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1.
Process Overview
1.1
Summary

1.1
Purpose

The Two Phase Assessment focuses on the steps necessary to assess and document the functional and cost impacts on IT organizations in a two stage approach.  The first phase is the Detailed Assessment (DA) process.  The Detailed Assessment process will remain as defined prior to the introduction of the Two Phase Assessment process.  The second phase is the Confirm Assessment (CA) process.  The CA process will be detailed in this document with a high-level overview provided for the DA process.  

Specifically, the Confirm Assessment process focuses on the steps necessary to assess and document the architecture and design cost impact changes on IT organizations as a result of findings in the Analysis and Design proceedings.  The process begins as the initial list of projects to be included in a release implementation has been created.  The process ends when either the Sponsor approves the cost impact changes or a meeting is accomplished to determine the future of a given project in light of the identified changes.  

1.2
Scope  

All components of this document pertain to the Two Phase Assessment Process, which includes the Detailed Assessment and Confirm Assessment processes. 

The Confirm Assessment process is not an avenue to make any modifications to the Product Description or the Business Requirements held within.  The process is designed to confirm assessments for specific projects that by nature have a higher risk factor causing the likelihood of large changes to their cost, scope or schedule.  The CA process is not designed to take the place of the Change Management process for risky projects.  As well, it is not the purpose of this process to fully re-assess and document a project for the second time.  Rather, IT organizations will identify, assess and document a project’s changes with regard to architecture and design and the relative cost impacts.  Steps are included in this process for the Sponsor to evaluate and make decisions in response to the Confirm Assessment deliverables.  

1.3
Business Objective

The Confirm Assessment process will pro-actively drive high risk projects through a second assessment phase in order to evaluate and respond to identification of necessary changes in architecture, design, schedule and/or funding after additional understanding has been gained through Analysis and Design.  It is anticipated that late fallout of projects in the development release cycle will be lessened for high risk projects as a result of the Confirm Assessment process.  The Two Phase Assessment approach will include metrics for more accurate tracking of projects and funding issues.  

1.4
Metrics

To be determined

1.5
Project Sponsor

1.6
Acronyms

AT 
- Assessment Team

BR
- Business Requirement

BRB
- Baseline Review Board

CAT
- Confirm Assessment Template

CM
- Change Management

CPM
- Corporate Project Manager

HRL
- High Risk List 

IT
- Information Technology

LOE
- Level of Effort

PD
- Product Description

PTT
- Project Technical Team

RM
- Release Manager

RPM
- Release Packaging Manager

SPM
- System Project Manager

SR
- System Requirement

1.7
Roles

Of the eleven roles identified below, three are considered key roles because they participate in more than two activities and are integral to the process functioning properly: Assessment Team, Corporate Project Manager and Sponsor.  The activities each role participates in are given in parentheses following the description of the role.  

1.7.1
Assessment Team

Individuals within each organization/group assigned to complete the Confirm Assessment for that organization/group.  This role directly corresponds to the entity described in the Detailed Assessment process.  (Activities 3.2, 3.3, 3.4, 3.5, 3.6, 4.0 & 6.0)
1.7.2
Baseline Review Board

Individuals who participate in communication forum to review approved Change Requests as part of the Change Management Processes.  (Activity 1.2)

1.7.3
Corporate Project Manager

The assigned individual responsible, in the context of this process, for overall coordination and communication of a project from receipt of a Product Description through completion of the Confirm Assessment. In cases where projects do not have a Corporate Project Manager (CPM) assigned, the Release Manager will assume the communication, coordination and escalation responsibilities for the CPM.  

This role directly corresponds to the entity described in the Detailed Assessment process.  (Activities 1.1, 1.2, 2.0, 3.1, 3.2, 3.5, 3.6, 4.0)
1.7.4
Internal Management

The individual who directly manages the Assessment Team. This role directly corresponds to the entity described in the Detailed Assessment process.  (Activity 3.5)
1.7.5
IT

IT, in this context, refers to those managers responsible for making work load decision for the IT organization. This role directly corresponds to the entity described in the Detailed Assessment process.  (Activities 1.1 & 6.0)

1.7.6
Planner

The individuals who represent the domains and the project assessments provided by those domains during the Release Packaging and Scope Closure activities.  (Activity 1.1)

1.7.7
Project Technical Team

The Project Technical Team is comprised of representatives from each system involved in the project.  Each system determines who their representative is for each project they are involved in.  The Project Technical Team evaluates change requests to determine the impacted systems, the size of the change, and the impacts of assessing.  Additionally, each representative coordinates the assessment of change requests within their domains and assures that all affected system-level documentation, for the system they represent, is updated to reflect approved changes.  This role is derived from and specific to the Change Management process.  (Activity 1.2)

1.7.8
Release Manager

The individual assigned to manage the scope and schedule of a release from Scope Closure to Implementation.  In cases where projects do not have a Corporate Project Manager (CPM) assigned, the Release Manager will assume the communication, coordination and escalation responsibilities for the CPM.  (Activities 1.2 & 5.0)

1.7.9
Release Packaging Manager

The individual responsible for managing the beginning of the Business Markets end-to-end development process; beginning with receipt of the Product Description, to creation of the release package, through Release Scope Closure.  (Activity 1.1)

1.7.10
Sponsor

The individual that initiates the Detailed Assessment process by issuing and formally requesting assessment of a Product Description.  The Sponsor also will be involved in the Confirm Assessment process throughout including participation in the final activity where a project’s direction is decided. This role directly corresponds to the entity described in the Detailed Assessment process.  (Activities 1.1, 1.2, 3.6 & 6.0)

1.7.11
System Project Manager

The individual who represents a system or a domain on the weekly project meeting conference calls.  They present system issues, can speak from their organization’s perspective and are responsible for communicating and/or accomplishing action items for their system in regards to the project.  (Activities 2.0 & 3.1)

1.8
Open Issues

· Further exploration is needed of additional information that IT can provide Sponsors up front with the HRL to facilitate budget planning.  DPI will explore this with IT during discussions for standardizing the use of the CAT.  

