Project Team Role Descriptions

Following are descriptions of project roles.  Some of these roles may be shared and the responsibilities assumed by more than one individual.  In other cases, a person may assume more than one role.  An important factor in the quality and effectiveness of the project is to ensure that all of the responsibilities are assigned to the appropriate individual(s).

Executive Sponsor

The Executive Sponsor has the authority to resolve project management issues, assign resources and to recommend or approve project expenditures, plans and organization.  This senior executive will be the driving force behind the project, and have a unique ability to identify issues that need to be considered from a university-wide point of view.  The Executive Sponsor may also empower others with some of the responsibilities noted below as appropriate. 

Typical Responsibilities 

· Defines organizational and reporting relationships.

· If necessary, prioritizes the major elements of the implementation.

· Approves and allocates the necessary resources for the implementation.

· Determines the ability of the organization to support planned changes in terms of financial and other resources, i.e., backfill positions, hardware, training, etc.

· Responsible for assessing the institutional impact of issues and determines the ability of the organization to supplement or reinforce business unit strengths.

· Provides tie-breaking vote in the event that a management group is unable to reach closure on its own or when business decisions have implications beyond functional jurisdiction.

· Approves and accepts all project related contracts and deliverables.

Executive Steering Committee

The Executive Steering Committee is comprised of senior executives and principal stakeholders who are committed to the project and have the authority to make policy decisions that have departmental and institutional-wide impacts.

This committee also provides input to the Executive Sponsor on project issues escalated by the Project Manager. Typically, an issue is presented to the Steering Committee when the issue impacts the project budget, timeline or institutional policies.  Issues impacting more than one department or organizational unit may also be presented to the Steering Committee for resolution. 

Typical Responsibilities 

· Provides advice and input to the Executive Sponsor

· Sets direction and defines organizational goals.

· Defines project ownership

· Resolves conflicts (e.g. resource, requirements conflicts).

· Monitors the status and progress of the implementation. 

· Provides feedback to the Project Manager and Implementation Team.

· Communicates with other groups to champion ongoing project support and sponsorship.

· Gains approval and acceptance on key decisions.

· Maintains a basic understanding of the system.

Project Manager

The Project Manager is responsible for project coordination and communication while staying within the parameters of the budget and timetable.  The Project Manager is responsible for managing Organization activities on the project.  This individual is the primary point of contact for project team members (staff and consultants) and is responsible for resolving internal issues within the agreed-upon timeframes.  

The  Project Manager will manage the activities of all consultants including those provided by subcontracted vendors; will ensure coordination between this and other projects at the organization; and will provide overall project guidance.

The Project Manager will manage the activities of all the organization staff, both technical and functional, and work with line managers to ensure appropriate participation in the project.

Typical Responsibilities 

· Manages the implementation project, including but not limited to the following:

· Develops and maintain the project plan

· Monitors the status and progress of the project, and the quality of deliverables.

· Identifies and manages project risks.

· Monitors project scope and expectations.

· Provides project direction, organization, resource alignment, and allocation.

· Reviews and approves deliverables.

· Ensures consistency of activities and deliverables across teams.

· Manages project priorities.

· Monitors project schedule and milestones.

· Identifies resource needs.

· Leads the Implementation and Task Teams.  This includes coordinating and/or facilitating team meetings and communication between all teams and the Organization community.

Vendor Lead 

The Vendor Lead is responsible for following the Vendor implementation methodology and for completing project deliverables in accordance with the contract provisions and the Project Charter document.  The Vendor Lead works closely with the Project Manager to communicate project progress, identify and resolve key issues, and carefully manage the scope of the project.  

Typical Responsibilities 

· Supervises Vendor team.

· Assists with developing and maintaining the project plan.

· Monitors project progress.

· Reports on project status to Organization and Vendor management.

· Follows project controls that ensure the quality of project deliverables and minimize disruption to the project schedule.

· Provides application knowledge and expertise to the client and to the Project Team. 

