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Project Change Management Guideline

Introduction

This documented Project Change Management guideline is another of the Division of Program and Portfolio Management (DEPPM) tools available to help project managers and program offices effectively manage projects. A project begins with a well-documented project scope that is agreed to by both the Project Team and the customer or end user. Changes to that scope during project execution are inevitable. 

Having a standardized, disciplined project change procedure ensures that changes affecting project baselines are accepted and implemented only after a thorough assessment is made of their impact.  This procedure provides a mechanism for systematically managing and supporting appropriate changes.

Executive Overview

Effective project management requires disciplined control of changes to project scope.  Even seemingly simple changes can have subtle yet very serious consequences if not managed correctly.

This document outlines DHS’s project change process.  It begins with an overview of the project change process in which we define project scope and illustrate how project change works to control modifications to defined project scope.  A flow chart illustrates the entire project change flow. The overview indicates who should be familiar with and using the process and specific benefits of the process.

Before implementing the project change process, a Change Control Board (CCB) must be established, and the DEPPM, project governance teams, program offices, Cross-Program Information Resource Management (IRM) and IRM Leadership Team educated as to their roles in the process.  In addition, the Project Management Team should identify a change lead for the project and make some specific decisions as part of their project planning.

Inputs to the project change process include baseline control items, maintenance requests, wish lists, miscellaneous problems, project change requests, variances on reports, and reference material for the project change process.

During Step 1 of the process, the Project Change Request (CR) is created, and the Change Sub Team determines whether the CR is complete.

The Quick Assessment Sub Team conducts a quick assessment of an accepted CR in Step 2, which the Change Sub Team uses to determine whether the CR is in or out of scope. If it is out of scope, then a detailed impact analysis is requested.

Step 3 outlines the impact analysis, how it is conducted, and what happens with the results.

During Step 4, the Change Control Board (CCB) Sub Team reviews all CRs.  If a CR is reviewed and the determination is made not to implement the project change request, the CR is returned to the requester and archived.  If the CR has no cross project impact and is out of scope, the Project Management and Steering Teams must review and approve it.  If the CR has cross project impact, it undergoes an impact analysis from each project affected by the change and is decided on by the CCB, Project Management Team, or Steering Team for the project(s) or the Cross Program IRM.  If the CR is approved, it moves forward to Step 5 where the Steering Team must review and approve it.  If the CR is disapproved, it is returned to the requestor and archived without the possibility of an appeal.
After the Project Management and Steering Teams review and approve the CR, the Change Sub Team initiates and schedules the project change request in Step 5.

Throughout the process, requesters and Project Management Team members will be kept apprised of the CR’s status, and a central repository will be created for the storage of both rejected and approved CRs.

The outcome of the process is that rejected CRs are stored in the repository and approved CRs become configuration management orders, which may result in re-baselined control items, updated work plans, communication to affected stakeholders, documented lessons learned, and initiation of the approved project change.

The process is based on industry best practices in project change and project management.

Purpose

This guideline documents and explains DHS’s accepted process for handling project change requests that arise during the General Systems Design (GSD), Detailed Systems Design (DSD), and Development phases and those projects that are in the Operations phase and do not have a maintenance change process currently in place.  It is intended for use by DHS project leads, members of the Change Control Board, the Project Management Team, the project’s Steering Team, DHS’s financial community members, and project stakeholders. 

Actual change requests are documented on the Project Change Request (CR) form. 

Audience


The intended audience for this document will consist of the following:
· DHS Project Management Office (PMO) staff

· DHS BIS Management

· DHS Project Managers

· Vendors Contracted with DHS
· DHS Program Office Business Managers

· DHS Program Office Business Analysts

Overview of Project Change Process

Project Scope

The project scope includes: 

· The product requirements—what the project’s product needs to do to be acceptable to the customer

· The timeframe to complete the project—usually expressed in terms of an end date

· The expected cost to execute the project

The triple constraints of cost, resources, and time are typically shown as a triangle.  When one constraint changes; the other two may be affected. 

	


Scope Change 

The DHS Project Change process facilitates consistent project change techniques to ensure project scope management throughout the DHS Information Technology (IT) projects’ lifecycle. It protects the integrity of a current, approved Program Office Initiative (POI) definition and associated system requirements, design documents, and baselined software functionality components. 
This process tracks changes that are identified after planning is finalized and the scope is baselined.  Then it follows through baselines developed from the General System Design (GSD), Detailed System Design (DSD), and Development phases. By the time a project nears the Development phase’s completion, scope changes should be discouraged until the product is implemented and maintenance changes arise.

Because the definition of project scope includes agreed-upon time, cost and resource parameters, a Project Change Request (CR) should be generated for any project change that will impact the project’s resources, cost, or duration.  Bug fixes and incidents discovered during testing do not represent changes to scope and are therefore not covered by this procedure.

The complete process flow is shown on the following page.  This guideline is divided into sections that follow the Inputs, Steps, and Work Products outlined in that process flow.  Each section explains the activities that occur in each step and provides parameters and guidance where appropriate to help explain concepts.

Another point that should be noted is that as project milestones are achieved, the potential impacts of change requests on project work increases. Each change request must be analyzed against the body of completed work as well as against the agreed-upon project scope.
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Benefits

A standardized project change process ensures that changes to project scope are managed and tracked.  The impacts and risks of suggested change requests are identified and weighed before the change is put into effect.  Only those change requests that are in the best interest of the project are approved.

Following a disciplined change process gives project management teams control over project scope.  A disciplined change results in better control over budget and resources and projects that are completed to customer specifications. A project change process provides improved change efficiency, because approved change requests are completed more quickly, and allows reuse of paperwork for the resubmission of earlier rejected requests.

