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Letter from the Acting Chief Operating Officer

Federal Student Aid Project Managers and Project Stakeholders,
Last fall, when Federal Student Aid released its Five-Year Strategic Plan, FY 2011-15, we renewed our commitment to serving our customers, students and families, by striving for operational excellence.  Since that time, our organization has been working to implement the different tactics to meet our goals outlined in the Strategic Plan.  
The keys to achieving these strategic goals are to ensure that Federal Student Aid aligns our priorities with the investments we make in our systems and processes, develop solutions in an effective and efficient manner, all while taking a responsible and reasonable approach to managing risk.  An integral part of risk management within our project execution is ensuring that Federal Student Aid implements and adheres to a common enterprise methodology for managing, tracking, and governing projects with an IT component.
Last year, Federal Student Aid implemented the Project Management Toolkit, establishing the overall framework by which all funded projects are to be delivered. Project Managers can tailor this framework to ensure effective and reasonable process requirements for project delivery.
Today, Federal Student Aid is taking further steps to ensure more effective and responsible management of projects by implementing the Lifecycle Management Methodology, or “LMM.”  Effective immediately, all projects with an IT component are expected to adhere to the applicable elements and requirements of the Lifecycle Management Methodology. As a resource for any project with an IT component, the LMM adds and builds upon the standard project delivery methodology with guidance, processes, and tools that ensure appropriate and timely technology resource management throughout the project lifecycle.  By having this support at logical points throughout the project, project teams can benefit from timely and effective engagement of appropriate technical resources, increasing the likelihood of avoiding unnecessary risk, costly delays, and duplications of work.
The added guidance, support, and tools that LMM brings to IT projects align with our strategic goals.  I am proud to introduce the LMM and encourage you to review these methods.  Together, we will work to implement these tools and processes to manage our projects that ultimately serve our customers, students and families.  Thank you in advance for supporting the implementation of LMM. If you have any questions regarding LMM requirements or applicability to your project, please feel free to contact Mike Rockis at mike.rockis@ed.gov or Carole Kuriatnikova at carole.kuriatnikova@ed.gov 
James Runcie
Acting Chief Operating Officer

Federal Student Aid
(Email dated June 22, 2011)

Executive Summary

The purpose of this document is to describe Lifecycle Management Methodology (LMM) governance as represented by Stage Gate Review Processes for Integrated Project Teams (IPTs).  The LMM is Federal Student Aid’s (FSA’s) project delivery and governance methodology for all Information Technology (IT) projects.  While LMM governance is required for all projects, IPTs can tailor LMM to fit the project’s unique risks and System Development Lifecycle (SDLC).   IPTs and/or contractors are expected to provide traceability between the LMM and the SDLC that is used for any development project.  

LMM’s approach to solution delivery consists of seven project stages.  Depending on the size, scope and complexity of the project, some stages may be conducted iteratively.  Using this method offers an advantage over the single-release approach.   By incorporating the results of multiple, smaller build and test iterations, it is possible to expedite new functionality into the production environment.  Involving the customer throughout the iterations of the lifecycle while encouraging feedback throughout development will enable the IPT to take advantage of lessons learned collected during each stage. 
Stage Gates are project control processes inserted throughout the development lifecycle to ensure the project is ultimately successful.  A project is ready to move to the next stage when the IPT, SMEs, Stage Gate Review Bodies, Steering Committees and/or governing authorities are satisfied that the investment, will add planned value to the mission as stated in the business case, technical flaws have been avoided, identified risks have been mitigated or accepted, the system will perform as planned and the system complies with regulations and standards.  
Section 1. Introduction

1.1
Scope
The LMM is FSA’s documented process for management of all new IT projects.  A project must:

· Be a planned endeavor with defined start and end points having the goal of creating a unique product or service; 

· Be a unique product or service and have an IT component, as defined by the Clinger-Cohen Act of 1996, section 5002;

· Have approval by FSA’s Investment Review Board or Operating Committee; and

· Have funding OR have committed FSA resources in the way of staff hours or FSA Information Technology Infrastructure.