· Ensures that the client accepts all deliverables and that the appropriate sign-offs are obtained.

Vendor Account Manager 

The Vendor Account Manager provides leadership and quality assurance for the project, and functions as the primary Vendor contact for accounting issues.  The Account Manager works closely with the Project Manager and Vendor Lead to ensure that the project deliverables are completed and accepted in accordance with contract provisions and the Project Charter document.

Typical Responsibilities

· Evaluates the integrity of the project scope.

· Performs periodic quality assessments.

· Provides assistance with issue resolution.

· Assists Vendor Lead with managing the staffing and scheduling of Vendor personnel.

· Resolves billing and contract issues.

Vendor Functional Implementation Experts

The primary role of the Vendor functional expert is to provide expertise in the application, industry-specific areas and module-specific functions and business processes.

Typical Responsibilities

· Works with the organization team members to best ensure knowledge transfer.

· Assists in resolving gaps, whenever possible, by recommending work-arounds, process improvements, customizations, or modifications.

· Provides leadership and support with setting up system tables.

· Provides leadership and support with testing the system during modeling and system acceptance to ensure that the organization requirements are met.

· Assists with data identification for conversion activities.

· Reports on project status, progress, and issues to the appropriate team lead in a timely manner.

· Transfers knowledge to appropriate the organization personnel.

· Provides functional guidance to the Project Team.

· Provides options for issue resolution and identifies business process improvement opportunities.

Functional Leads

The functional team lead serves as the primary contact for a particular functional area, and typically devotes approximately 50% of his or her work day over the course of the implementation to project activities.  The team lead works closely with the functional Vendor expert and will lead the implementation of the respective module(s).  The team lead will be responsible for coordinating meetings, managing and resolving team issues, reporting progress to the project management team as well as serving as liaison between the Project Team and departmental management.  

Typical Responsibilities

· Assists in the planning of the implementation project.  

· Assists in the administration of the implementation project schedule/timeline.

· Reviews definition and documentation of the business processes, policies and procedures relating to the ERP system.  

· Reviews implementation requirements.

· Reviews functional specifications and test scripts for a given area of expertise.

· Collaborates with other Implementation Team members.

· Attends and participates in the implementation meetings.

· Leads his or her assigned Task Team(s).

· Responsible for achieving team milestones.

· Coordinates end-user training with their respective department’s staff.

· Reports progress of team to project management.

· Coordinates and facilitates team meetings.

· Manages identification and resolution of team issues.

· Reviews and approves team deliverables.

· Assures that deliverables meet the business and/or technical requirements.

· Acts as a project “ambassador” to other Organization constituencies.

Functional/Technical Process Analyst 

These individuals perform as project team members and as subject matter experts and will devote 100% of their workday over the course of the implementation to the project.  These individuals will become the system experts, through direct, day-to-day knowledge transfer from consultants, and through hands-on use of the application through all phases of the implementation.

Typical Responsibilities

· Provides knowledge of end user needs.

· Provides knowledge of business processes and procedures.

· Attends and participates in the implementation meetings.

· Proposes implementation requirements.

· Develops functional specifications and test scripts for a given area of expertise.

· Leads the definition and documentation of the business processes, policies and procedures relating to the use of the system for a given area of expertise.

· Ensures that the necessary testing, prototyping and piloting tasks are completed, according to the agreed upon timelines and deadlines, and that related documentation is complete and accurate.

· Provides communication of business needs and gaps to team leads.

· Examines business processes for improvement opportunities.

· Aids in and carry out testing.

· Assists with data conversion/interfaces.

· Assists in training.

· Aids in report definition.

· Assists in building and reviewing prototypes.

Infrastructure Lead

Responsible for the planning, design, and implementation of the infrastructure required to support the applications.

Typical Responsibilities

· Develops and implements strategy for networks, database support and operating systems.

· Secures necessary hardware and software to support implementation.

· Responsible for the allocation of technical resources during the project, including hiring additional staff if necessary.

· Works with Project Manager to develop training plan for technical staff.