Before Beginning the Change Process

Project change planning is part of the project planning process. The Project Management Team members should be familiar with this change process and ensure that the governance and change control structures are in place during the new project’s planning process.

DHS Project Governance Structure

The DHS Project Governance Structure is used to complete all facets of a project, one of which is the project change process.
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Baseline

A baseline is a set of control terms that serve as the basis for further development in the project.  The control items are a document or a set of such documents formally designated and fixed for a specific time during the project’s lifecycle.  The Project Management Team formally reviews and agrees upon a baseline and only changes it through formal project change procedures.  Some examples of possible baselines are cost baseline, schedule baseline, performance measurement baseline [Source:  Project Management Institute Project Management Body of Knowledge].  For this process, the pertinent baselines are functional baseline, allocated baseline, and product baseline, which are described in more detail on the next page.

Functional Baseline

The Functional Baseline is the point in a project when there is a clear definition of what the system to be developed should provide.  This baseline will establish the measure that will be used in determining whether a proposed element is to be included in the new system.   This baseline includes these descriptions:  Project Charter Project Scope, Organizations Affected, Project Constraints, Project Assumptions, Project Risks and Mitigation Plans, Key Project Dates, High-Level Project Resource Plan, and Project Procurement Plan.  At DHS, this baseline will be attained when these project materials are prepared and approved:  Program Office Initiative Description, and the System Requirements Document.  These documents are completed during the project’s Initiative Definition, Planning, Requirements Definition, and General System Design (GSD) Phases.  The Work Plan Standard states that the Project Team establishes the Functional Baseline usually near the end of GSD. 
Allocated Baseline

The Allocated Baseline is that point in a project when all the resources required to develop and to install a system have been identified and obtained or allocated.  This baseline is used on all future project activities in determining whether a proposed aspect of the system should be developed or installed. It is the baseline that allocates functional requirements to specified hardware and software items, too.  The Work Plan Standard stipulates that the Project Team create this baseline near the end of the DSD by using the control items for the Functional Baseline and the documents completed and approved during the DSD.  The DSD’s documents include the following:  the Signed Contract with the Vendor, the project’s Physical Data Model, the project’s Expanded Data Dictionary, the Proof of Concept, Test Plans, Conversion and Interface Plan, Capacity Plans, User Training Plan, the Outreach Plan, the project’s Final Requirements Traceability Matrix, and the DSD Document.
Product Baseline

A product baseline is that point in a project when the entire system is developed.  This baseline identifies the fact that the system is ready for the testing, implementation, and operations portions of a project.  Subsequent to this point, an evaluation can be conducted to review the processes and tools that were used to develop the new system.  These experiences can be captured, catalogued, and filed for use in future system development projects.  While the Work Plan Standard does not explicitly state when the Product Baseline should be created, it will be started near the beginning of the Development Phase and be finished when a working product is in production.  The Work Plan Standard does state that the Functional and Allocated Baselines’ control items and the Finalized Capacity and Performance (Load Capacity) Test Plan, the completed Users Manual, the completed Training Manual, the Computer Operational Procedures, the Help Center Documentation, the Impromptu Catalog, the Documented Disaster Recovery Plan, the complete User Training Program, the Policy, Procedures, and Job Responsibility Change Materials, the Updated Detailed Project Work Plan, and Ongoing Performance Monitoring are the control items that form the Product Baseline.
Baseline Control Items

Control items are any project documents or components that are approved and considered part of a baseline.  Control items form the reference points that ensure the Project Management Team delivers the product that meets the project sponsor and client’s agreed upon expectations.  They also form reference points for the Change Sub Team to determine if a request constitutes a change of scope. Baseline control items are potential inputs to the change process because they form the limit against which a change of scope is gauged.

The Work Plan Standard sets a functional baseline at the completion of the General System Design (GSD) document and an allocated baseline at the completion of the Detailed System Design (DSD) document. The product baseline is completed at the point when one has a working product in production.  The outline below shows the control items that must be included for these baselines in each project phase, as defined in the System Development Methodology (SDM) and the Work Plan Standard.

Functional Baseline

· Worked on during the Initiative Definition, Planning, Requirements Definition, and General System Design (GSD) Phases

· These are the types of control items that form the baseline

· Security Architecture Design

· Logical Data Model

· Revised Data Dictionary

· System Architecture Design

· Testing and Installation Strategies

· Software Change Plan

· User Training Strategy

· Outreach Strategy

· Policy, Procedures, and Job Responsibility

· GSD Document

· Capacity Plan
· Created by the Project Team before the end of the GSD Phase

Allocated Baseline

· Worked on during the Detailed System Design (DSD) Phase

· All required documentation from the Functional Baseline become control items for the Allocated Baseline

· These are the types of control items that form the baseline

· Signed Contract with the Vendor

· Physical Data Model

· Expanded Data Dictionary

· Proof of Concept

· Test Plans

· Conversion and Interface Plan

· User Training Plan

· Outreach Plan

· Final Requirements Traceability Matrix

· DSD Document

· Created by the Project Team before the end of the DSD Phase

Product Baseline

· Worked on during the Development Phase until the product goes into production

· All required documentation from the Functional and Allocated Baselines become control items for the Product Baseline

· These are the types of control items that form the baseline
· Finalized Capacity and Performance (Load Capacity) Test Plan

· Produced Users Manual

· Produced Training Manual

· Computer Operational Procedures

· Help Center Documentation

· Impromptu Catalog

· Documented Disaster Recovery Plan

· Developed User Training Program

· Policy, Procedures, and Job Responsibility Change Materials

· Updated Detailed Project Work Plan

· Ongoing Performance Monitoring

· Created at the point when one has a working product in production

General Change Groupings
Fix 

A fix is a change that’s required when a program or system does not operate as specified in the functional baseline [General System Design (GSD)], allocated baseline [Detailed System Design (DSD)], or product baseline [Development].

