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IFMP Milestone Reviews Framework

1.0
Purpose of Framework

The purpose of this document is to provide a guiding set of templates and criteria for performing major milestone reviews for Integrated Financial Management Program (IFMP) projects.  Technical milestone reviews and associated reporting activities will be conducted over the life of each project to provide essential status information to program and project management decision makers.  The evaluation process results in recommendations for proceeding to the next stage of implementation or to perform additional remedial activities.  Milestone reviews are performed as part of IFMP's evaluation process to determine the ability of the program or project to meet its technical and programmatic commitments.  In addition, these reviews will:

· Promote quality management through the

· Identification of issues, problems, deficiencies

· Review of progress to date

· Evaluation of thoroughness, completeness and accuracy of deliverables using established standards

· Determination of readiness to proceed to the next phase

· Promote efficiency through the identification of lessons learned for use by subsequent projects.

2.0
Drivers

Milestone review and assessment activities are driven by the goal to promote delivery of high quality IFM modules and to gauge a project’s readiness to proceed to the next implementation phase without undue risk.  Milestone reviews and assessments support the delivery of a quality module through the identification and application of lessons learned and the evaluation of thoroughness, completeness and accuracy of products developed and activities conducted.  

3.0
Roles and Responsibilities

Each milestone review will be conducted by a Lead Reviewer, who is responsible for making a Go/No Go decision concerning the Project’s readiness to continue with implementation activities.  Lead Reviewers are supported by a Review Team, which consists of experts who can assist the Lead Reviewer in determining the Project’s readiness to proceed.  Presenter Teams provide briefings and documentation to the Review Team to demonstrate adequate readiness to proceed with module implementation.  Specific IFM Project milestone review roles and responsibilities are identified below.   Table 3-1 identifies the Lead Reviewer and members of the Review Team for each Milestone Review. 

Table 3-1: Review Team Composition

	 
	Agency Design
	Pilot Center Implementation
	Agency Rollout
	Operations & Sustaining Support

	
	
	
	
	

	Team Member
	PDR
	CDR
	CRR
	TRR
	ORR
	CRR
	CDR
	TRR
	ORR
	PCR
	PMR

	Program Director
	x
	x
	 
	x
	x
	 
	 
	 
	 
	LR
	x

	Module Project Manager
	LR
	LR
	LR
	LR
	x
	LR
	x
	x
	x
	 
	x

	Receiving Center Project Manager
	 
	 
	 
	 
	 
	 
	LR
	LR
	x
	 
	 

	Agency Functional Owner
	 
	 
	 
	 
	 
	 
	 
	 
	 
	x
	LR

	Center Functional Owner
	 
	 
	 
	 
	LR
	 
	 
	 
	LR
	 
	 

	Integration Project Manager
	x
	x
	x
	x
	x
	x
	x
	x
	x
	x
	x

	Agency Rollout Lead
	 
	 
	x
	 
	 
	x
	x
	 
	 
	 
	 

	Module Implementation Contractor Rep.
	 
	 
	x
	 
	 
	x
	 
	 
	 
	 
	 

	Agency Process Team Lead
	 
	 
	 
	x
	 
	 
	 
	 
	 
	 
	 

	IV & V Fairmont
	 
	 
	 
	x
	x
	 
	 
	 
	 
	 
	 

	Center Functional Team Lead
	 
	 
	 
	 
	 
	 
	 
	x
	 
	 
	 

	Center Steering Committee
	 
	 
	 
	 
	x
	 
	 
	 
	x
	 
	 

	IFM Program Change Management Lead
	 
	 
	 
	 
	x
	 
	 
	 
	 
	x
	x

	Module Project Change Management Lead
	 
	 
	 
	 
	 
	 
	 
	 
	x
	 
	 

	
	
	
	
	
	
	
	
	
	
	
	

	Legend:
	
	
	
	
	
	
	
	
	
	
	

	LR = Lead Reviewer
	
	
	
	
	
	
	
	
	
	
	

	x   = Review Team Member


	
	
	
	
	
	
	
	
	
	
	


· IFM Program Director has primary responsibility for:

· Establishing guidance and standards for the conduct of all major Project milestone reviews;

· Ensuring that common standards are applied across each module Project being implemented;

· Serving as the Lead Reviewer for the Project Completion Review (PCR); and

· Participating on designated milestone reviews and providing advice to the Lead Reviewer.