Database Administrator

Ensures data base integrity and that data is available for retrieval.

Typical Responsibilities include:

· Sets up databases as needed by the Project Team.

· Develops and implements database backup and recovery procedures.

· Monitors and tunes the performance of databases, as needed.

· Reports status, progress, and issues to team leads in a timely manner.

· Coordinates conversion activities.

· Maintains database security.

· Performs database capacity analysis.

· Responsible for monitoring version control between database instances.

System Administration (post-implementation responsibilities)

System Administration is the on-going maintenance and successful utilization of the system during the useful life of the production system.  Systems administration activities must become operational during the implementation of the system in order to take control of the system immediately upon implementation.  Within the Organization environment, these responsibilities may be assigned to a variety of individuals.  The following post-implementation responsibilities must be assigned to the appropriate Organization staff prior to implementation.

Typical Responsibilities

· Provides system help and education to the system users.

· Maintains security administration for the system.

· Conducts database administration support activities.

· Tests all enhancements, patches and fixes to the system.

· Acts as liaison to management concerning the system.

· Maintains the hardware that supports the system.

· Ensures that the system is current (as far as is practical and functionally necessary) with patches and fixes to the system.

· Plans for the future evolution of the system to meet changing/expanding business requirements in functionality.

· Ensures adequate system documentation.

· Maintains vendor contract awareness and compliance.

Training Coordinator/Documentation Specialist

This individual is responsible for the coordination of training activities and the development of training materials and documentation.

Typical Responsibilities 

· Coordinates the scheduling and setup of training facilities.

· Develops and maintains training materials. 

· Develops, customizes and maintains end user documentation.

· Executes the Training Plan for the project.

· Maintains attendance records and evaluation forms.

Communication Specialist

All project communication initiatives will be coordinated by this person to ensure that information is disseminated in an accurate and a timely manner.

Typical Responsibilities

· Executes and maintains the Communication Plan for the project.

· Updates meeting minutes and task status reports.

Administrative Support

Administrative support personnel provide assistance with the preparation of project documents, meetings, and communications.

Typical Responsibilities 

· Maintains calendars.

· Maintains project document library and files.

Project Operating Agreement

The project principles and governance model stated above provide a framework in which project activities can be more clearly defined, understood and assigned to the appropriate groups and individuals.  Beginning with this section of the charter, the document will provide more detailed suggestions for daily operating, management and control tactics leading to smooth project execution.

The project operating agreement suggests a detailed approach to daily project team operations, specifically addressing decision making, confidentiality, team operations and team accountability.

Decision Making Agreement

Any large project will require hundreds or thousands of decisions over the course of its lifetime.  Decisions can be broadly grouped into three categories as noted below.  Some decisions will require escalation through the issue, change, policy or scope management processes, and others simply need to be made, documented and acted on.  But the process of decision-making should be transparent to those involved, and documented so that everyone understands it.

Types of Decisions

Strategic Decisions

· Affect, or are affected by, project vision, direction or objectives

· Affect, or are affected by, project culture

· May have an impact on the institution

· Must be escalated through issue, policy, scope and/or change management

· Affect, or are affected by, external engagement and alliances

Tactical Decisions

· Determine how to resource appropriately to accomplish a work task

· Determine how a strategy will be fulfilled

Operational Decisions

· Determine the detailed steps to accomplish tasks or new processes

· Affect team operations (rather than project deliverables specifically)

· Affect content

Approach to Decision Making

Majority Rule

In a minority/majority voting decision, the majority will be defined as containing over 50% of the total vote.

Every decision will be treated equally and documented consistently, whether the decision is a recommendation to other members of the team, or one affecting one individual’s work output.  

Being Decisive

An implementation project of the scope and complexity of the [Client] Replacement project must follow a tightly managed schedule in order to succeed.  Because of this, once a decision is made, it can’t be revisited without potentially affecting the project schedule.  Therefore, the project will generally follow the rule “Once a decision is made, it is made.”  Where subsequent events make it clear that the wrong decision was reached, the issue will be escalated through the Issue Management process as appropriate.