Enhancement 

An enhancement is an agreed upon change to a program or system which was not specified in the allocated or functional baseline. An enhancement that falls outside the specified baseline will be prioritized and a determination made regarding the impact to a project’s schedule.  Other changes or scheduled tasks may be removed or delayed.  

Assign Roles

Change Lead

During the planning process, the Project Management Team must identify a change lead to manage project change requests.  For short duration projects, the project lead may serve as the change lead.  For a more complex project, a separate change lead should be identified.

The change lead is responsible for monitoring the progress of change requests through the process, participating in the quick assessments and impact analyses, and updating the project documentation (outputs on the flow chart) when change requests are approved. 

Change Control Board (CCB)

Within DHS, the Program Management Office (PMO) and standing project Change Control Boards will review the Project Change Requests.  The Change Control Board will facilitate and support CR analysis of the impact on the project and guide the identification of options and recommendations for action to be taken.

It is recommended that the CCB be a standing team composed of the following members:

· Financial representative (s), on an as needed basis

· Functional / Technical expert(s) from the Department’s Enterprise IT organization

· Policy / Quality Assurance representative(s)

· A Program Office representative(s) who can answer questions and present the business case 

· Project / Change Lead – may make a formal presentation to CCB to support a change request

Even though the CCB is a standing entity, not all board members will review all requests.

If the CR suggests a scope change to either the allocated baseline or the functional baseline, then a subset of the CCB consisting of policy director(s), BIS representatives, and financial representative(s) will review and approve or reject the CR. If a CR suggests a scope change to the allocated baseline, then a subgroup of the CCB consisting of technical representatives will review and approve or reject the CR.

Regular CCB meetings should be scheduled to ensure that the approval body is available if needed. The PMO will monitor the outstanding CRs’ approval status.

If a project lead perceives the need for a meeting to be held outside of this schedule, it is the project lead’s responsibility to schedule that meeting with the PMO’s assistance.

Change Sub Team

The Change Sub Team is the first team in the project change process to review all submitted CRs.  The Change Sub Team initially reviews all CRs for completeness.  When the quick assessment is complete, the Change Sub Team reviews the recommendation for concurrence with the Quick Assessment Sub Team before the change request moves to the Change Control Board or the Impact Analysis Sub Team.   If the Steering Team approves a CR, the Change Sub Team will initiate and schedule the change request.

Quick Assessment Sub Team

Currently the contractor does this. The Quick Assessment Sub Team notes any requirements that may have been omitted from the initial CR, suggests additional alternatives that may exist, and indicates possible impact on dependent projects. The team then makes an assessment of the magnitude of the change request and the time and resources required to support the change request.

Impact Analysis Sub Team

Currently the contractor does this.  The Impact Analysis Sub Team addresses CR impact to project scope, existing documentation, project quality, assigned resources, project cost, project schedule baselines, changes already in queue, and dependent projects. The Impact Analysis Sub Team also lists viable alternative solutions to the change request. 

Steering Team

The Steering Team represents the supreme decision maker for CRs.  Being so, it oversees the Project Team’s work, reviews and approves CRs that have already gained the Project Team, CCB, and Cross Project CCB’s approval.  The Steering Team acts on behalf of the agency keeping in mind the business objectives and customer expectations when making its decisions.  Finally, it prioritizes the scheduling and execution of approved CRs.

Project Management Team

The Project Management Team fulfills several roles during the Project Change Process.  First, it oversees the Change Sub Team’s activities throughout the process.  Second, the Project Management Team reviews and approves change requests that the CCB approved regardless of any cross project impact.  Third, the Project Management Team hears and issues decisions on appeals that a requester submits.  Beyond rendering decisions on CRs, the Project Management Team defines the project scope within cost, time, and resource parameters.  The Project Management Team uses the project’s scope and Steering Team’s directions when formulating the critical decisions necessary to release the right product to the customer, too.
Team Structure

The following organizational chart illustrates the reporting sequence for the Sub Teams that perform the responsibilities described in the prior section.
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Project Planning

Because Project Change deals with change requests to the defined scope, the Project Management Team must determine how it will deal with changes to the project scope. Their responsibilities include:  

· Identifying a change lead, as described above

· Determining the frequency with which newly submitted CRs will be reviewed

· Deciding what vehicle will be used for those reviews, for example: regularly scheduled team meetings, ad hoc change meetings, or some combination of these. In addition, the Project Management Team must establish parameters to determine whether or not a CR will be allowed to continue through the change process. Suggested decision parameters are listed in Appendix A.

· Build a recurring task in the work plan for team members to participate in project change activities.  Then, the project change request analysis will not disrupt the project schedule.

· Determine how time spent on quick assessments and impact analyses will be tracked separately from project execution time.

· Determine project control items.  These are the items from which the project baseline will be formed.  Control items can be those deliverables listed in the Software Development Manual (SDM) and the Work Plan Standard.  They are represented in an outline in the Baseline Control Items section above. 

Inputs to the Project Change Process

Various types of items may serve as inputs to the project change process. 

Where Do Changes Come From?

