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Document Management – Purpose …

the objective of this document is to provide a framework for defining, developing, and maintaining project documentation

objectives

scope

•
Demonstrate the need for a documentation framework

•
Identify the various types of documentation including the purpose and content of the documentation

•
 Suggest who should have responsibility for creating and maintaining the documentation

•
Discuss documentation priorities and dependencies in relation to the overall project schedule

•
Provide guidance for managing the documentation process

•
Addresses minimum/basic documentation requirements – specific Module Projects may need to be adjusted to reflect implementor's methodology

•
Designed for an Enterprise-wide system implementation project that impacts agency-wide functions – a subset of these guidelines may be more appropriate for smaller, less integrated projects

Document Management – Benefits …

documentation management is needed to guide, support, and manage documentation efforts

BENEFITS
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•
Aligns deliverables with project phase activities

•
Describes the components of each document

•
Sets format and content standards





•
Functions as a tool for project team use so they may focus on content vs. format

•
Contributes to the benchmarking resource library

•
Facilities easy access and readability of information impacting cross-functional teams




•
Helps communicate deliverable milestones

•
Defines a process for managing program and project documentation

•
Enables project leads to assess progress against schedule

•
Helps ensure deliverable quality

•
Assists in defining required resources

Document Management – Project Documentation Requirements …

each project activity phase generates a key set of documentation deliverables That will translate to milestones in the project schedule. For small projects, not all documentation will be required. the applicable documentation for the project will be defined in Project framework agreement.

Deliverable by Life-Cycle Phase







•
Preliminary Project Plan

•
Project Plan

•
Scope Document

•
Business Case 

•
Framework Agreement

•
Acquisition Plan

•
Integration Project Agreement

•
Configuration Control Board (CCB) Charter

•
Issue Resolution Plan

•
Risk Management Plan

•
Communications Plan

•
Change Management Plan

•
Quality Assurance Plan

•
Project Schedule

•
Requirements

•
Implementation Plan

•
Acquisition Documents

•
Software Gap Analysis
•
Configuration Definitions

•
Interface Definition Agreement

•
Extensions/ Enhancement/Bolt-on Design Specifications

•
Report Criteria

•
Architecture Test Plan

•
Architecture Test Results

•
Agency Solution Test Plan

•
Agency Solution Test Results

•
Detailed Technical Architecture

•
Data Conversion Strategy

•
Security Plan

•
Training Plan

•
Update Benchmark Resource Library

•
Update Implementation Plan

•
Update Business Case
•
Integration Test Plan

•
Integration Test Results

•
Performance Test Plan

•
Performance Test Results

•
Acceptance Test Plan 

•
Acceptance Test Results

•
Data Conversion Plan

•
Transition Plan

•
Operations Plan

•
Update Benchmark Resource Library

•
Update Implementation Plan

•
Update Business Case


•
Center Plans 

· Update Integration Test Plan
· Develop Acceptance Test Plan
· Develop Data Conversion Plan
· Develop Transition Plan
· Update Operations Plan
•
Update Benchmark Resource Library

•
Update Business Case 




Document Management – Project Level Requirements – Components and Accountability …

the defined deliverables have multiple components with applicability and accountability at either the module project or integration project level

Deliverable Profile 

Deliverable
Key Deliverable Components
Primary Level of  Accountability 
Required Approvals

Acceptance Test Plan
•
Test Approach

•
Test Scripts and Scenarios

•
Expected Test Results

•
Success Criteria


Module Project
Project Manager

Acquisition Documents
•
Work to be Performed

•
Deliverables to be Provided

•
Schedules

•
Rewards/Incentives/Penalties
Module Project and Integration Project
Source Selection Official

Acquisition Plan
•
Acquisition Approach 

•
Evaluation Criteria

•
Define Source Selection Official
Module Project
Software: Program Director and Steering Committee

Implementation Services: Lead Center

Agency Solution Test Plans (includes configurations, interfaces, etc.)
•
Test Approach

•
Test Scripts and Scenarios

•
Test Results
Agency Process Team, Module Project and Integration Project
Project Manager and Steering Committee

Architecture Test Plan
•
Security

•
Data Center Components

•
Distributed Elements

•
Network Elements
Integration Project
Integration Steering Committee

Benchmark Resource Library Updates
•
Successes

•
Challenges

•
Lessons Learned
Module Project  and Program Director
Project Manager and Program Director

Document Management – Project Level Requirements – Components and Accountability …

Deliverable Profile 

Deliverable
Key Deliverable Components
Primary Level of  Accountability 
Required Approvals