As noted in the Project Governance Structure above, decisions that impact quality, cost, scope or resources will be made by the Executive Sponsor.

Consensus  

Ideally, the team will achieve not only agreement, but consensus (or 100% agreement) on all decisions.

Documenting Decisions

All project decisions should be appropriately and consistently documented, according to their type and scope.  For example, basic system configuration decisions should all be documented during the implementation project’s configuration phase, and all subsequent changes in configuration should update the same documents.    This can be done in a variety of formats (Word, Excel, within the system’s help or meta-data tool if appropriate), but it should be done consistently.  The tool and format used to document these decisions must support easy search and retrieval for both the appropriate team members and end users, and should remain available after the system is in production.   It is frequently important for end-users to be able to understand why a configuration choice was made, even years later, as the configuration adapts to changing institutional needs.

Tactical decisions should be documented in the project workbook.  This contains the detailed project plan and management materials for the project, and should be accessible to the entire project team. 

Strategic decisions should also be documented in the project workbook, and many of them should be briefly summarized in public forums such as the project website.

The documentation for each decision should include at least the following:

· Background discussion, if appropriate.

· Options considered, and their costs, benefits, and risks.  This may not apply for some configuration choices, but all Strategic decisions should include complete documentation of these points.

· Which choice was made.

· Who (individual or team) made the decision and when.

· If appropriate, how the decision was communicated, and when.

Communicating Decisions

Operational decisions should be communicated within a project team, and to those directly affected by the decision.    Operational decisions that will “live with the system” over its lifetime must be documented in a way that allows them to be accessible even after the system is in production.  In this case, the communication might occur through custom help text.

Tactical decisions must be communicated across all project teams, and as appropriate, to external projects or operational units that may be affected by the decision.  Tactical decisions that may impact scope, cost, quality or schedule must be escalated through the appropriate process.

Strategic decisions must be communicated both vertically through the entire project governance structure, and horizontally across all project teams.  Almost all strategic decisions should be communicated to the project stakeholders, and some should be communicated to external constituencies such as the legislature.

Decisions for the Executive Sponsor

All decisions requiring a “Major Change” in direction will be made by the Executive Sponsor. These include (but may not be limited to) decisions affecting:

· Cost

· Scope

· Quality of the product

· Schedule

· Business Case

· Project Goals

All decisions will use the Trust Factor.  Trust the experts: the Project Teams and Advisory Groups.

It is important to communicate Strategic Issues to the entire team, since these may have an effect beyond one module or area.

Decisions for the Project Manager

The following types of decisions will be made by the Project Manager:

· Chartering of task teams.

· Operational issues.

· Changes in Work Plan.

· Internal and external resource allocation issues.

· Budget issues.

· Information to share with Steering Committee and other constituencies.

· Cross-team tactical decisions.

· Change management.

· Issues to be brought to the Steering Committee.

· Information to be shared from Steering Committee meetings.

· Recruitment matters.

· Performance Appraisal issues.

· External Communication Strategy.

Decisions for the Project Teams

The following decisions will be made by project teams, which include functional leads, process analysts, consultants and others as needed.

· Operational Decisions – Details of work steps for new processes.

· Identifying tactical and strategic issues to bring to the full team.

· Identifying gaps to be filled by product modification or business process change, and suggesting solutions or resolutions.

· Escalating all business process and policy/procedure changes through the appropriate project hierarchy.

Achieving Team Decisions

· Get the information needed to address issues.

· Come prepared to explain, ask questions, discuss and understand.  Don’t abdicate responsibility for team decisions to others.

· Exercise collaboration rather than cooperation – don’t just “go along with” a decision.

· When decision is reached, members “own” the decision.

·  “Complete” agreement is a commitment to how a decision was made; understanding it and committing to the result.

When disagreements occur, team members should:

· Seek to understand.

· Look at the facts.