During the Initiative Definition, Planning, and Requirements Definition phases, many documents are created. These documents may be some of the control items listed in the Baseline Control Items’ section outline above. At the end of each of these phases, these documents are finalized and agreed-upon.  Similar documents creating the project’s baselines are established after the GSD and DSD Phases and whenever the product is in production.  This is not done formally, it is assumed in the approval of each deliverable.
When issues occur in subsequent phases that will cause changes to baselined documents from previous phases (e.g. if a requirement comes to light during the DSD phase that necessitates a change to the requirements document from the functional baseline), then the project change process should be initiated.
Though this is not an all-inclusive list, the sample input categories can also prompt the creation of a CR.  The input categories and baseline discussion are described below.

Project Change Request Triggers

A trigger indicates that a change to the baselined scope may be necessary. Some, but not all, of the items that may trigger project change requests are listed below:

· A change in the project concept, functional or business needs, and/or General System Design (GSD)

· A cost allocation change between the DHS cost categories. For example, if a cost that was projected as a contracted development cost during initial baselining changes to an in-house development cost during final baselining, the reallocation of those costs would be subject to the project change process.

· A cost allocation change due to adding or deleting a participating Program Office

· A change in costs from one fiscal year to another

· A new or revised state or federal mandate that the Office of Policy has indicated should be applied to the project initiative at some point in the project lifecycle

· A change in the procurement method for a component of the project

· A change in a major project milestone that was presented in an Advance Planning Document (APD)

· A change in the current project end date from the baseline project end date

· An error or omission in defining a project’s scope, (e.g. failure to include training in the project implementation)

· An error or omission in the original definition of the delivered product’s scope (e.g., failure to include electronic funds transfer as a payment option)

· A value-adding change (e.g., use of high speed vs. dial-up for Internet access)

· Issues that identify the need for additional requirements, resources, and/or functionality

· A change in a requirement following the baselining of a control item

· Software Enhancements required prior to a release to production

Variance on Project Status/Performance Reports

Occasionally, projects steer off the course that their Work Plan has developed for them.  These variance movements may be internal to the project, come from a dependent project, or arise from external sources.  Some examples of variance include a dependent project that runs off schedule, unexpected personal issues for project members, and resources that do not arrive at their destination on time.

Information and Reference Materials for Project Change Requests

Many CRs require supporting documentation to validate their assertion that a change needs to occur to the Work Plan.  Please see the Issues section below for a discussion of material that should be submitted when the requester does not know where the change needs to occur within the project.

For assistance with completing the CR Form, consult the Project Change Request Instructions for Use document, this guideline, the project’s lead, or a member of the Division of Program and Portfolio Management (DEPPM).  The DEPPM will assist the requester, especially in situations where the project lead and the CR help documentation have not generated an answer to the requester’s question.

Issues

At times, the requester recognizes a problem with the project, but does not know the design area of impact.  In these cases, the requester should complete as much of the CR as possible and attach any written documentation that supports his or her request and is above and beyond what the CR Form requires (e.g. memos, letters, reports, etc.).  The Change Sub Team will evaluate this request in terms of the change process that is described in this document and determine where this change will impact the project.

Maintenance Requests

This process will be used only for production systems that do not have a maintenance change process currently in place.  For those currently implemented projects and releases that require a maintenance oriented change and have a change process, please consult the maintenance change procedures for that project or release.

Wish List

A Wish List represents changes to the existing project’s specifications that are not needed for the product to function properly.  Some of the wish list changes may be incorporated into the project when the budget and schedule allow.  The requester should have very strong reasoning when using a CR for Wish List changes.

Updated Documentation

When a contractor incorporates change that impacts pre-existing documents (documents previously submitted through the deliverables management process that have already been approved or conditionally approved by the contract manager), the responsible contractor is required to update the pre-existing documents to reflect the change.  See the Updated Documentation section of the Deliverables Management Guideline for further detail. 
Step 1 – Project Change Request (CR) Evaluation

This step initiates the project change process.  Suggested changes are submitted to the Change Sub Team.  The Change Lead, or a designated individual, enters the suggested change into the process by creating a Project Change Request (CR).

The CR’s requester provides a description of the requested change, justification and any supporting documentation that may exist (e.g. a request from an external end-user), risks associated with both executing and not executing the change, cross-project risks, known alternatives to the change, and an explanation of why the change is a better choice than the alternatives. Supporting documentation should be attached to the CR or referenced in the form of a URL or a pathname.  It is to the requester’s benefit to document the suggested change as completely and accurately as possible.  Good documentation will facilitate the remainder of the process.

After the CR is created, the Change Sub Team evaluates the CR for its completeness and determines whether to return the CR to the requester.   

Yes, the CR is Complete

If the CR is moved forward for quick assessment, the Change Sub Team forwards the request to the Quick Assessment Sub Team.  Those participating in the quick assessment should have a good understanding of the baselined project scope and be able to quickly determine whether the change request is within or outside of that scope.  This team may include:

· The project lead

· The change lead

· The functional owner or representative of the functional department

· A user/program office representative 

· The change requester

The Project Team and/or appropriate functional owner(s), who may be impacted by the CR, as well as the requester, will be notified that a quick assessment is underway.

No, the CR is Incomplete

If it is determined that the CR is incomplete and will not move forward, the CR is returned to the requester.  The reason for determining that the CR is not complete is indicated on the CR. 

The decision to reject or move forward should be made within three (3) business days of initiating the project change request.