· Module Project Managers have responsibility for:

· Serving as Lead Reviewers on the following milestone reviews:

· Preliminary Design Review (PDR)

· Pilot Center Critical Design Review (CDR)

· Pilot Center Readiness Review (CRR)

· Pilot Center Test Readiness Review (TRR)

· Agency Rollout CRR (one per Center);

· Ensuring all necessary work is completed prior to conducting major milestone reviews for which they are responsible;

· Ensuring all information presented provides an accurate picture of the current status of the Project;

· Establishing Project-specific review content;

· Coordinating review agendas and briefings with responsible contractors/team members;

· Providing advice to the Lead Reviewer in situations where the Project Manager is not the Lead Reviewer but serves on the Review Team; and

· Representing the IFM Program Office on the Review Team for certain milestone reviews as specified in the milestone review templates; and
· Establishing specific minimum acceptance criteria for all milestone reviews performed through completion of rollout, including those conducted at receiving Centers 

· Receiving Center Project Managers have responsibility for:

· Serving as Lead Reviewers at their respective Centers, for the following milestone reviews:

· Receiving Center CDR

· Receiving Center TRR

· Ensuring all necessary work is completed prior to conducting major milestone reviews for which they are responsible;

· Ensuring all information presented provides an accurate picture of the current status of the Project; 

· Establishing Project-specific review content;

· Coordinating review agendas and briefings with responsible contractors/team members; and

· Providing advice to Lead Reviewer in situations where he/she is not the Lead Reviewer but serves on the Review Team.

· Center Functional Owners have responsibility for:

· Serving as Lead Reviewers for their respective Centers on the following milestone reviews:

· Pilot Center ORR

· Receiving Center ORR.

· Agency Functional Owners have responsibility for:

· Serving as Lead Reviewer on the Performance Measurement Review (PMR).

· Integration Project Manager has responsibility for:

· Serving on Review Teams for milestone reviews to address technical and integration issues;

· Providing advice to the Lead reviewer on technical and integration matters; and

· Ensuring the Integration Project staff provides all necessary support required to conduct milestone reviews.

· Program and Module Change Management Leads have responsibility for:

· Assessing the readiness of the project and its stakeholders for the change associated with the project based on Project Indicators. 

· Agency Rollout Lead has responsibility for:

· Coordinating with Center Project Managers to ensure they understand the milestone review requirements; and

· Participating in milestone reviews as a presenter or reviewer, as required.
· Module Implementation Contractor has responsibility for:

· Presenting implementation details as requested by the Project Manager.

· Software Vendor has responsibility for:

· Presenting software details as requested by the Project Manager.

· IV&V, Fairmont Subject Matter Experts have responsibility for:

· Participating in milestone reviews and providing expert assessments as requested by the Program Director or Module Project Manager.

· Module/Center Key Staff, such as Process Team Members and Functional, Change Management, and Technical Team Leads have responsibility for:

· Participating in milestone reviews as presenters or reviewers, as required. 

· Key Stakeholders, such as Functional Owners and Steering Committee members, have responsibility for:

· Participating in milestone reviews as requested by the IFM Program Director or Module/Center Project Manager.

4.0
Process/Approach

This section identifies the approach for implementing the milestone review process and guidelines for conducting the reviews.  Project Managers can tailor the review structure and content based on each particular Project’s needs and unique implementation methodology.

The reviews are conducted to ensure that sufficient work has been completed in the current project phase to allow the project to enter the next phase without an unacceptable increase in project risk.  The reviews cover not only what work was done in the previous phase, but also what foundation has been set for the next phase.

Not all activities and deliverables need to be completed at the time of the milestone review.  The goal of the milestone review is NOT to rigidly enforce a “waterfall” development methodology where everything must be completed, approved and signed off before any activities in the next phase can begin.  To conduct the Project efficiently and to provide the Project Manager with a degree of flexibility, there should be overlap between phases and as much concurrency as possible without exposing the project to unacceptable risk.  The reviews examine the state of the current phase’s activities and deliverables and measure the risk of overextending the project by moving a majority of effort into the next phase of activities.

