management Plan is defined to manage the following elements:

· Changes to project scope

· Changes to the project hardware environment

· Changes to the project software environment

· Changes to the project technical documentation, specifications, and manuals

· Changes to the Project Charter and Project Schedule

· Changes to approved Project products.

Any person within the project team wishing to request a change can raise a Change Request.  The Change Request describes all details of the proposed change and is forwarded to the The Provider Project Manager for evaluation.

The Provider Project Manager assigns a unique change request number, logs the change request in the Change Request Register, and obtains approval from the Client MAIL/DHL management to evaluate the change.  The evaluator (usually the The Provider Project Manager) examines the impact of the change on various factors of the project and documents the results of the evaluation in the Change Request, giving specific attention to determining: 

· Possible changes to the project scope and the project schedule

· Changes to the project hardware and software environments

· The impact of not implementing the change 

· Any possible alternatives to the proposed change 

· All costs associated with the change including: 

· Impacts on hardware and network configuration, capacity and performance.

· 3rd party costs

· Additional software products or versions

· Full cost of any schedule delay

· Full cost of any additional releases, integration, or testing cycles

· Changes to project documentation

· Additional training requirements

The Provider Project Manager then submits the completed form to the Client MAIL/DHL’s designated contact for review and approval.  Following receipt of the written approval for the change and any associated effort/cost, and The Provider’s acceptance, the team will begin work on the requested change according to the agreed upon schedule.

The implementer (assigned by the project manager) ensures that proper implementation and any required acceptance testing of the change is undertaken. 

Before the change request can be closed, it needs to be confirmed that:

· Implementation was completed 

· Any additional corrective actions have been taken 

· New or updated project documentation was generated as needed 

· Changes to configuration items are documented in the “Managed Products Register”

· The project Change Register is updated and all change-related documentation is filed in the Project Control Book

In addition, specific Statement of Work controls must be in place: 

· Cost Controls – Every project has a Financial Management Plan that includes the processes required to ensure that the project is completed within the approved budget and describes how cost variances will be managed. 
Hours worked each week are tracked against milestone targets to ensure proper progress on the project.  This close monitoring allows the Project Manager to address progress issues early in the project before they become a significant cost problem.  


· Schedule Management – Schedule Management is an iterative process that is initiated at the start of the project and continues throughout the project life cycle. Tasks are identified, sequenced and assigned an estimated effort and duration.  Actual effort and durations are tracked and the schedule is updated on a weekly basis and distributed with the project Progress Report throughout the project.

Testing

There are several levels of testing and each is an important part of quality assurance. The simplest (lowest) level of testing occurs when a component is tested by itself, ensuring that it works as expected (unit testing). Next, one component is tested with another with which it will have to work (system testing). A third level of testing occurs when major groups of modules are ready to be tested together (integration testing).  User participation in testing allows the Client MAIL/DHL to verify Vendor’s expected value from a user perspective before it is deployed.  The output of testing is a fully tested system, ready to be put into production.
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A good test plan is the cornerstone of a successful testing implementation. While every testing effort may be unique, most test plans include a common content framework. 

The test plan should list all requirements to be tested: 

· Functional Test Requirements – a list of the functions to be tested, such as creating, editing and deleting records. 

· Design Requirements - testing the user interface, menu structures or other forms of design elements also should be listed. 

· Integration Requirements - the requirements for testing the flow of data from one component to the other may be included if it will be part of the test plan. 

The test strategy defines the test objectives for each test plan: unit, function, integration, system, volume, stress, performance, configuration and/or installation testing. For each subset, detail the following: 

· Objective - the overall objective this strategy is designed to meet. 

· Technique - how test cases were developed, tool(s) used to store them and where they can be found, how they will be executed, and the data to be used. 

· Special Considerations - unique or necessary system setup, data or other test dependencies; environment conditions or other aspects that are required to establish a known state for testing. 

· Test Cases - the actual test cases that will be carried out to implement the plan. 

· Completion Criteria - the criteria that will be used to determine pass/fail of tests and the action that is to be taken based on test results. 

· Assumptions - any assumptions that, if proven untrue, may impact the effectiveness or timeliness of the test effort. 

The resources and responsibilities required for test plan execution are documented.  The test plan is reviewed by all parties responsible for its execution, and approved by the test team, product and development managers. 

	Development Phase
	Testing Activity

	Requirements & Design
	Requirements Monitoring

	Development & Testing
	Code, Unit, Integration, Regression Testing

	Acceptance and Deployment
	Capacity and Stress Testing


All aspects of the system development cycle must be addressed when defining the test methodology for any given system. Test personnel should be cognizant of the mission of the system. They must participate in all meetings where system requirements would be discussed. A complete understanding of the desired functionality on the part of the tester will result in a product closer to the end-user's expectations. 

Code and Unit testing refers to the ability of the coder to perform code desk debugging at the lowest level. A unit is defined as a code element that is separately testable. This is achieved thru the use of drivers; code that provides and exercises test data sets. Every buffer, table index, variable, and constant is tested for minimum, maximum, and out of range values.

Regression testing is an on-going activity thru system development. It validates the effectiveness of corrections to the code and the absence of derogation to previously tested functionality. 

Capacity testing refers to the verification of system performance utilizing all available hardware resources in accordance with specifications up to the maximum allocated design limits. 

Stress testing refers to the verification of system stability while sustaining a heavy operational load. Simulation techniques are used to induce transactions or connect user terminals beyond the normal values. 

Risk Escalation

Though risk management is a discipline of its own, it is discussed here because of its important relationship to quality assurance.  Under The Provider’s project management approach, it is the responsibility of every team member to identify and report issues on a timely basis.  Project issues are tracked in an issue log, which is reviewed and updated by the Project Manager on a regular basis and included with the weekly Progress Report.  

Issues that cannot be resolved on a timely basis are escalated to the appropriate client and The Provider parties as outlined in the Project Charter.  The Provider’s Customer Relationship Organization (described earlier) is a helpful advocate in resolving issues.  

Projects that are at risk receive increased visibility with The Provider via The Provider’s PIT/PAR (Projects in Trouble / Projects at Risk) system.  This system provides a facilitated means of communication between the various groups enlisted to solve a problem (e.g., technical support, CRO, PMO, etc.).  This system is also monitored by The Provider’s executive management to ensure projects in trouble receive the attention they need.

Risks are assessed initially during the Statement of Work process to help prevent the start of a project that is not likely to succeed.  After a project begins, a Risk Management Plan is established and potential risks are assessed as part of the Project Charter process.  

As a standard, the following list of risks is always monitored:

· Changes in the project schedule 

· Changes in the project scope

· Changes in operational configurations that the project is being implemented on

· Changes in project team resources

· Introduction and use of new technologies 

Risk mitigation measures are then put into place:

· Pre-emptive strategy which will be concerned with minimizing the threat posed by a risk by removing the risk, reducing the risk or avoiding the risk.
· Contingency strategy that will minimize the impact of a risk by creating a contingency plan that will be activated should the conditions occur.
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