Step 2 – Project Change Request Quick Assessment

The decision to allow the CR to enter the system results in a quick assessment—a sort of mini-impact analysis.  Before a CR goes through a quick assessment, the Quick Assessment Sub Team provides a final review of it to make sure there is sufficient material to proceed forward.  If the Quick Assessment Sub Team does not find enough material to conduct a quick assessment, they will return the CR to the requestor for him/her to complete the missing material and resubmit the CR to the Quick Assessment Sub Team.  If it is decided there is sufficient information to conduct a quick assessment, then the Quick Assessment Sub Team performs it now.  The quick assessment notes any requirements that may have been omitted from the initial CR, suggests additional alternatives that may exist, assesses the change’s magnitude, and determines the resources that will be required to support the change.  Finally, the Quick Assessment Sub Team indicates the CR’s impact on dependent projects.  This appraisal will help determine whether it is worthwhile to proceed with more detailed analyses and further action upon the CR.  Please see Appendix B for a more thorough description of how to proceed through a quick assessment.

The Quick Assessment Sub Team’s work will help the Change Sub Team make two decisions:

1. Is the CR within project scope?

2. Should a more thorough impact analysis be conducted?

The quick assessment should be completed within seven (7) calendar days of receiving a project Change request.  The Quick Assessment Sub Team gives its recommendations back to the Change Sub Team.  Based on these recommendations, the Change Sub Team decides whether or not to concur with these recommendations.

Perform the Architecture Control Board Review

The Architecture Control Board will review and approve a proposed change request with respect to the Department’s IT Technical Architecture and current IT projects.  This board will make sure the request utilizes and maximizes the existing reusable components and adheres to the Department’s IT standards.  The goal is to decrease the design and development time for the project change request and reduce the support costs by using the existing solutions across multiple projects.

Yes, the CR Is In Scope

The Change Sub Team agrees with the quick assessment’s results and states this change request is within scope and can be accomplished with existing resources and within agreed-upon time and cost parameters.  Appendix A lists the suggested parameters to guide this decision. If the quick assessment results in a “yes/in scope” decision, then the CCB reviews the CR during Step 4 of this process.

No, the CR Alters the Scope

If the Change Sub Team feels this change request alters the scope or cannot concur with the Quick Assessment Sub Team’s recommendations, then an impact analysis is requested.  Suggested Impact Analysis Sub Team members include:

· Project Lead

· Change Lead

· Representative(s) from Change Team (to provide input on cross-project as well as networking and communications infrastructure impact)

· Representative(s) from BIS
· Representative(s) from sponsoring program office

If the decision is made to conduct the impact analysis, an expected analysis completion date is given and the CR moves to Step 3.  

Step 3 – Impact Analysis

The impact analysis is conducted during Step 3. The CR and quick assessment documentation from Step 2 is considered as the impact analysis gets underway. The impact analysis provides the Change Control Board with the information they require to determine whether or not to approve a CR that is outside a project’s documented scope.

The first part of the impact analysis addresses the CR’s impact on the project’s scope, existing documentation, quality, assigned resources, changes already in queue, and dependent projects. Also listed in the first part of the impact analysis are viable alternative solutions to the change. 
The cost-benefit analysis portion starts with completing the PPW worksheets listed on the next page and attaching those pages to the CR.

· Non-Recurring Costs

· Recurring Costs

· Summary Costs

· Intangible Benefits

· Tangible Benefits

· Summary Benefits

The impact analysis may take anywhere from one week to a month; the expected time frame and a date for required completion is decided in the quick assessment.

Step 4 – Change Control Board Decision

The Change Control Board (CCB) receives all in scope CRs and CRs that completed their Impact Analyses. The CCB checks the CR for completeness and cross-project impact. 
· If the change is approved and there is no cross-project impact, the CR moves to Step 5 for the Project and Steering Teams’ approval and possible initiation.

· If the change is approved and there is cross project impact, the CCB is responsible to get the appropriated representation from all of the affected projects together to analyze the PMCR.  These representatives must be able to take the material from a CCB meeting back to their CCB and coordinate the decision making process between the CCBs.  For example, the CCB with the CR could invite the appropriate representatives to attend the next CCB meeting if they are not on the CCB already or host a joint meeting with the other CCB(s).  Based on the result of this impact analysis, a decision is made to approve or reject the CR.  If the CCB(s) cannot arrive at a decision on any cross project CRs, they seek assistance from the Project Team for each project or from the Steering Team for each project. If the Project Team(s) cannot render any decision, the final deciding body is the Cross Program IRM Team.

· If the CR is not approved, the CR is returned to the requester and placed in the project’s archives.  The reason for non-approval will be listed on the CR. 

If the Change Control Board rejects a CR, the requester has the option of appealing the decision by following the appeal process.  Rejected CRs are stored in the project change repository in the event that the requester wishes to resubmit the change request at a future time.

Step 5 – Final Review and Project Change Request Initiation
Project Team Approval

The Project Team receives all CRs that the CCB approved without any cross project impact.  If the Project Team approves the CR, it moves to the Steering Team.  If the CR is disapproved, the request and its documentation is returned to the requester and placed in the project’s archives.

Steering Team Approval

Once the Project Team approves the CR, the Steering Team issues a decision on the project change request.  If it is approved, the Steering Team determines the priority for completing the CR and sends the CR to the Change Sub Team to initiate the change.  If the Team denies the CR, the request and its documentation is returned to the requester and placed in the project’s archives.

Initiate the Change Request

The Steering Team’s approval of the CR authorizes the Change Sub Team to initiate and perform the work within the CR.  The Change Sub Team is authorized to incur the additional time, cost, or resources adjustments to make the change occur, too.

Schedule the Change Request

After a CR is initiated, the Change Sub Team schedules the change to occur based on the Steering Team’s prioritization of the CR.  This change may produce several work products, which are discussed further in Step 7 of this process.