Business Case
•
Case for Change

•
Alternative Solutions

•
Cost Estimate
•
Recommendations
Module Project
Program Director and Steering Committee



Center Plans


•
Update Integration Test Plan

•  Develop Acceptance Test Plan

•
Update Operations Plan

•
Develop Data Conversion Plan

•
Develop Transition Plan
Center Manager


Center Management and Project Manager

Change Management Plan
•
Change Management Strategy

•
Roles and Responsibilities
Module Project
Program Director

Communications Plan
•
Communications Strategy

•
Roles and Responsibilities

•
Proposed Communication Release Dates
Module Project
Program Director

Configuration Control Board (CCB) Charter
•
Roles and Responsibilities

•
Purpose
Module Project
Steering Committee

Configuration Definitions
•
Documentation of configuration setups
Module Project
Project Manager

Data Conversion Plan
•
Data File List

•
Mapping Schema

•
Sequencing Map

•
Schedule

•
Recovery Approach
Module Project with support from Integration Project
Project Manager

Data Conversion Strategy
•
Criteria


Module Project with support from Integration Project
Steering Committee

Document Management – Project Level Requirements – Components and Accountability …

Deliverable Profile 

Deliverable
Key Deliverable Components
Primary Level of  Accountability 
Required Approvals

Detailed Technical Architecture
•
Hardware/Software Architecture

•
Integration Architecture

•
Development/Test/Operational Platforms
Integration Project and Module Project
Project Managers

Extensions/Enhancements/Bolt-ons Design Specifications
•
Enhancement Specifications

•
Extension Specifications

•
Bolt-On Specifications

•
Report Specifications
Module Project with support from Integration Project
Project Manager

Framework Agreement
•
Definition of required deliverables for the Project
Module Project and Integration Project
Program Director

Integration Project Agreement
•
Scope of Integration Project responsibilities

•
Module Project responsibilities for communication and working with the Integration Project
Integration Project and Module Project
Program Director

Integration Test Plan

(Interfaces, Enhancements, Extensions, Bolt-ons, Performance)
•
Scope

•
Roles and Responsibilities

•
High level schedules

•
Test Scenarios

•
Tracking/Reporting Program

•
Success Criteria
Module Project,  Integration Project and Agency Process Team
Project Managers

Interface Definition Agreements
•
Interface Definitions

•
Interface Sign-off

•
Interface Requirements

•
Touch Points
Integration Project, Module Project and Interfacing System Owner
Project Managers and Interfacing System Owner

Document Management – Project Level Requirements – Components and Accountability …

Deliverable Profile 

Deliverable
Key Deliverable Components
Primary Level of  Accountability 
Required Approvals

Issue Resolution Plan
•
Issue Tracking Strategy

•
Roles and Responsibilities
Module Project
Steering Committee and Program Director

Operations Plan
•
Data Center Operations

•
User Support Infrastructure

•
Application Management

•
Business Operations
Integration Project and Module Project
Steering Committee, Center Director and Program Director

Performance Test Plan
•
Performance Requirements

•
Test objectives

•
Test Methodology

•
Roles and responsibilities

•
High level schedule

•
Test scripts
Integration Project and Module Project
Project Managers

Project Plan
•
NPG 7120.5A Components and other deliverables
Module Project 
Lead Center for Module Project and Program Director

Project Schedules
•
Schedule Management 

•
Activities, Timelines, Resources, Milestones, and Status
Module Project and Integration Project
Program Director

Quality Assurance Plan
•
Review Process

•
Quality Criteria
Module Project 
Program Director

Report Criteria
•
Report Identification

•
Source of Report Production

•
New Report Designs
Module Project and Integration Project
Project Manager

Requirement Definitions
•
Functional Requirements

•
Integration Requirements

•
Technical Requirements
Module Project and Integration Project
Steering Committee

Document Management – Project Level Requirements – Components and Accountability …

Deliverable Profile

Deliverable
Key Deliverable Components
Primary Level of  Accountability 
Required Approvals

Risk Management Plan
•
Risk Management Overview

•
Roles and Responsibilities

•
Risk Management Procedures
Module Project and Integration Project
Program Director

Scope Document
•
Defines program expectations of the project

•
High level requirements

•
In scope items

•
Out of scope items

•
Agency Process Team Structure
Program 
Steering Committee and Program Director

Security Plan
•
Security Controls

•
User Profiles

•
Security Architecture

•
Internal Controls
Module Project and Integration Project
Project Manager

Software Gap Analysis
•
Identified Gaps

•
Planned resolution
Module Project
Steering Committee

Training Plan
•
Approach

•
Facilities/Logistics

•
Student Population and Profile

•
Training Schedule
Module Project
Steering Committee

Transition Plan
•
Transition Strategy

•
Support Roles and Responsibilities

•
System Shut-Down Schedule
Module Project and Integration Project
Steering Committee