If there is a deliverable or activity that has not been completed by the review, the Lead Reviewer may decide that there is minimal risk in allowing the project to continue into the next phase as long as the activity or deliverable is completed in a timely manner and scheduled to be completed before it would raise the risk level.  Alternatively, the reviewer may decide to conduct a “delta” review if there is considerable risk that the incomplete activity or deliverable could impact the project.

The key milestone review steps to be conducted by the Module Project Manager are:

· Identify who is responsible for conducting the milestone review;

· Establish specific review and evaluation criteria and provide that information to all parties involved;

· Identify documents, deliverables or key activities that are necessary to conduct the review and collect copies for review by the Review Team (as requested);

· Establish Review Team and Presenter Team and assign responsibilities;

· Schedule review and complete logistics support;

· Conduct review;

· Finalize Go/No Go decision; and

· Document results in milestone review minutes.

These responsibilities may be delegated to other members of the Project team or Receiving Center team, as applicable.

The timing of the milestone reviews is based on the high-level IFMP project lifecycle:  Formulation, Agency Design, Pilot Implementation, Agency Rollout, and Operations and Sustaining Support.  The following milestone reviews will be conducted by each Project during, or at the conclusion of, the designated phase, unless the Program Director approves a waiver:

· Agency Design

· Preliminary Design Review (PDR) 

· Pilot Center Implementation

· Critical Design Review (CDR)

· Center Readiness Review (CRR)

· Test Readiness Review (TRR)

· Operational Readiness Review (ORR)

· Agency Rollout (for each receiving Center)

· CRR (also known as the Wave Readiness Review when using a wave rollout approach)

· CDR

· TRR

· ORR

· Operations and Sustaining Support

· Project Completion Review (PCR)

· Performance Measurement Review (PMR).

Templates have been developed for each milestone review (attached as appendices to this document).  The templates describe the purpose of each milestone review, identify participants, provide a checklist of what should be reviewed and provide evaluation criteria that establish the minimum criteria to be used by the review team in making an accurate and consistent assessment of the project’s readiness to proceed with implementation activities.

APPENDIX A: Preliminary Design Review

Preliminary Design Review Template

XXX Module

Purpose:

The Preliminary Design Review (PDR) provides a mechanism for the project management team to review the system architecture and Agency process design requirements that will be the common basis for all NASA Centers.  This enables the review team to determine if the system architecture and Agency process design are technically sound and whether they will support the module requirements.  It also provides an opportunity to verify that the Agency process design is ready to move into the verification stage at the Pilot Center.

Participants:

Review Team:

Lead Reviewer: Module Project Manager – Approves/disapproves recommendation to proceed with a more detailed design

Integration Project Manager – Provides assistance to the Module Project Manager on technical issues

IFM Program Director or Deputy Program Director – Provides assistance to the Module Project Manager and represents the IFM Program
Presenter Team:
Technical Team Lead

Agency Process Team Lead

Agency Process Team representatives (as required)

Implementation Contractor representatives

Software Vendor representative (as required)

PDR Checklist:

	No.
	Review Item
	Evaluation Criteria

	1
	Process Design Review 
	· Agency process designs have been adapted to the software product 

· Initial Gap analysis is conducted to identify where requirement/process gaps exist

	2
	Recommendations for Addressing Gaps
	· Identified gaps have been addressed by developing alternative configuration approaches, process redesigns, reengineering business rules and processes, developing work arounds, or software modifications

	3
	Configuration Definition
	· Review preliminary configuration designs

· Identify configuration items that should be coordinated with other existing or proposed modules

	4
	Preliminary System Architecture
	· Review the preliminary system architecture

	5
	Application Security Design
	· Review recommended user roles, profiles, and security designs 

	6
	Lessons Learned
	· Document lessons learned that can be used by subsequent projects/Centers

	7
	Action Items/Issues
	· Discuss any issues or actions that must be resolved


Outcome:

· Decision by Module Lead Reviewer to accept recommended solution and move forward with further system implementation

· Minutes from Preliminary Design Review

· Issue/Action Log of issues identified during Preliminary Design Review

APPENDIX B: Critical Design Review

Critical Design Review Template

XXX Module

Purpose:

The Critical Design Review (CDR) is conducted at the Pilot Center to provide the Module Project Manager with the assurance that the final Agency business processes and requirements (functional and technical), as well as Pilot Center specific requirements, are viable and are aligned with the configured system.  Each Receiving Center also conducts a CDR during Agency Rollout to review the Center configurable items, such as Center-specific document routing and organizational structure, and how they align with the configured system.  At the completion of the CDR, the Project Manager will authorize the Project to continue finalizing configuration and development activities.