· Listen and be flexible.

· Present and seek alternatives.

· Call on external sources for information or help.

· Not personalize the discussion, but focus on results.

· NOT stop until issues are resolved.

Confidentiality Agreement

This project is dedicated to open, broad and transparent communication of decisions and issues.  However a project team also requires a “safe” environment in which to discuss issues and conduct business.  The following guidelines will foster better team dynamics:

· There should be no personal attribution of issues outside the team.

· It is acceptable to talk about collaboration and the overall process.

· Interpersonal differences between individuals are confidential to those involved.

· Team dynamics are confidential.

Project Management Controls
Decision-Making and Issue Escalation Process

The Operating Agreement section above contains detailed suggestions for making and documenting decisions during the project.   However, in the context of escalation, CIBER recommends the following additional guidelines:

· The Project Team Leads should be empowered to make decisions on how to utilize the delivered vendor applications to meet the University business needs. 

· The Project Management team will address issues that affect the project workplan, resource requirements, deliverables or internal project schedule.

· The Executive Steering Committee will address University policy issues, and changes of scope, cost, calendar or quality.

· The appropriate Project Advisory Group(s) and Project Liaisons will be involved as necessary to provide guidance, and to advocate both for their respective constituencies, and for the project when a decision is reached.

Decision delays, especially on critical issues, can adversely impact the project timeline and budget. As the project progresses, project team members will become more involved with analysis and testing of system processes and how these processes will support the University’s business needs.  During these activities, issues may arise that could impede the progress of the project.  If an issue cannot be resolved by the team leads within one business day, it will be brought to the attention of the Project Director.

If the issue cannot be resolved within a second working day, the Project Director will introduce the issue to the Executive Steering Committee for deliberation, and a final resolution will be made.

Issues Management 

Issues are events requiring a decision to avoid negative impact on the project.  These events exclude changes in system functionality, system problems or scope changes.  Most issues result when a project’s needs require a change in a University’s culture, business practice or procedures.  Effective risk management should anticipate many such events but it is not possible to avoid all issues.  Issues arise throughout the project and must be addressed expeditiously.  Some issues require research or additional information; others can be dispatched immediately. All project issues must be assigned and tracked until resolved. 

Success Factors:

It is important to quickly identify and define potential issues to ensure project activities are not delayed.  Project Team members should work together with Project Liaisons and “owners” of the affected business area to achieve a well thought-out solution. Careful consideration should be given to the following:

· Communicate the issue-handling process to entire Project Team.

· Create a central issue repository with access for all Project Team members.

· Conduct team discussions to properly identify and document the issue.

· Report the issue status to all affected.

· Assign a specific resource to lead the resolution process.

· Prioritize issues according to urgency and impact on the project.

· Follow a defined escalation process for high-level issues.

The Issue Management process contains the following five steps:


Each team will maintain a local copy of their issues, which will also be communicated to project management.  The Project Manager will maintain a summary Issues Log.  This iterative process, which is the responsibility of the entire team, is further described below: 

1. Track project issue

At a minimum, the following information is required for the reported issue:

· Name of the person reporting the issue.

· Date the issue was identified.

· Nature of the issue.

· Issue identifying number.

· Consequences and timeframe of consequences if issue is not resolved.

2. Assign responsibility for each issue

The Project Manager will identify and publish an owner for each issue (i.e., someone given the responsibility to ensure the issue is closed in an appropriate manner).  The Project Manager will set target dates for closure and interim status reporting and add the following to the Issues Log:

· Name of the issue owner.

· Target Date for issue closure.

· Interim Date(s) for reporting status.

3. Determine Issue Resolution

The Project Manager will document the recommended resolution to the issue and any alternatives to be considered and add the following to the issue report:

· Resolution required to solve the issue.

· Impact of implementing resolution.

4. Escalate Unresolved Issues

The Project Manager will raise awareness of unresolved issues to the correct stakeholders as soon as possible to minimize negative project impacts.  