The LMM consists of the following:

· A project management component; 

· A technology management component; and

· An acquisitions component, when an acquisition is required. 

The LMM applies to all FSA employees and contractors engaged in the development, acquisition, implementation, maintenance and disposal of IT solutions within FSA regardless of cost, complexity and time constraints.   Nothing in this methodology is meant to excuse or exempt contractors from satisfying all contract requirements.   This document provides an overview of LMM governance activities including Management and Technical Review Stage Gates.
During development, projects must complete a series of activities and deliverables for each stage.  The deliverables, called artifacts, are examined to determine whether or not the project is ready to pass from one stage to the next.  The process used to examine the progress and make a recommendation is called the Stage Gate Review.  This Stage Gate is intended to assist the IPT in validating project risks have been mitigated or accepted, deliverables have been completed and deemed acceptable, and the objectives outlined in Section 4 of this document have been met.    Findings are summarized and incorporated into the Stage Gate Review Package that is provided to the Review Body or Board.  The IPT is authorized to pass from one stage to another when activities from a stage have been deemed sufficient for continuation or when a determination is made to accept the identified risks.

Stage Gate Reviews are completed to determine if a project is ready to proceed from one stage to the next.  The IRB will be responsible for the Stage Gate Executive Decision in the case of a Management Review Stage Gate.  The ERB will be responsible for the Stage Gate Executive Decision for Technical Review Stage Gates 1A and 1B, (Preliminary and Detailed Design Reviews) and for additional Technical Review Stage Gates as requested.  Technical Review Stage Gates 2 (Test Readiness Review), 3 (Requirements Review), 4 (Production Readiness Review), and 5 (Retirement and Disposal) are completed by Technical Review Stage Gate Review Bodies.  The composition and executive decision for the Technical Review Stage Gate Review Body are outlined in Section 4, Detailed Stage Gate Review IPT Guidance.  

Additional details regarding LMM are contained in the Lifecycle Management Methodology, version 1.0, dated July 29, 2011 and the Lifecycle Management Methodology Tailoring Process, version 1.7, dated July 20, 2011.
1.2
Intended Audience

 The table below identifies the target users of the LMM Stage Gate Review Process Description and the sections of the document most relevant for each user type.

Table 1‑1: Intended Audience and Document Uses

	Audience
	Uses

	Integrated Project Team (IPT)
	Provides an introduction in Section 1.  Roles, responsibilities and resources are described in Section 2.  Section 3 provides governance process, description and structure information and Section 4 provides specific guidance for each Stage Gate.

	Subject Matter Experts (SME)
· Enterprise Architecture

· Configuration  Management

· Design

· Infrastructure

· Project Management

· Quality Assurance
· Requirements

· Security

· Testing
	Provides guidance on SME roles and responsibilities in Section 2 and an overview of Stage Gates in Section 3.  

	Stage Gate Review Process Owner
	Provides guidance on Stage Gate roles and responsibilities in Section 2 and an overview of Stage Gates in Section 3.

	Tailoring Team
	Provides guidance on Stage Gate roles and responsibilities in Section 2 and an overview of Stage Gates in Section 3.

	Steering Committee
	Provides guidance on Stage Gate roles and responsibilities in Section 2 and an overview of Stage Gates in Section 3.

	Technical Review Stage Gate Review Body
	Provides an introduction in Section 1.  Roles, responsibilities and resources are described in Section 2.  Section 3 provides governance process, description and structure information and Section 4 provides specific guidance for each Stage Gate.

	Engineering Review Board (ERB)
	Provides an introduction in Section 1.  Roles, responsibilities and resources are described in Section 2.  Section 3 provides governance process, description and structure information and Section 4 provides specific guidance for each Stage Gate including Technical Review Stage Gates 1A and 1B.