Participants:

	Team
	Pilot Center CDR
	Receiving Center CDR

	Review Team
	Lead Reviewer: Module Project Manager  – Approves/disapproves recommendation to proceed with development activities

Integration Project Manager – Provides assistance to Module Project Manager on technical and integration issues

IFM Program Director or Deputy Program Director – Provides assistance to the Module Project Manager and represents the IFM Program


	Lead Reviewer: Center Project Manager -- Approves/disapproves recommendation to proceed with development activities

Module Project Manager – Provides advice and assistance to the Center Project Manager and represents the IFM Program

Integration Project Manager – Provides assistance to Center Project Manager on technical and integration issues

Agency Rollout Lead – Provides advice and assistance to the Center Project Manager and the Module Project Manager

	Presenter Team
	Integration Project Office

Technical Team Lead

Agency Process Team Lead

Agency Sub-process Team Leads (as required)

Implementation Contractor representatives

Software Vendor representative (as required)

Center IST Lead/Change Management Lead
	Integration Project Office

Technical Team Lead

Center Functional Team Lead

Center Sub-process Team Leads (as required)

Implementation Contractor representatives

Center IST Lead/ Change Management Lead


CDR Checklist:

	No.
	Review Item
	Evaluation Criteria

	1
	Final Agency Business Processes Overview
	· Requirements are mapped to business process flows

· Discussion of identified gaps and approved solutions

	2
	Business Process Integration Efforts
	· Checkpoints with other IFM Project teams

· Future Project considerations

	3
	Review of Detailed Design Requirements
	· Representative group of stakeholders have reviewed design and accept it

· Accomplishment of minimum success criteria based on requirements

	4
	Organization Alignment Update
	· Highlight major changes to roles identified during Agency Design

· Overview of how end-user roles are defined

	5
	Application Overview
	· Application overview, including interfaces, conversions, and extensions

· Update on reports development

· Application security update

· Update on data conversion

	6
	System Landscape
	· Network architecture is defined and documented

· Server architecture is defined and documented

· Security architecture is defined and documented

· Client architecture is defined and documented

· Environment defined and documented (.e.g., Testing, Sandbox, Training, Staging and Production)

	7
	Database Architecture
	· Database architecture is defined

	8
	Change Readiness Update
	· Update on Change Readiness activities

· Update on training activities

	9
	Operations Planning Update
	· Update on operations concept

· Competency Center strategy is defined

	10
	Lessons Learned
	· Document any lessons learned during this phase

	11
	Action Items/Issues
	· Discuss any issues or actions that must be resolved


Outcome:

· Go/No Go decision by : 

· Module Project Manager for Pilot Center

· Center Project Manager for Receiving Center

· Minutes from CDR

· Issue/Action Log of issues identified during CDR

APPENDIX C: Center Readiness Review

Center Readiness Review Template

XXX Module

Purpose:

The Center Readiness Review (CRR) provides the Module Project Manager with the assurance that the Pilot Center and each Receiving Center are prepared to proceed with implementation activities.  The Center Readiness Review may be conducted as part of the Wave Readiness Review when multiple Centers are implementing the same module simultaneously.