· Suggest resolution strategies and identify where lead or Executive support is needed.  

· Follow through on the direction given by the stakeholders and Advisory Groups.

The Project Manager will approve the resolution actions recommended.  If the recommended action impacts the scope, schedule, cost, or quality of the project, the change control process will be triggered.

The Project Manager will add the following to the Issues Log:

· Final disposition of issue.

· Who is responsible for carrying out the resolution.

· Executive approval, if required.

· Close out date.

5. Publish Issues Log

The Project Manager will maintain a log of all issues.   The Issues Log will be visible to all team members.  They will ensure accuracy of the log and the status of each issue.  At a minimum, the Issues Log will have the following information:

· Issue identifying number.

· Date issue identified.

· Brief description.

· Who was assigned the research.

· Final disposition.

· Close out date.

The Project Manager will ensure that a complete history of all issues is retained.  The Project Manager will notify key stakeholders in writing within five business days about new issues that may cause a significant change in project scope, schedule, cost, or quality.

A sample Issues Tracking Log is included in Appendix 3.

Technical Issues Tracking

A centralized Technical Issues Log will be established for tracking system errors/issues and their resolution.  This log can then serve as a technical troubleshooting document for the organization resources.  This log must include cases submitted to the system vendor, as well as their resolution.  the organization’s helpdesk software may be used in place of a Technical Issues Log, so long as project-related issues can be separately categorized and easily accessed by project team members.  An advantage to this approach is that issues become the foundation of the system knowledgebase.

Team Operations

· The project team will celebrate project milestones.

· A single tool will be used for project reporting.  

· Full team meetings will be regularly scheduled to 

· Check in and check status,

· Report out from task teams to the full team,

· Foster collaborative working,

· Provide the Big Picture.

· Full team meetings for decision-making may be scheduled on an ad-hoc basis, however:

· The agenda should be published at least 24 hours in advance,

· Whoever raised the issue takes responsibility for the agenda.

Meeting Attendance

The team will strive for full participation to ensure full team consensus.

· Ideally, this means that everyone is in the room.

· Those who can’t attend in person should try to join the meeting by video conference or teleconference, and facilities will be provided to support this.    Alternatively, those who can’t attend in person can brief another team member to act on their behalf.  

· Anyone who can’t attend a meeting should be prepared to accept the decisions reached during the meeting.

Core Hours

· The project director will define project Core Hours, during which team members should expect to be available, if needed. 

· General meetings will be held during core hours.

Weekends

· There will be no regular work on weekends.

· Team members will only be asked to work weekends if it is essential.

Communications

· Other than meetings, e-mail will be the preferred tool for formal communications.

· Team members agree to check email and electronic calendars daily when working.

· Sub-team and team meetings

· Team meeting agendas will be emailed.

· Notification of emergency meetings will be through email.

· Cancellations will be through email.

· Weekly progress reports will be maintained centrally.

· The work plan will be kept in a location accessible to the entire team.

· Information is available to anyone who wants it.

· Issue logs will be kept by each team, and available to anyone interested.

Policy Management

As noted above, some issues that arise during the project will require a change in the institution’s procedures or policies.  Issues that affect business procedures for a single business unit or function may be handled through normal Issues Management, however those issues that affect procedures for more than one unit, or that affect official University policy require additional review.

As part of the Project Governance structure, the organization will create a Policy/Procedure Advisory Group comprised of members who routinely recommend and implement University policy, and those who work with State and Federal legislative bodies.  This advisory group should be involved any time University policy is significantly affected.

The escalation process for policy issues should follow the same first three steps noted in Issue Management above, but diverges at step four:

4. Escalate Policy Recommendation to Project Liaisons

The Project Manager will escalate a policy analysis and recommendations first to Project Liaisons for review and comment by each campus.  Any changes or notes received from Project Liaisons will be returned to the issue owner to be incorporated into the recommendation.