· Some modifications to the Change Management Process Definition document will be necessary.  DPI is in the process of getting the updates and approvals.  

2.
Detailed Assessment Process
2.1
Documentation

The Detailed Assessment process is defined via four documents:  Assessment Process Description, Assessment Template, Assessment User Guide and Assessment High Level Process Flow.  All four can be found on Development Process Improvement’s intranet site:  

http://busit.mcit.com/start/dpi/download.html
2.2
High Level Process Flow
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2.3
Deployment Process Flow
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3.
Confirm Assessment High level process flow

4.
Confirm Assessment Component Descriptions
4.1.1
Determine Projects for Confirm Assessment

	Determine projects for confirm assessment



	Activity ID:
	Deliverable:

	Objective:  

	Description: 


	Entrance Criteria:



	Exit Criteria:



	Roles and Responsibilities:




4.1.2
Manage Additions to the High Risk List
	manage additions to the high risk list



	Activity ID: 1.2
	Deliverable: No

	Objective:  


	Description:  
 

	Entrance Criteria:

· High Risk List from Scope Closure



	Exit Criteria:
· Updated High Risk List if any projects have been added or dropped

· Updated Sponsor list for projects that will go through the Confirm Assessment process



	Roles and Responsibilities:

Release Manager

Corporate Project Manager

Sponsors

Project Technical Team

Baseline Review Board




4.2.0
Determine Confirm Assessment Schedule

	Determine confirm Assessment Schedule



	Activity ID: 
	Deliverable:

	Objective:  


	Description: 
 

	Entrance Criteria:

· High Risk List indicating which projects need a Confirm Assessment schedule



	Exit Criteria:


	Exception:

· 

	Roles and Responsibilities:

Corporate Project Manager

System Project Managers



4.3.1
Assign Resources

	Assign Resources



	Activity ID: 3.1
	Deliverable: No

	Objective: 


	Description: 


	Entrance Criteria:



	Exit Criteria:
· 

	Exceptions:



	Roles and Responsibilities:

System Project Manager

      Corporate Project Manager




4.3.2
Confirm Key Information

	Confirm Key Information



	Activity ID: 3.2
	Deliverable: No

	Objective:  


	Description:  


	Entrance Criteria:



	Exit Criteria:


	Roles and Responsibilities:

      Assessment Team

      Corporate Project Manager




4.3.3
Analysis and Identification of Changes

	Analysis and Identification of changes



	Activity ID: 
	Deliverable: 

	Objective:  


	Description: 


	Entrance Criteria:


	Exit Criteria:



	Roles and Responsibilities:

      Assessment Team




4.3.4
Internal (Assessing Organization) Walkthrough

	Internal (Assessing Organization) Walkthrough



	Activity ID: 
	Deliverable: 

	Objective:  


	Description:  


	Entrance Criteria:



	Exit Criteria:


	Roles and Responsibilities:

      Assessment Team




4.3.5
Determine LOE

	Determine LOE



	Activity ID: 
	Deliverable: 

	Objective:  


	Description: 
 

	Entrance Criteria:



	Exit Criteria:


	Roles and Responsibilities:

      Assessment Team

      Internal Management

      Corporate Project Manager




4.3.6
Assessment Team/Sponsor Walkthrough

	Assessment Team/Sponsor Walkthrough



	Activity ID: 
	Deliverable: 

	Objective:  

	Description: 

	Entrance Criteria:



	Exit Criteria:
· 

	Roles and Responsibilities:

Sponsor

      Assessment Team

      Corporate Project Manager

· 


4.4.0
Publish Confirm Assessment

	Publish confirm Assessment



	Activity ID: 
	Deliverable: 

	Objective:  

	Description: 


	Entrance Criteria: 
· 

	Exit Criteria: 

· Published Confirm Assessments.


	Roles and Responsibilities:

     Assessment Team
     Corporate Project Manager

  


4.5.0
Release Issues Communicated

	Release Issues Communicated



	Activity ID: 
	Deliverable:

	Objective:  


	Description:  


	Entrance Criteria:

· 

	Exit Criteria:
· 

	Roles and Responsibilities:

      Release Manager

· 


4.6.0
Sponsor and IT Approval for Work

	Sponsor and IT Approval for Work



	Activity ID: 
	Deliverable: 

	Objective:  


	Description:  


	Entrance Criteria:

· 

	Exit Criteria:
· 

	Roles and Responsibilities:

      Sponsor

      IT

      Assessment Team




5.
Roles and Responsibilities 
5.1

Assessment Team

5.2

Baseline Review Board

5.3
 
Corporate Project Manager

5.4

Internal Management

5.5
     IT

5.6

Planner

5.7

Project Technical Team

5.8

Release Manager

5.9

Release Packaging Manager

5.10

Sponsor

5.11 System Project Manager
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