Participants:

Review Team:

Lead Reviewer: Module Project Manager – Approves/disapproves recommendation to proceed with implementation

Integration Project Manager – Provides assistance to Module Project Manager on technical and integration issues

Agency Rollout Lead – Provides assistance to the Module Project Manager

Module Implementation Contractor Representatives – Provides advice and assistance to the Module Project Manager

Presenter Team:

Center Implementation Project Manager 

Center Technical Team Lead

Center Functional Team Lead

CRR Checklist:

	No.
	Review Item
	Evaluation Criteria

	1
	Center Management 
	· Center Steering Committee is actively engaged and has established effective governance processes

· Center Steering Committee demonstrates ability to commit resources, adjust priorities and make necessary decisions in a timely manner

	2
	Physical Facilities
	· Team has adequate work space provided by the Center

· Adequate training facilities are available and plans are made to reserve them for training

	3
	Equipment 
	· Team has adequate PCs, printers, network connections and telephones

· Access to the module environment (SAP R/3, SEM or other) is in place

· Any required software (MDM/Lotus Notes, Virtual Office, etc) is installed and the team has access



	4
	Staff Availability
	· Center has provided sufficient Civil Service and contractor support to implement the module (functional experts; legacy application experts for data conversion, reporting, and interface support; change management resources) – describe whether full-time or part-time support and describe backfill plans

· Center has sufficient legacy support staff (civil service and/or contractor staff) with skills to develop required interfaces and conversion programs 

· Lead Center module support staff is available and committed to supporting implementation

· IPO staff is available and committed to supporting implementation activities

	5
	Budget Resources
	· Budget resources have been planned and identified for the duration of implementation activities

	6
	Commitment to Key Implementation Drivers
	· Inventories of interfaces has been completed

· Inventories of conversion requirements has been completed

· Estimated user counts have been completed

· Impact of Agency standard business processes on Center implementation has been assessed

· High level training requirements are identified

· Process and baseline for evaluating minimum success criteria established

	7
	Lessons Learned
	· Document lessons learned that can be used by subsequent Projects/Centers

	8
	Action Items/Issues
	· Discuss any issues or actions that must be resolved


Outcome:

· Go/No Go decision by Lead Reviewer

· Minutes from Center Readiness Review

· Issue/Action Log of issues identified during Center Readiness Review

APPENDIX D: Test Readiness Review

Test Readiness Review Template

XXX Module

Purpose:

The Test Readiness Review (TRR) provides the Project Manager with the assurance that integration test plans are complete and thorough and that the software has undergone thorough unit testing and is ready for integration testing.  A TRR is conducted to validate the completion of the Integration Test Plan and the system readiness for execution of integration testing.  The Review Team will evaluate the module’s readiness to enter integration testing.  Presenters will present evidence of satisfactory completion of each review item to the Review Team.  At the conclusion of the TRR, the Project Manager will decide whether the Project is prepared to proceed with integration testing.

Participants:

	Team
	Pilot Center TRR
	Receiving Center TRR

	Review Team
	Lead Reviewer: Module Project Manager – Approves/disapproves recommendation to move to integration testing

Integration Project Manager – Provides assistance to Module Project Manager on technical and integration issues

Agency Process Team Lead – Provides assistance to the Module Project Manager on functional issues

IFM Program Director or Deputy Program Director – Provides assistance to the Module Project Manager and represents the IFM Program

IV&V Fairmont – Provides assistance to the Module Project Manager, as requested
	Lead Reviewer: Center Project Manager – Approves/disapproves recommendation to move to integration testing

Module Project Manager – Provides advice and assistance to Receiving Center Project Manager and represents the IFM Program

Integration Project Manager – Provides assistance to Receiving Center Project Manager and Module Project Manager on technical and integration issues

Center Functional Team Lead – Provides assistance to the Receiving Center Project Manager on functional issues



	Presenter Team
	Test Lead

Integration Project Office

Technical Team Lead

Agency Process Team representatives and/or Sub-process Team Leads (as required)

Implementation Contractor representatives

Software Vendor representative (as required)
	Test Lead

Integration Project Office

Technical Team Lead

Center Functional Team representatives and/or Sub-process Team Leads (as required)

Implementation Contractor representatives




	No.
	Review Item
	Evaluation Criteria

	1
	Unit Testing Overview and Results
	· Provides an overview of unit testing issues (problem reports) and discusses ongoing actions to resolve issues

· Discusses analysis and action plan to ensure that Integration Testing can proceed even though all issues are not resolved

· Lessons learned from unit testing are documented and included in the Benchmarking Resources Library (BRL)

	2
	Test Plan Overview
	· Test Plan conforms to the standards established in the IFM Testing Framework 

· Addresses testing roles and responsibilities

· Any deviations from standard content are addressed 

	3
	Testing Approach Overview 
	· Provides sufficient level of detail to conduct integration testing  (who, what, where, when)