5. Escalate Policy Recommendation to Policy/Procedure Advisory Group

The Project Manager will next escalate policy analysis and recommendations to the Policy/Procedure Advisory Group, who will review the proposed new policy in the context of existing University policy and the broader state and federal context.

Once a policy is reviewed and approved by the Policy/Procedure Advisory Group, it may follow one of three paths:

6. Optional: Escalate Policy Recommendation to Executive Steering Committee

Policy changes or recommendations that have broad impact, or that may require a change in staffing, project scope or cost to the institution should be escalated to the Executive Steering Committee for review prior to formal implementation.

7. Optional: Public Review of Policy Recommendation

Policy changes that have broad impact or that may result in a change in staffing or cost to the institution may require a public comment period.  In this case the “public” would typically be University faculty, staff and students, but in some rare cases it may include the greater University community.

8. Publish Policy Recommendation/Escalate to Change Management

Once a policy has been properly reviewed and approved, it should be published as appropriate to its level and type.  All policy issues must be tracked in the Issues Management Log, and in the Project Workbook.  Changes to University policies should also be published with other similar policies as appropriate.

Finally, if the policy involves changes in university culture or procedures, it should be escalated through Change Management

Change Control

The change management process addresses the needs and affects of change on the University and its organizational structures and business processes.   Change management is concerned with how the project affects the institution, and should live beyond the implementation of any new system.  

The change control process encompasses any alterations to the tasks, resources, schedule, quality, or costs of deliverables for the project itself.  Change control is internal to the project, occurs primarily during implementation, and is used to control and maintain scope, schedule and budget.

The Fit/Gap process is the primary discovery tool for determining changes to the baseline system.  the organization intends to pursue a balanced strategy when gaps are identified, as articulated in the fifth project principle, and re-stated here:  

“When delivered functionality conflicts with existing business processes or needs, the organization will give equal consideration to

· Process change (revising the business process to meet system requirements),

· System modification (customizing the system to meet business process requirements), and

· A blend of process change and systems modification.

When considering options for addressing change, each approach will be researched and documented, and the short- and long-term costs for each will be estimated.  Options will be escalated through formal issue, change and risk management as appropriate, and the final decision will be publicly documented.”

Once customizations and modifications have been identified and approved as a result of the Fit/Gap process, any additional changes to the baseline system will regulated by the change control processes.

Some changes are imposed on the project as a result of external events beyond the control of the team.  Examples of these external events include turnover of team members, illness of a key project resource or imposition of new requirements by an external regulatory body.  Each of these changes must be evaluated for its impact on the project, and agreement reached on the approach to address the change.  

Change control will include effective tracking, monitoring, and control over changes by:

· Establishing a central point of control and a decision-making process.

· Minimizing any changes, even those that are easy to make (which can cause a project to go out of control when too many are proposed).  This step includes identification and analysis of alternatives.

· Requiring a business case to be documented and approved through the appropriate approval process.  This process should be used for both changes identified in the Fit/Gap process and any subsequent changes.

Change control also includes changes to the tasks agreed to in the Project Charter and the Project Plan approved at the conclusion of the implementation planning phase.  New requirements that surface over the course of the project (resulting in increased estimates of effort) are also subject to the change control process. 

Examples of events or circumstances that may invoke the change control process include:

· Someone requesting a system modification.

· Resolution of an issue requiring a change.

· Identification of an action to address a risk.

· Software release upgrades.

· Changes in the organization’s business climate.

· Team lead turnover.

· Decision to change the content or format (and therefore the quality) of training or documentation.

· Inability to support Project Team commitments.

Key Elements of the change control Process:

· Establishment of project baseline, usually the Project Charter and Project Plan, variation from which triggers the change control process.

· Documentation and analysis of proposed changes, including alternatives and costs.

· Formal approval process.

· Structured tracking of proposed changes.

Notification of intended changes must be communicated in writing from Functional Leads to the Project Manager, and should include justification and analysis of the impact on the project.  This analysis must include an estimate of the system objects affected, any impacts to the target module and to other system modules, and an estimate of the time required to complete the change.
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