	Investment Review Board (IRB)
	Provides an introduction in Section 1.  Roles, responsibilities and resources are described in Section 2.  Section 3 provides governance process, description and structure information and Section 4 provides specific guidance for Management Review Stage Gates 1, 2 and 3.

	Lifecycle Management Methodology (LMM)  Integrated Project Team (IPT) / LMM Team
	Provides an introduction in Section 1.  Roles, responsibilities and resources are described in Section 2.  Section 3 provides governance process, description and structure information and Section 4 provides specific guidance for each Stage Gate.


1.3
Document Organization

This document comprises the following sections.
Executive Summary - Provides a high-level description of the document's purpose, scope and intended use.

Section 1 – Introduction:  Provides a detailed description of the document's purpose and scope, intended audience, as well as reference information.

Section 2 –Roles, Responsibilities and Resources:  Provides stakeholder roles and responsibilities and lists LMM references and guidance documents.
Section 3 – LMM Governance Process, Description and Structure:  Provides an overview of the governance processes for management and Technical Review Stage Gates including process flows, description, purpose, decisions and outcomes.
Section 4 – Stage Gate IPT Guidance:  Provides Stage Gate objectives, methods, process inputs, who attends, process outputs, who approves and quality standards or references for each Stage Gate.
Appendix A:   Acronyms and Abbreviations
Appendix B:  Glossary
Appendix C:  Stage Gate Packages
Appendix D:  LMM Overview
Appendix E:  Artifacts 
Appendix F:  Stage Gate Decision Sign-Off Memorandum 
1.4
Authorization and Foundation

LMM supports Federal and Department regulations and policies.  LMM’s methods and processes incorporate the best practices as defined in the United States Chief Information Officer’s 25 Point Implementation Plan to Reform Federal Information Technology Management. The LMM also incorporates many industry best practices and seeks to satisfy Strategic Goal C of the FSA FY2011-2015 Five Year Plan: “Develop efficient processes and effective capabilities that are among the best in the private and public sectors.”

The Department of Education’s (ED’s) Lifecycle Management (LCM) Framework Directive (OCIO:  1-106) dated 12/02/2005 provides a baseline for all solution acquisitions across the Department.  ED’s LCM provides the framework to be used from the beginning stages of Planning through to Retirement.  The LCM allows employees and contractors the flexibility to tailor these standard procedures to meet specific needs.  The LMM is FSA’s response to the Department’s LCM.  It uses the flexibilities built into the LCM to build processes that meet FSA’s needs.

FSA’s Strategic Investments Governance (SIG) Group will own and maintain the LMM; communicate it to the Business Units; and provide support for its implementation.  FSA’s Technology Office (TO) will maintain ownership of the Technical Review Stage Gates and support LMM tailoring efforts working with SIG and the IPT’s.
1.5
References and Related Documents

The following are links to Federal regulations and policies that support the use and implementation of the LMM approach:
1. Clinger-Cohen Act of 1996 (Clinger-Cohen Act)
2. Office of Management and Budget (OMB) Circular A-123
3. OMB Circular A-130
4. U. S. Department of Education Lifecycle Management (LCM) Framework (dated 7/16/2010)
5. U.S. Department of Education, FSA LMM Charter (dated 3/4/2011)

6. FSA LMM Tailoring - Lifecycle Management Methodology (LMM) (dated 7/20/2011)
1.6
Contact Information
The LMM Team can be reached via email at LMM@ed.gov. 
Section 2. Roles, Responsibilities and Resources
 2.1
LMM Stakeholder Roles and Responsibilities

The table below features stakeholders and presents a high-level summary of their roles with regard to the LMM Stage Gates. A detailed description of the roles and responsibilities for each group is located directly after the table.

Table 2‑1: Stakeholder Roles and Responsibilities
	Stakeholders
	Roles and Responsibilities

	Engineering Review Board
	Makes determination as to whether or not a project is fit to pass through Technical Review Stage Gates 1A and B  and high risk projects as determined by the IPT and IT PM.