· Addresses functional, technical and performance testing

· Describes approach for negative testing

· Simulates end-to-end business processing

	4
	Testing Schedule Overview
	· Covers all major events

	5
	Testing Results Management Overview
	· Process and tools are in place to capture and track test results

· Process and tools are in place to capture, track and resolve issues using Problem Reports

· Adequate Configuration Management process is in place to manage test results and issues

	6
	Functional Testing Overview
	· All Level 5 requirements have been identified

· All Level 5 requirements linked back to Level 4 requirements

· All Level 5 requirements are linked to test scripts

	7
	Discussion of Test Scripts
	· Discusses how test scripts were developed

· Discuss scope of test scripts

· Discusses level of detail covered in scripts

	8
	Technical Testing Overview
	· All Level 5 requirements have been identified

· All Level 5 requirements linked back to Level 4 requirements

· All Level 5 requirements are linked to test scripts

	9
	Test Environment Overview
	· Established by the Integration Project

· Requirements coordinated between Module Project and Integration Project

· Adequate Configuration Management process is in place to manage test environments

	10
	Test Data Overview
	· Necessary test data has been obtained/built

· Test data includes use of legacy system data

	11
	Test Logistics Overview
	· Includes establishment of user accounts to support testing

· Staff are identified and committed to support testing

· User procedures necessary to conduct testing are developed

· Staff training is sufficient to support testing

· Adequate facilities exist and are committed to support testing


TRR Checklist:

	No.
	Review Item
	Evaluation Criteria

	12
	Interface Testing Overview
	· Interfaces that will be tested are identified

· Interface end to end testing is complete or planned to be completed in accordance with system integration test schedules

· Includes both inbound and outbound interfaces to confirm information can be communicated across integration backbone and multiple applications (as necessary)

	13
	Application Security Status
	· High level discussion of security roles/profiles relationships to integration testing

	14
	Performance Testing Overview
	· Approach for collecting data to compare performance on the new system vs. minimum acceptable performance levels

· Scope of testing

· Tools to be used

· Response Time Testing

· Load Tests

	15
	Lessons Learned
	· Project has an approach for identifying and capturing lessons learned from integration testing

· Lessons Learned will be incorporated into the Benchmarking Resources Library (BRL)


Outcome:  

· Go/No Go decision by : 

· Module Project Manager for Pilot Center

· Center Project Manager for Receiving Center

· Minutes from TRR

· Issue/Action Log of issues identified during TRR

APPENDIX E: Operational Readiness Review
Operational Readiness Review Template

XXX Module

Purpose:
The Operational Readiness Review (ORR) provides Center leadership with the assurance that: 

· Functional, technical and performance testing has been successfully completed

· Center is adequately prepared to accept the system 

· Overall system operations readiness and procedures are acceptable

· Competency Center is prepared to support system operations.

Participants:

	Team
	Pilot Center ORR
	Receiving Center ORR

	Review Team
	Lead Reviewer: Center Functional Owner – Approves/disapproves recommendation to proceed to system cutover

Center Steering Committee – Provides assistance to the Center Functional Owner on Center-specific issues
Module Project Manager – Provides assistance to the Center Functional Owner

Integration Project Manager – Provides assistance to Center Functional Owner on technical and integration issues

IFM Program Director or Deputy Program Director – Provides assistance to the Center Functional Owner and represents the IFM Program

IFM Program Change Management Lead – Provides assistance to Center Functional Owner on change issues.

IV&V Fairmont – Provides assistance to the Center Functional Owner, as requested
	Lead Reviewer: Center Functional Owner – Approves/disapproves recommendation to proceed to system cutover

Center Steering Committee – Provides assistance to the Center Functional Owner on Center-specific issues

Center Project Manager – Provides assistance to the Center Functional Owner
Module Project Manager – Provides assistance to the Center Functional Owner and represents the IFM Program

Integration Project Manager – Provides assistance to Center Functional Owner on technical and integration issues

Module Project Change Management Lead – Provides assistance to the Center Functional Owner on change issues.