Step 6 – Appeals

If the CCB denies the CR and returns it to the requester, it can be subject to appeal.  If the requester elects to appeal the decision, the Project Team reviews the CR and all supporting documentation at Step 5 and makes a decision.  The appeal operates under the following provisions: 

· If the Project Team decides to approve the CR, it will re-enter the process at Step 5.  The CR moves to the Steering Team and proceeds along Step 5 according to the standard operating procedure of this process.

· If the appeal is lost, the CR is returned to the requester, archived, and not subject to another appeal.

· If the Project Team or Steering Team rejects the CR, the decision is not subject to an appeal.

Work Products

These work products are a sample list of what could be changed as a result of a CR being scheduled.  Please note, this list may vary based on the project and situation surrounding the CR.

Re-Baseline Affected Control Items

Where an approved Change request affects any control items, those control items must be changed to reflect the approved request and a new baseline is saved.

Update Detailed Work Plan


Activities that are required to complete the approved change must be added to the project work plan. Dependencies among the new tasks and existing activities must also be added. Notes should be added to the work plan indicating the change orders that have dictated the update.  After the new activities and notes have been added, the project work plan should be saved as a new baseline.

In addition, the project and change leads should track change order work separately from project costs so that it can be reimbursed, if appropriate, or so that the changes to the project’s estimates can be tracked to the actual costs.

Document Lessons Learned if Appropriate

If lessons learned are apparent from the change order process—if the change is a result of an oversight that could be avoided in the future, for example, —those errors may be recorded using the lessons learned process so that it will not be repeated.

Communicate Change to Stakeholders

The project’s stakeholders were identified in the planning process. Some or all of the project stakeholders may be affected by the approved change request. The change lead will communicate with those stakeholders, making them aware of the nature of the change request, the effect of the change on the project deliverables or schedule, and any other impacts that have been identified.

Roles and Responsibilities

The following table lists the tasks and responsible individual(s) that are required for the project change process.

	Task
	Required?
	Step
	Responsible Individual

	Submit a change request
	Y
	1
	Project Team member, end-user, Project Lead, program office

	Record a change request in the tracking system
	Y
	1
	Project Lead, Change Lead, or authorized team member

	Conduct a quick assessment
	Y
	2
	Project/Change Lead, Functional Owner(s), Quick Assessment Sub Team, Change Sub Team

	Assess the impact of a change request
	Y
	3, 4
	Project/Change Lead, Functional Owner(s), affected team leaders,

Impact Analysis Sub Team, Change Control Board, Project Team, Steering Team, Cross Project IRM 

	Approve or deny a request 
	Y
	1, 4, 5
	Project/Change Lead, Project Team, Steering Team Change Control Board, Project Team, Steering Team, Cross Project IRM

	Revise the control items to reflect an approved change request
	Y
	Work Outputs
	Change Lead

	Verify that a change request has been adequately implemented; close out the change request
	Y
	Work Outputs
	Project Lead

	Coordinate the project change process and ensure that the tracking system is current
	Y
	3, 5
	Project/Change Lead

	Participate in appeals process
	N
	6
	Project Team


Appendix A: Decision Parameters

When determining whether a CR should be accepted into the Change Process, the Change Sub Team must consider the following:

· Does the suggested change request seem to represent a necessary enhancement to the product?

· Will the project fail if the change request is not executed?

· Will the product of the project fail to satisfy customer requirements if the change request is not executed?

· Does the suggested change request support a state or federal mandate that was not in place when the project’s original scope was complete?

· Does the suggested change request represent a desired enhancement to the product’s functionality?

· Does the suggested change request have a significant negative impact on completed project work without a commensurate benefit to the product or project?

· Is the requested change request a result of changes in other project(s)?

· Does the requested change result in changes or impacts to another project(s)

Appendix B: Quick Assessment

The quick assessment process will determine the technical and business requirements that are needed to complete the material in the CR.  The Quick Assessment Sub Team uses this step to be sure that they fully document the project change request, consider the alternatives and impact of the change request, estimate the time, resources, and costs needed to complete the change request, and decide if the change request is in or out of the project’s current scope.  In summary, the Quick Assessment Sub Team determines if the CR has sufficient material to continue and is in or out of the project’s scope.

The next page contains a process map that illustrates what occurs during a quick assessment of a CR.
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Inputs

In order to conduct a quick assessment, a Quick Assessment Sub Team needs to obtain the original CR and its entire packet of supporting documentation.  Some samples of supporting documentation include:

· Segment of the project’s work plan that is pertinent to the CR

· Project’s scope documents

· Justification statement or documents

· Completed documents that are attached to that project’s work plan segment

Review the CR’s Documentation

This step involves examining the CR and its supporting documents to understanding background behind the change request.  By reviewing this material, the Quick Assessment Sub Team can properly understand the CR.  In this step, they add any extra material that was omitted during prior processing of the CR.
Perform the Requirements Analysis for the CR

In this step, the Quick Assessment Sub Team determines what material resources are needed to complete the request.  A few examples of material resources are computers, office supplies, utility hookups, and office space.  This step also examines what the current CR should do to minimize or erase any adverse side effects to either this request or all of the CRs dealing with the same project.

Level of Effort Study

The Quick Assessment Sub Team conducts the technically based two part level of effort (LOE) study after they conclude that the CR is sufficiently complete and maximizes the Department current IT resources.  The two parts are the numerical ranking and the organizational review.  Each part is described in more detail below.

