




PROJECT REVIEW POLICY
Policy Number: 


Issue Date: 
Effective Date: Immediate


1. Purpose 
 
The purpose of this policy is to establish the requirements governing the review of IT development projects.  The goal of the project review is to identify and mitigate problems with large projects as early in the project as possible to minimize their impact.  The project review policy establishes a common project reporting format, ensures that change control mechanisms are in place and are being followed, and ensures that project overruns are identified and addressed early.  This policy also requires independent verification and validation for large IT development projects.

2. Revision History

	Revision Date
	Revision Number
	Change Made 
	Reviser

	1-Mar-2011
	01
	Draft
	W. Pierce

	
	
	
	



3. Persons, Groups, Systems Affected

All agencies within the executive branch of Indiana state government

All IT development projects for the above agencies   

4. Definitions

4.1	Independent Verification and Validation (IV&V) – A completely independent entity evaluates the work products generated or processes performed by a team that is designing, developing or implementing an IT project.   

4.2	IT Development Project – A project in which one or more information technology products (e.g., applications, systems) are created or enhanced.

4.3	Validation – the process of examining a product to determine conformity with the users’ needs.  Products are validated.

4.4	Verification – the process of examining a given activity to determine if it will consistently produce the required product.  Processes are verified.

5. Policy

5.1	Large IT Development Projects

All projects with $10,000,000 or more in IT development services or longer than 12 months in duration must have an IV&V conducted by IOT or an independent 3rd party.  This will include a review of the documented detailed business requirements that will be used in the bid for a new application or an upgrade of an existing application.  This review will ensure the accuracy of the bid to mitigate flawed business requirements in the proposal bid request resulting in costly amendments after engagement begins.  The Project also will be required to engage with IOT or a separate 3rd party vendor to employ metrics with weekly updates through project completion in order to provide visibility to all parties on project status and issues.  The IV&V may also include:
· Verifying the process for reporting project status
· Verifying the process for stakeholder communication
· Verifying the testing process
· Verifying the quality control process
· Verifying the change control process
· Validating the commitment of the major stakeholders
· Validating the business and technical requirements
· Validating the project plan
· Validating the staffing plan
· Validating the time and cost estimate
· Validating the risk analysis and mitigation strategies
· Validating the communication plan validation
· Validating recommendations made by the (contractor) project manager
· Validating the test scripts
· Validating the post-completion project review
· Recommending changes to the project direction

5.2	Other IT Development Projects

All projects that have $1,000,000 or more in IT development services will be reviewed at least quarterly.  Other mission-critical projects may be voluntarily reviewed using this process.  The review will be conducted by a team designated by the chief information officer and the agency head.  It is the responsibility of the contractor project manager and the agency project sponsor to prepare and present the project status information.  The project status will be presented in person unless otherwise agreed to by all parties.  The project goals, project scope, schedule status, budget status, target delivery, accomplishments since last update, activities in progress, management alerts, risk and mitigation strategies, high level project plan, high level budget update and final deliverables status will be included in the review (see attached template).







After the review, each project component being reviewed will receive one of the following:

[image: Green Light]  Green - The project is expected to be completed on time and within cost.

[image: Yellow Light]  Yellow - Issues are identified that have impacted or will impact the project cost or schedule and corrective actions are identified and planned.  Any yellow flags will be reported to the agency head and the chief information officer.

[image: Red Light] Red	Issues are identified that have impacted or will impact the project cost or schedule and no corrective actions are identified or planned.  Any red flags will be reported to the agency head and the chief information officer to determine if the project will continue.  If it will, then the agency sponsor and the contractor project manager must submit a corrective action plan within 30 days (the next review).  The project will be reviewed monthly until red flags are corrected.

5.3	Common Project Reporting Format

To effectively review multiple projects across multiple agencies, it is necessary to have a common format for reporting the status of projects.  The work plan needs to be maintained in MS Project.

At the beginning of the project, a baseline of the project plan will be created.  Project plan reports will include the original baseline as well as the current start and finish dates and the percentage completed for the activities.  The Tracking Gantt view of MS Project accomplishes this.  Changes to the baseline must be justified and approved by the agency as part of the formal change control process.

A staffing plan will need to be reported.  The staffing plan will show the number of hours for every resource used or projected to be used by month during the duration of the project.

Budget information also will need to be reported.  This includes the initial baseline budget as well as the earned value analysis as the project progresses.  Any changes to the budget must be reported and approved as appropriate.  A contract amendment may be required if the total cost of the project is increased.
   
An issue log must be maintained.  All issues that can impact the cost, time or resources required for the project need to be on the issue log.  The date opened, the person responsible, the resolution, and the date closed also must be included.

5.2	Standards for Project Work Plan

The project work plan must include all the resources involved in the project, both State and contractor.  Typically contractors are responsible for project management and the project deliverables (e.g., requirements definitions, design documents, coded and tested modules, system implementation).  The State usually provides the business information in the form of subject matter experts and is responsible for acceptance testing and approval.  

For large projects, the project plan may need to be divided into sub-projects.  The lowest level project plan must contain activities that are no more than two weeks in duration.  Percent complete is defined as the ratio of the number of hours of work already completed on the task or activity and the current total number of hours estimated for the activity (hours spent plus hours to complete).  At least one milestone needs to be produced every six months.

5.3	Change Control
As soon as it can be determined that there will be a change to the project scope, cost or schedule, a change control must be approved.  The change control must describe the requested change, the reason for the change, any alternatives, and the impact on the scope, cost and schedule.  The project sponsor in the agency and the contractor must approve the change control.  Any change control that increases the cost or schedule of the project will require a contract amendment to be prepared and approved by all the contract signatories.

5.4	Post-Completion Project Review
The review team will hold a post-completion project review within three months of the project end.  This will describe what went well, what did not go well and the lessons learned.  The PMO will publish the post-completion project review.

6. Responsibilities 

6.1	IOT and IDOA will establish a pool of contractors through a competitive solicitation to conduct an independent validation and verification (IV&V) for large IT development projects.

6.2	The chief information officer must approve all waivers of the IOT Project Review Policy.  

6.3	For all IT development RFPs over $1,000,000 in services, the agency will include a requirement for the respondent to describe their project management methodology to ensure that it conforms to this policy.

6.4	For all IT development contracts over $1,000,000 in services, the agency will include language that requires contractors to conform to the Project Review Policy.
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