	Presenter Team
	Integration Project Office

Technical Team Lead

Agency Process Team Lead

Module Project Change Management Lead

Center IST

Agency Sub-process Team Leads (as required)

Implementation Contractor representatives

Software Vendor representative (as required)
	Integration Project Office

Technical Team Lead

Center Functional Team Lead

Center IST/Change Management Lead

Center Sub-process Team Leads (as required)

Implementation Contractor representatives




ORR Checklist:

	No.
	Review Item
	Evaluation Criteria

	1
	Functional Testing and Readiness
	· Provides an overview of integration and acceptance testing issues (problem reports) and discusses ongoing actions to resolve issues

· All necessary SIR fixes have been completed

· Verifies that system meets all approved Level 4 business requirements and requirements are under configuration management

· All interfaces to legacy systems (that will be maintained) are completed and successfully tested

· Discusses key issues identified and process for how outstanding issues will be handled

	2
	Technical and Performance Testing
	· Network performance models have been run and results indicate adequate performance can be maintained

· System performance and stability are adequate based on the number of new users being added 

· All necessary SIR fixes have been completed

· Wave Regression Testing has been successfully completed (where applicable)

	3
	Center Readiness (training and change management activities)
	· Overview of training approach

· Training evaluations indicate user training conducted to date is successful

· Provide % of user community trained to date

· Center Change Management Plan has been updated

· Major change issues are identified and actions are being taken to resolve them

· Sponsor is engaged and actively supporting change

· Overview of plans for transformational change 

· Progress assessment activities are ongoing

	4
	Operational Readiness
	· Cutover Plan is complete and Readiness Checklist activities are being implemented

· Baseline performance data has been collected to enable future performance evaluations

· A plan is developed to evaluate module performance against functional drivers at some point following “Go Live” to demonstrate that functional drivers have been met

· Technical operating procedures are completed and in place (maintenance, backups, databases, etc)

· Service Level Agreements (SLAs) with the IFMP Competency Center, applicable Center and other parties are signed 

· System Operations Transition Plan is complete (to transition from old operations to new operations)

· Legacy System Shut Down Plan has been documented

	5
	Data Conversion Overview
	· Data conversion testing is complete and successful

· Overview of data to be converted for “Go Live”

· All necessary SIR fixes have been completed

· Validation process and procedures are in place for data conversion


	No.
	Review Item
	Evaluation Criteria

	6
	Technical Environment
	· Coordination with ODIN (with ITPOC for non-ODIN supported users) for Project-specific desktop, such as SAP GUI, installation is complete and approved

· System Security Plan is completed

· Server side technical infrastructure is ready to support system operations

· Databases are prepared

	7
	User Support
	· User IDs and passwords are ready

· Job Aids (user procedures and processes) are in place

· SLA is in place that addresses help desk response requirements

· Center-level Help Desk procedures are in place and Help Desk is operational

	8
	Competency Center
	· Competency Center staff is trained and in place to support the system

· SLA is in place with Competency Center that addresses system performance requirements

· Help Desk procedures are complete and support hours defined

· Procedures for requesting application support are complete and have been tested

	9
	Key Documents
	· Review status of key documents, procedures and guides

· Discuss configuration control

· Discuss availability of documents to end users (user access)

	10
	Lessons Learned
	· Lessons learned from previous Center implementations have been incorporated into planning activities (where applicable)

· Project has an approach for identifying and capturing lessons learned from cutover activities

· Lessons learned will be incorporated into the Knowledge Sharing System


Outcome:

· Go/No Go decision by Lead Reviewer (Center Functional Owner)

· Minutes from ORR

· Issue/Action Log of issues identified during ORR

APPENDIX F: Project Completion Review

Project Completion Review Template

XXX Module

Purpose:

The Project Completion Review (PCR) provides the IFM Program Director and Agency Functional Owner with the assurance that the implemented module is performing as expected and that all necessary support requirements are in place and functioning properly.  At the conclusion of the Project Completion Review, the module will be considered fully operational.  All post-implementation operational support will be provided by the IFMP Competency Center, potentially augmented with Module Project staff, and any functional planning required will be accomplished by the Agency Process Team, which will remain as a functioning body.  The Module Project Manager recommends when the transfer of responsibilities should occur (triggering the Project Completion Review), the Agency Functional Owner concurs, and the IFM Program Director has final approval authority.