	Integrated Project Team (IPT) 

  Core Team Composition
· Senior Project Manager
· IT Project Manager
· Business Project Manager

· Contract Officer

  Extended Team Composition
· Business Application  Representative

· Configuration Management

· Design

· Enterprise Architecture

· Infrastructure

· Requirements

· Security

· Subject Matter Experts

· Testing


	A cross-functional team consisting of individuals from the organization who are responsible for delivering a specific product such as software or a system release, and ensure project LMM compliance is planned, scheduled and maintained.
In the context of this document (and FSA generally), the IPT Core Team would include individuals committed to working together on the day-to-day activities of the project. In the case of Tier 1 projects, these individuals may be assigned full time to the project.  This would include a Senior PM, an IT PM from the Technology Office, a Business PM and a Contract Officer.  Normally, the Senior PM coordinates and presents at Management Review Stage Gates and the IT PM coordinates and presents at Technical Review Stage Gates.

The Extended Team would include, but is not limited to, the Core Team, business application representatives, SMEs, security, testing, contractors, programmers and others who are assigned more than 10% of the time to the team.   
The TO QA Team is not included on the Extended Team because they interact with the project at key points throughout the lifecycle but not on a day-to-day basis even though they are involved during all stages of the project.



	Investment Review Board
	Renders go / no-go decision for project at the Management Review Stage Gates.  Has final authority over project funding and disposition. 

	LMM Tailoring Team

· Quality Assurance

· Enterprise Program and Project Management and Oversight (Group)

· Technology Office Project Management Office


	Assists new project teams tailoring LMM compliance expectations based on project size, scope and complexity.  Validate LMM compliance expectations are established early for new project planning, are documented and are updated as the project progresses.  As needed, the SMEs will provide guidance in the development of the LMM Tailoring Plan.

Once the LMM Tailoring Plan is developed, the IPT submits the Plan to the LMM Tailoring Team for review and acceptance.  Changes to the accepted plan should also be submitted to the LMM Tailoring Team using the LMM mailbox at mailto:lmm@ed.gov.

	Lifecycle Management Methodology (LMM)  Integrated Project Team (IPT) / LMM Team
	The LMM IPT developed the methodology.  As the project moves into the operations and maintenance stage, the IPT will be dissolved and the LMM Team will manage FSA’s LMM.

	Operating Committee
	Provides high level guidance and support to the Project Sponsors.

	Project Sponsor
	Ensures project remains in accordance with the objectives of Federal Student Aid, provides support for project among executives and stakeholders and presents investment to IRB.

	Stage Gate Review Process Owner
	Provides expertise in their respective area of knowledge regarding Stage Gate design and objectives.  They are responsible for defining the process and communicating what activities are required to ensure successful progression through the Stage Gate.

	Steering Committee
	Execute detailed review of projects artifacts and overall project status during the three Management Review Stage Gates.  

	Subject Matter Expert (SME) (including but not limited to the following areas of expertise)
· Acquisitions

· Business Analysis/Requirements Management

· Configuration Management

· Enterprise Architecture

· Infrastructure

· Project Management

· Quality Assurance

· Security

· Solution Architecture/Design

· Testing
	Provides expertise in their respective area of knowledge and guidance to IPTs in development of Tailoring Plan with respect to variance, level of detail of the templates, and artifact creation / development. 


	Technical Review Stage Gate Review Body
	Execute detailed review of project artifacts and overall project status during the Technical Review Stage Gates.  


2.1.1 Engineering Review Board  

The Engineering Review Board (ERB) is comprised of FSA Technology Office Executives and Directors that oversee the progress of FSA IT Projects. The ERB is particularly critical to Technical Review Stage Gates 1A and B and serves as the decision making authority for these Stage Gates, for which the ERB receives the stage report / analysis from the Technical Review Stage Gate Review Body and makes a determination as to whether or not the project should continue.  The IT PM working with the IPT may deliver project briefings in cases involving exceptional cost or risk.