Numerical Ranking

The purpose of this numerical ranking is to expeditiously provide a high level estimate (a “ballpark figure”) of the time and staff resources and time required to design, code, and unit test the impacted project’s software modules.  If the CR requires work on several components or several programs, then a level of effort score is set for the combined work on all of the components.  The level of effort examines the CR from a technical perspective and sets a ranking according to the following guidelines:

1. Little or no software development effort required.  Some examples are table updates, recompiles, and simple program edits.  LOE (level of effort) = one week or less
2. Minor software development effort required.  Some examples are simple edits affecting several programs, minor screen changes, etc.  LOE = up to three weeks
3. Moderate software development effort required.  Some examples are development of a single new program, new functionality affecting a few programs, etc.  LOE = up to 6 weeks
4. Major software development required.  An example is a minor project (e.g., Act 150).  LOE = up to one year
5. Very major software development required. An example is a large scale project (e.g., MEDA).  LOE = one to three years
This numerical ranking is recorded in the CR’s documentation and assists the Quick Assessment Sub Team with the next part of the process, the organizational review.

Organizational Review

With the LOE score in hand, the Quick Assessment Sub Team reviews the requests to see if the tasks are already done in the organization and can be completed before they reach the Quick Assessment process.  This segment of the level of effort aims to pull out requests that are for queries or routines that were already created for prior requests, work that other sections regularly complete, simple changes, especially those that will not be close to affecting the project’s scope, etc.

Consider the CR’s Magnitude and Alternatives

During this step, the Quick Analysis Sub Team evaluates the consequences of completing and not completing the CR.  The Sub Team also documents the complexities and size of the proposed change request.  Finally, they consider and document any alternatives to the change request.

Consider the CR’s Cross Project Impact

With this, the Sub Team determines if the CR has any cross project impact and the magnitude of this impact.  If it is determined the CR has cross project impact, the CR and supporting documentation is forwarded to Step 3 for an Impact Analysis.

Is the CR Within Scope?

Once the Quick Analysis Sub Team examines all of the documents, they must determine if the CR is within scope.  If it is in scope, the Team sends the CR and supporting documentation to the CCB for their review.  If it is out of scope, the Quick Assessment Sub Team requests an impact analysis on the CR.

Forward the Assessment Results to the Change Sub Team

The Quick Assessment Sub Team lead signs off on his or her work, bundles all of the documentation, and makes sure that the Change Sub Team gets the material to review the quick assessment results.

Appendix C: Thresholds for In/Out of Scope
A change request may be considered to be in scope if:

· Its cost does not cause the total project budget to be exceeded.
· Current resource allocation does not increase

· The schedule for key milestones is not impacted by more than three weeks

· Contingency funds are available to cover extra costs

· New technology being requested does not impact functionality or resource requirements to implement

If a change is requested to a non-baseline control item, then the Project Team decides if the request can be built into the control item’s requirements. It does not need to go through the project change process.

Appendix D: References

This document contains best practices, suggestions, and ideas that were gathered from experience or study of the following sources.

· Specific Project Change experience at Bell South, Bell Atlantic, and General Electric

· www.tenstep.com  Ten Step Project Management Process

· www.spmn.com - Software Program Managers Network

· Software Engineering Institute, SECMM-95-01/CMU/SEI-95-MM-003 v1.1, PA 09: Manage Configurations

· www.cmtoday.com - CM Today 

· http://www.projectmanagement.com/ - The online community for IT Project Managers

· NASA’s Program Management Methodology and Software Change Guideline

· H-Net Change Overview Presentation

· Tracking and Monitoring Scope Changes, Project Mentors

· A Guide to the Project Management Body of Knowledge (PMBOK), Project Management Institute

Appendix E: Glossary

Baseline

A set of control items (software components and documents) that has been formally reviewed and agreed upon, that serves as the basis for further development, and that can be changed only through formal project change procedures.

A document or a set of such documents formally designated and fixed at a specific time during the lifecycle of a configuration item.

The original plan (for a project, a work package, or an activity) plus or minus approved change requests.  Usually used with a modifier (for example, cost baseline, schedule baseline, performance measurement baseline.)  [Source:  Project Management Institute Project Management Book of Knowledge]

Allocated Baseline

The Allocated Baseline is that point in a project when all the resources required to develop and to install a system have been identified and obtained or allocated.  This baseline is used on all future project activities in determining whether a proposed aspect of the system should be developed or installed. It is the baseline that allocates functional requirements to specified hardware and software items, too.  The Work Plan Standard stipulates that the Project Team create this baseline near the end of the DSD by using the control items for the Functional Baseline and the documents completed and approved during the DSD.  The DSD’s documents include the following:  the Signed Contract with the Vendor, the project’s Physical Data Model, the project’s Expanded Data Dictionary, the Proof of Concept, Test Plans, Conversion and Interface Plan, User Training Plan, the Outreach Plan, the project’s Final Requirements Traceability Matrix, and the DSD Document.

Functional Baseline

The Functional Baseline is the point in a project when there is a clear definition of what the system to be developed should provide.  This baseline will establish the measure that will be used in determining whether a proposed element is to be included in the new system.   This baseline includes these descriptions:  Project Summary, Project Objectives, Project Scope, Organizations Affected, Project Constraints, Project Assumptions, Project Risks and Mitigation Plans, Key Project Dates, High-Level Project Resource Plan, and Project Procurement Plan.  At DHS, this baseline will be attained when these project materials are prepared and approved:  Program Office Initiative Description, IRM Prioritization Workbook, IRM Strategic Plan, Program Revision Request (PRR) (including Concept Paper), ITRM Service Request, Investment Review Program (IRP) Registration, and the System Requirements Document.  These documents are completed during the project’s Initiative Definition, Planning, Requirements Definition, and General System Design (GSD) Phases.  The Work Plan Standard states that the Project Team establishes the Functional Baseline usually near the end of GSD.
Product Baseline

A product baseline is that point in a project when the entire system is developed.  This baseline identifies the fact that the system is ready for the testing, implementation, and operations portions of a project.  Subsequent to this point, an evaluation can be conducted to review the processes and tools that were used to develop the new system.  These experiences can be captured, catalogued, and filed for use in future system development projects.