Participants:

Review Team:

Lead Reviewer: IFM Program Director – Approves/disapproves recommendation to transfer module responsibilities to Competency Center and Integration Project Office and represents the IFM Program
Agency Functional Owner – Concurs/non-concurs with recommendation to transfer module responsibilities to Competency Center and Integration Project Office and provides assistance to the IFM Program Director

Integration Project Manager – Provides assistance to IFM Program Director and Agency Functional Owner on technical issues

IFM Change Management Lead – Provides assistance to the IFM Program Director and Agency Functional Owner on change issues

Presenter Team:

Module Project Manager

Competency Center Manager

PCR Checklist:

	No.
	Review Item
	Evaluation Criteria

	1
	Review results of Stabilization Period 
	· All Centers operating within acceptable operational parameters

	2
	Help Desk Metrics
	· Review Help Desk metrics and identify trends or patterns that indicate problems

· ODIN and/or ITPOC (where ODIN does not provide support) support is effective in providing any software upgrades/fixes to users

· Review requests for Level III help desk support from vendor

	3
	Competency Center
	· Review Competency Center staffing 

· Review Service Level Agreements and identify any needed changes

	4
	Configuration Management
	· All documentation is under configuration control

· Functional Owner has assigned responsibility for the functional Configuration Control Board (CCB)

	5
	System Enhancements
	· Any identified enhancements are documented and plans are made for implementation

· Functional Owner has agreed to pay for approved enhancements

	6
	Commitment to Key Drivers
	· Minimum success criteria have been achieved or acceptable progress made with a plan for achievement 

· Plan for continuing  performance measurement is established

· Change Management activities continue to be implemented

· Follow-up training is being conducted/planned

	7
	Lessons Learned
	· Document lessons learned that can be used by subsequent Projects/Centers

	8
	Action Items/Issues
	· Discuss any issues or actions that must be resolved


Outcome:

· Approval/disapproval by IFM Program Director to transfer module responsibilities to the Competency Center and IPO

· Minutes from Project Completion Review

· Issue/Action Log of issues identified during Project Completion Review
APPENDIX G: Performance Measurement Review

Performance Measurement Review Template

XXX Module

Purpose:

The Performance Measurement Review (PMR) provides the Agency Functional Owner with the assurance that the implemented module is performing as expected and the extent to which it has met all success criteria established.  The Project may conduct multiple Performance Measurement Reviews.  The review will assess how well each of the functional drivers has been met by comparing current performance metrics with baseline metrics and measuring the change.  The review will also include an assessment of the degree to which the change management performance criteria, which address benefits realization, have been met.  This will be an integral part of defining whether the Project was a success and the results will be reported to the Project Steering Committee and the IFM Program Steering Council.

Participants:

Review Team:

Lead Reviewer: Agency Functional Owner – Approves/disapproves performance measurement results or requires additional measurement

IFM Program Director – Provides advice and assistance to the Agency Functional Owner and represents the IFM Program

Module Project Manager – Provides advice and assistance to the Agency Functional Owner

Integration Project Manager – Provides advice and assistance to Agency Functional Owner on technical and integration issues

IFM Change Management Lead – Provides advice and assistance to the Agency Functional Owner on change issues

Presenter Team:

Competency Center Manager

Agency Process Team Lead

PMR Checklist:

	No.
	Review Item
	Evaluation Criteria

	1
	Review Functional Drivers, performance measures, success criteria and progress indicators for benefits realization
	· Review each functional driver, performance measure, success criteria, and progress indicators for benefits realization

	2
	Review Baseline Performance Measures
	· Review baseline data collected that maps back to functional drivers and success criteria

	3
	Review Current Performance Measures
	· Review current data collected that maps against baseline performance measures and success criteria

· Review the changes between the baseline performance measures and the current performance measures 

	4
	Lessons Learned
	· Document lessons learned that can be used by subsequent Projects/Centers

	5
	Action Items/Issues
	· Discuss any issues or actions that must be resolved


Outcome:

· Minutes from Performance Measurement Review

· Issue/Action Log of issues identified during Performance Measurement Review.
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