2.1.2 Integrated Project Team
A cross-functional team consisting of individuals from the organization who are responsible for delivering a specific product (such as software, a system release, or process improvement) or service (such as a training program or externally hosted system) and ensure project LMM compliance is planned, scheduled and maintained. 
 

PMs, including the Senior PM, the IT PM, the Business PM, and the acquisitions contract officer or specialist, if applicable, collectively form the IPT Core Team. The Core Team is responsible for working together to manage the day-to-day activities of the project.  Members of the Core Team are expected to clearly and unambiguously identify roles and responsibilities for the Core and Extended Teams at the start of the project.  The Senior PM is responsible for coordinating the Management Review Stage Gate activities and briefing on behalf of the IPT at the review.  The IT PM is responsible for working with the Stage Gate Process Owners and the IPT to develop a recommendation for the completion of the review, identifying the composition of the review team, coordinating the Technical Review Stage Gate activities and briefing on behalf of the IPT at the review.
A key role of the IPT is to schedule and coordinate the Stage Gate Reviews.  This role includes ensuring a balanced review occurs using the correct mix of subject matter expertise.  The IPT should consider multiple discussions and meetings, if necessary, in advance of and during the review to clarify issues and facilitate a successful review that concludes with the Stage Gate Meeting.
 

The IPT Extended Team includes the Core Team plus SMEs, security, testing, contractors, programmers and others who are assigned more than 10% of the time to the team who should be involved as early as possible and throughout the project.
IPTs are also expected to work collaboratively and participate in meetings for critical aspects of the LMM process including Tailoring and Stage Gates. 
2.1.3 Investment Review Board
The FSA Investment Review Board (IRB) approves, tracks, and reports on projects within FSA’s project portfolio. The IRB is critical to the LMM because the IRB is the body that has final authority over project funding and disposition. 
2.1.4 
LMM Integrated Project Team (IPT) / LMM Team

The LMM IPT is responsible for developing and implementing the LMM.  The LMM Team is responsible for maintaining the LMM and processes on behalf of the FSA enterprise.

2.1.5
LMM Tailoring Team  

The LMM Tailoring Team consists of representatives from FSA Enterprise Program and Project Management and Oversight Group (ePMO), TO QA Group, and the TO Project Management Office (PMO). The LMM tailoring team will help PMs tailor their specific project to the LMM in a manner that best ensures the success of the project.  As needed, the SMEs will provide guidance in the development of the LMM Tailoring Plan.
2.1.6 Project Sponsor

The Project Sponsor identifies a business need and is ultimately accountable for realizing the Business Case.  The Project Sponsor presents at the FSA IRB and provides support for the project among executives and stakeholders.  This position identifies Business and Technical leads to develop a risk profile, define and approve a project charter and establish a Business Case.  The Sponsor also ensures project remains in accordance with FSA objectives.   
2.1.7 Stage Gate Review Process Owner

Provide expertise and support in their respective area of knowledge to the IPTs.  Stage Gate Review Process Owners are also responsible for defining the process and communicating what activities are required to ensure the IPT meets objectives resulting in the successful progression through the Stage Gate.
2.1.8
Steering Committee
The Steering Committee is the review body that performs project assessments at Management Review Stage Gates 1, 2, and 3. This Review Body will be responsible for assuring that all project artifacts submitted by the IPT at the respective Stage Gates are accurate, assess whether or not the project continues to provide value to FSA, and make a recommendation via the Executive Sponsor and the Senior PM to the IRB regarding the future of the project. 