Project Change

Project Change is the process of accepting or rejecting changes to a project baseline.  It is the process of ensuring that only approved changes are incorporated into a final work product prior to being released to production. Project Change is the process of managing changes to baseline control items in the change plan.

Control Item

A control item is any document or component of a project that is approved and considered part of a baseline.  Control items form the reference point from which the Project Team performs work to ensure that the delivered product meets the approved and agreed to expectations of the project sponsor and client.  Control items also form reference points for the Change Sub Team to determine if a requested change constitutes a change of scope. Baseline control items are potential inputs to the change process because they form the limit against which change of scope is gauged.

Cost-Benefit Analysis

Cost-Benefit Analysis (CBA) is an evaluation of the costs and benefits of alternative approaches to a proposed activity to determine the best alternative.

Acronyms Used in This Document

APD – Advance Planning Document

CCB – Change Control Board

DEA – Division of Enterprise Applications 
DIMO – Divison of Infrastructure Management and Operations
DTE – Division of Technical Engineering

DEPPM – Division of Enterprise Program and Portfolio Management
DHS – Department of Human Services
DSD – Detailed System Design phase of the Work Plan Standard

GSD – General System Design phase of the Work Plan Standard

IRP – Investment Review Program

IT – Information Technology

CR – Project Change Request

PMI – Project Management Institute

PMBOK( - Project Management Body of Knowledge

PMO – Program Management Office

POI – Program Office Initiative

PRR – Program Revision Request

SDM – System Development Methodology
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All guidelines and referenced documentation identified in this standard will be subject to review and possible revision annually or upon request by the DHS Information Technology Standards Team.
Guideline Revision Log
Subject Matter Expert: PMO, Strategy and Planning, and DCSS

	Change Date
	Version
	Change Description
	Author and Organization

	09/2720/02-10/25/2002
	1.0 – 1.7
	Initial Creation
	PMO

	10/30/2002-11/5/2002
	1.8
	Changes made as a result of final Resource Management team review
	PMO

	11/22/2002
	1.9
	Remove CCB and replace with PMO and IRM Leadership responsibilities
	PMO

	1/7/2003
	2.0
	Rework CCB section to incorporate Project Team suggestions of 1/6/03; moved Document Change Log and Acronyms to end of document; made various grammatical changes
	PMO

	5/13/2003
	2.1-2.3
	Rework change process to move it more in line with present change processes on current projects
	DEPPM, Strategy and Planning

	6/6/2003
	2.4
	Revise content based on comments, process map revisions, and new uses for the process.
	DEPPM

	6/13/2003
	2.5
	Added graphics and text about the Steering Team and Project Team’s role 
	DEPPM

	6/13/2003
	2.6
	Revised graphics and text of the Inputs and Before Beginning parts of the document based on feedback
	DEPPM

	6/30/2003
	2.7
	Revised the Before Beginning section of the document and defined maintenance
	DEPPM

	7/10/2003
	3.0
	Revised the baseline control item listing and released to the general public.
	DEPPM

	8/4/2003
	3.1
	Added descriptions for the level of effort and quick assessment
	DEPPM

	8/22/2003
	3.3
	Change Process to Project Change and added clarity to the baselines’ creation
	DEPPM

	9/15/2003
	3.4
	Added the Architecture Review Board, renamed change process, and revised the CCB’s decision portion
	DEPPM


	11/25/2003
	3.5
	Changed all Project Teams to Project Management Teams
	DEPPM

	05/21/2004
	3.5
	Changed title to Project Change Management Guideline & Format
	DEPPM

	10/25/2004
	3.5
	Change OIS to BIS
	PW-DEPPM

	11/05/2004
	3.5
	Correct a hyperlink that changed
	PW-DEPPM

	06/17/2005
	3.5
	Reviewed content – No change necessary
	PW-DEPPM

	01/04/2007
	3.5 
	Reviewed content – No change necessary
	PW-DEPPM

	06/15/2007
	3.6
	Format Change
	PMO-DEPPM

	11/12/2009
	3.7
	Updated guideline
	PMO-DEPPM

	8/13/2015
	3.8
	Changed DPW to DHS and fixed links
	PMO-DEPPM

	3/29/2016
	3.8
	Yearly Document Review
	PMO-DEPPM


Time





Resources





Cost











_1131284162.vsd

_1520763796.vsd

_1520765836.vsd
Decision Statement


Title Bar


Documentation


Process Start


Step Descriptor


Process Step


Z


Process Level


Process End


PCR QUICK ASSESSMENT PROCESS


Forward Quick Assessment 
Results To 
Change
Sub Team


Project Change Request
(Ex:  DPSR)


Begin CR
Quick Assesment 
(Complete Within 7 Calendar
Days of Receipt)


Consider Magnitude of Change


(The order for these steps may vary from project to project.)


 Is the Request Within Scope?


CR Quick Assessment Process
Completed


Perform  Requirements Analysis


Perform Level of Effort Study


Project Change Request


Key


Review CR Documentation


Consider Cross Program Impact


Consider Alternative(s) To Change



_1131279675.vsd