 Document Management – Program Level Requirements…

IN ADDITION, THERE IS A SET OF PROGRAM LEVEL DOCUMENTATION that is the primary responsibility of the program office

Key Program Level Documentation

Document
key DOCUMENT COMPONENT

Program Frameworks


•
Building Commitment

•
Communications Framework

•
Benchmark Resource Library 

•
Training 

•
Agency Design Phase Requirements 

•
Risk Management 

•
Requirements Management 

•
Integration Tools and Standards

•
Configuration Management 

•
Document Management

•
Operations 

•
Integration Role in Pilot 

 •
Standard WBS and Scheduling

•
Test Planning  

•
Business Objectives Metrics

•
Resource and Schedule Management 

•
Quality Assurance (formerly Independent Assessment Process and Points of Application) 



Document Management – Program Level Requirements …

IN ADDITION, THERE IS A SET OF PROGRAM LEVEL DOCUMENTATION … (continued)

Key Program Level Documentation

Document
key DOCUMENT COMPONENT

Program Plan
•
Program Objectives

•
Program Schedule

•
Program Requirements

•
Program Resources

Configuration Management Plan
•
Configuration Management (CM) Process

•
Definition of Configurable Documents

•
Program level CCB Structure

•
Roles and Responsibilities

•
Addendum for each Project CCB Charter

Program Schedule
•
Integrated Program Tasks

•
Program Timelines

•
Resources

Requirements Management Plan
•
Requirements Definition Standards

•
Review Process

•
Control Process

Program Commitment Agreement
•
Technical Commitment

•
Schedule Commitment

•
Cost Commitment

•
Addenda for each Module Project

Risk Management Plan
•
Risks

•
Mitigation Plan

Integration Architecture Plan
•
Business Architecture

•
Application Architecture

•
Technical Architecture

Document Management – Controlled Documents …

foundation documents will need to be baselined and controlled through Program configuration management 

           Documents Controlled By Program Configuration Management Process

Document Management – Controlled Document Process …

controlled documents and documents requiring approval will follow a structured process




Document Management – Non-Controlled Document Process …

non-controlled documentation will be managed at the discretion of the project team – however some basic guidelines will be applied

•
A Project level Web-Site will be developed as the repository for all non-controlled documents 

–
Logical directories will be developed, e.g., Frameworks, Plans, Module Project Documentation 

–
A document identification schema will be defined, e.g.,

••
Draft documents will be identified by a 10 character name, "D" for draft, and a date, e.g., "MM-DD"

••
The "D" will be replaced by a version number

–
Write privileges will be provided to authors only; read privileges to all team members

–
A document index will be provided on the web-site

–
One or two team members will physically post documents to the repository

•
Project document standards can conform to the Lead Center guidelines as long as they are within the Program Guidelines.

•
NASA guidelines and documentation best practices will be applied

Document Management – Next Steps …

in moving forward, the program will address several next step activities

KEY NEXT STEPS

•
Work with the Change Management team to further define a virtual office concept

•
Module Projects will create document templates as the documentation is needed
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PHASE 4 


AGENCY ROLLOUT





PHASE 2


AGENCY DESIGN








PHASE 1


PROJECT FORMULATION





PHASE 3


PILOT CENTER IMPLEMENTATION
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Administrator Posted
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*This does not depict the CM process, it represents the handoff to the CM process








•	Scope Document


•	Business Case


•	Program/Project Plans


•	Program Commitment Agreement


•	Business Architecture


•	Technical Architecture


•	Requirements


•	Configuration Definition


•	Framework Documents


•  Integration Project Agreements


•	Operations Plan


•	Design Specifications


•	Change Management Plan


•	User Documentation (User Training and Procedures)


•	Contract Deliverables (TBD)
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Revisions Received by �Author





Document Is Submitted for Approval





Draft





Web Site 





•	Work in Progress


•	Defined Directories


•	Read Access to All Team Members


•	Limited Write Access


•	Follow non-configuration procedures and naming standards until CM controlled











Document Is Submitted to CM*





Final





CM Repository





Document Requested from CM





Web Site





Project/Program Team Creates/Validates Document





Project/Program Team Updates/Validates Document





•	Baseline Document


•	Limited Read Access


•	Restricted Write Privileges


•	Rational Tool








Document Creation





Document Update
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