2.1.9 Subject Matter Experts
SMEs are critical to the LMM and the success of FSA Projects.   As part of the LMM initiative, SMEs are process owners for their area of expertise.  While serving in a key advisory role to the enterprise, SMEs are not typically members of the IPT Core or Extended Teams and perform the following:

 

· Provide updated templates, exemplars, and guidance documents according to the Document Configuration Management update process and schedule.  
· Answer questions, and provide expert advice, assessment and guidance to IPTs during preparation for the Tailoring and Stage Gate Reviews.  
· Work with IPTs to schedule reviews so that qualified resources are available.  As a follow up to the Tailoring Meeting and an input to the Stage Gate Review Meetings, PMs may request a SME quality review to validate that artifacts meet minimum expectations and are technically adequate to support the next lifecycle stage.   
· While the LMM ideal state is 100% review, at a minimum, compliance reviews consist of verifying the proper template was used to create a work product; verifying reasonable (based on professional judgment and Project Tier) levels of detail are captured by a work product; and applying a sampling approach to validate work product. 
· May be requested to participate in Tailoring, ERB, IRB or Stage Gate Review meetings.   
· Enter feedback into the Lessons Learned Database.
· Support LMM training by reviewing and commenting on curricula or materials and participating in training delivery.
· Escalate concerns related to unresolved and exceptional risk through the SMEs Director and ERB to the IRB.
2.1.10 Technical Review Stage Gate Review Body
The Technical Review Stage Gate Review Body performs project assessments at Technical Review Stage Gates 2 (Test Readiness Review), 3 (Requirements Review), 4 (Production Readiness Review) and 5 (Retirement and Disposal).  As a part of the assessment, the Technical Review Stage Gate Review Body evaluates risks based on a review of project artifacts submitted by the IPT, determinates whether or not the project is technically sound, and makes a recommendation for continuation into the next stage; for remediation; or in some cases may refer the project to the IRB for assessment, remediation or for termination.  The composition of the body will be different for each Stage Gate depending upon the expertise required.
2.2 LMM References and Guidance Documents

2.2.1 LMM Quickr Page (see https://quickr.ed.gov/lotus/myquickr/LMM )
The Quickr page provides project managers and other LMM stakeholders with a central location providing LMM artifacts (templates, exemplars) and associated guidance documents along with the Subject Matter Expert for each.  This  site also features the FSA Lifecycle Management Methodology, the LMM Tailoring Process Guide, the FSA Work Breakdown Structure, the FSA Master Document Template, and information on the Lessons Learned Database.
The Quickr site content will be moving to the Enterprise Business Collaboration platform in the near future.
2.2.2 Documents
The documents below are appropriate references for the Lifecycle Management Methodology:
· Lifecycle Management Methodology (  see Library - Lifecycle Management Methodology (LMM) - IBM Lotus Quickr  )
· Lifecycle Management Methodology Tailoring Process (see https://quickr.ed.gov/lotus/myquickr/LMM/tailoring )
· FSA WBS Dictionary ( see https://quickr.ed.gov/lotus/myquickr/!ut/p/c0/04_SB8K8xLLM9MSSzPy8xBz9CP3IlFyrlGSTNANjCwMTU8vURGNjM8tk87SU5KTUZANLy-Q0oxT9gmxHRQAIamHF )
Section 3. LMM Governance Process, Description and Structure
The LMM approach to solution development consists of multiple project stages completed iteratively.  Each stage has controls, referred to as Stage Gates.   Stage Gates are critical processes to ensure the technology project is ultimately successful and does not move to the next phase until the IPT, SMEs, Stage Gate Review Bodies, Steering Committees and/or governing authorities are satisfied the investment, when delivered, will add planned value to the mission as stated in the business case, technical flaws have been avoided, identified risks have been mitigated or accepted, the system will perform as planned and the system complies with regulations and standards.   
There are two types of Stage Gates: 
 
· 
Management Review Stage Gate:  Governance review process to minimize project risks and ensure the proper initial Investment, Requirements, and Project Close Out Reviews occur.  The Investment Review ensures projects are only approved to begin if they are supported by a strong business case and support mission critical change.  Requirements Review ensures project development only moves forward after sufficient requirements have been gathered and documented from business owners and future end users.  Project Close Out Review ensures no project is closed without proof of sufficient documentation, and the assurance that all lifecycle development steps and activities have been completed.

 
· Technical Review Stage Gate:  Governance review process to minimize project risks and ensure the proper Design, Testing, Requirements, and Production Readiness and Retirement and Disposal Reviews occur.  These reviews challenge the IPTs to examine project documentation, design and functionality of the solution and ensure the project technical solution is aligned with the enterprise target state vision and architecture and are developed to meet the end user requirements as defined and approved.
During planning, the IPT ensures Stage Gates are included in the project schedule and discussed during the LMM Tailoring Meeting.  In the case of a Management Review Stage Gate, the Senior PM coordinates regularly with the Steering Committee and coordinates scheduling of the Management Review Stage Gate via the FSA IRB mailbox.  In the case of a Technical Review Stage Gate, the IT PM coordinates regularly with the Stage Gate Review Body.  Following the review and in preparation for the actual Stage Gate meeting, the Steering Committee and Stage Gate Review Body share their assessment with the IPT so that the Senior PM’s Stage Gate slides speak to relevant points during the Management Review Stage Gate meeting and so that the IT PM’s Stage Gate slides speak to relevant points during the Technical Review Stage Gate meeting.  When risk mitigation strategies are identified, following completion of remediation activities, the IPT meets again with the same body to obtain approval that the mitigation strategies are acceptable for the project to pass through the Stage Gate.    

While the LMM includes nine Stage Gates, IPTs are not precluded from conducting additional Stage Gates due to the degree of project risk involved.
3.1
Management Review Stage Gate Overview

The sections below describe the Management Review Stage Gate steps, the stakeholders involved, and the required inputs and outputs at each Management Review Stage Gate. 

3.1.1 Management Review Stage Gate Description/Purpose

The high-level goal of the Management Review Stage Gate reviews is to ensure that a proposed or ongoing investment provides substantial value to FSA.  The purpose of these reviews is to periodically analyze a project and determine if it warrants further effort and funding.  The Management Review Stage Gate reviews serve as decision points which must be passed before work on the next stage of a project begins.  Upon completion of the project review, the project’s Steering Committee
 will provide project analyses and recommendations via the Executive Sponsor and Senior PM to the IRB. The IRB serves as the final authority regarding the future of the project.
3.1.2 Management Review Stage Gate Structure

There are three Management Review Stage Gates that take place during the project lifecycle (assuming the project is not terminated at one of the first two Stage Gates).  The Management Review Stage Gates are frontloaded to the early stages of the project lifecycle with the goal of terminating low-potential projects before significant time or money is allocated toward an effort.  The first Management Review Stage Gate review takes place at the end of the Initiative Vision Stage and the second Management Review Stage Gate review takes place at the end of the Definition Stage. Together, these Stage Gate Reviews ensure that the project does not enter the time consuming and expensive development phase unless it truly has merit and the potential to improve FSA’s mission delivery in support of the Strategic Plan.  The third and final Management Review Stage Gate review occurs at the end of the Implementation Stage. Subsequent sections of this document will provide information specific to each Management Review Stage Gate. 
3.1.3
Management Review Stage Gate Process Flows
Figure 3-1, Management Reviews Stage Gates 1, 2 and 3  Process
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Management Reviews Process

Stage Gate Preparation:  The IPT will work with SMEs relevant to the Management Review Stage Gates to develop the artifacts/inputs that are assessed at each of these Stage Gates.   The Senior PM will prepare the Stage Gate Template.
Management Review Stage Gate Meetings:  The IPT meets with the project’s Steering Committee to determine the project’s viability to continue.  The project team should request input from the following areas in preparation for the Management Review Stage Gates:

· Enterprise Program and Project Management and Oversight (ePMO); 

· QA Team (TO);
· Acquisitions Office; and/or

· CFO Representative.

During the Stage Gate meeting, the IPT Senior PM will present a summary of the project effort to date and discuss the stage-gate specific components of the project.

Stage Gate Decision and Outcomes:  The Steering Committee, upon completion of the Stage Gate Review, will assess the project and document its feedback and recommendations. These findings and recommendations will be discussed with the IPT during the Stage Gate Meeting and submitted to the IRB, which serves as the final authority regarding the future of the project.

The IRB can render one of the following three decisions:

· Approve - Approve the continuation of the project as presented. Once approved, the approval decisions and the reasons behind the approval decisions are submitted to the contracting officer for formal documentation and the project can proceed to the next lifecycle stage.

· Recommend Project for Remediation - The IRB determines that the project is not fit to go forward in its current state and requires that the IPT remediate deficiencies. The IPT then develops a remediation plan and remedies the project before resubmitting for the Stage Gate.

· Terminate - The IRB determines that the project is not fit to go forward and elects to discontinue all project activity.  The IRB documents the reasons for the disapproval and communicates to the Senior PM through the Project Sponsor why the project is being terminated.
3.2 Technical Review Stage Gate Overview

The sections below describe the Technical Stage Review Process steps, the stakeholders involved, and Review Body membership. 

3.2.1 Technical Review Stage Gate Description/Purpose

The Technical Stage Gate Review ensures that investments do not suffer from technical flaws that could result in a product that does not meet customer requirements.  The Technical Stage Gate Review also ensures that the investment will perform/operate as defined, as planned and in a manner compliant with Federal regulations and standards. This review serves as a decision points which must be passed before work on the next stage of a project begins.  
The Technical Review Stage Gate review will result in the project being approved to pass to the next stage of development; the project being recommended for remediation; or the project being recommended to the IRB for termination.
· Approved - If approved, the approval decisions and the reasons supporting approval are submitted to the contracting officer for formal documentation to enable the project to proceed to the next lifecycle stage.

· Recommended for Remediation - If Recommended for Remediation, the project is sent back to the IPT to address issues/risks discovered during the Technical Review Stage Gate.  Once the remediation plan is developed and risks are addressed, the project would then be considered again for approval to pass through the Stage Gate.
· Recommended for Termination - If Recommended for Termination, the ERB forwards a termination recommendation via the Chief Information Officer to the IRB. The IRB documents the reasons for the termination, makes the final decision, and communicates to the Senior PM via the Executive Sponsor the reasons for project termination.
3.2.2
Technical Review Stage Gate Structure 

There are six Technical Review Stage Gates that take place during the project lifecycle (assuming the project is not terminated at an earlier Stage Gate). Technical Review Stage Gates 1A, 1B and 2 focus on system design and testing, while Technical Review Stage Gate 3 ensures that the final/complete set of requirements is incorporated successfully into the solution. Technical Review Stage Gate 4 takes the form of a comprehensive Production Readiness Review (PRR). Technical Review Stage Gate 5 is the final Stage Gate and assesses the solution’s readiness to be retired and the organizational impact of retiring the solution.   
Technical Review Stage Gates begin with the preparation and submission of advanced Stage Gate Packages prepared by the IPT and review team.  The Technical Review Stage Gate Review Body reviews the recommendations contained in the Stage Gate Package prior to the actual Stage Gate Meeting.  Following presentations and discussions, decisions are captured in a decision document.  A briefing is given by the Technology Office PM during Technical Review Stage Gates 1A and B involving the ERB.
IPTs are encouraged to identify and resolve project risks at the lowest level possible.  In cases of exceptional risk, the IPT or Stage Gate Review Process Owner may initiate an ERB review through the appropriate ERB member.  This review will enable the ERB to accept the risks or refer the project to the IRB for additional review and possible termination.
3.3.3
Technical Review Stage Gates 1A and 1B – ERB Design Process Flows
Figure 3-2, Technical Reviews Stage Gates 1A and 1B  Process

[image: image3.emf]Technical Stage Gate Process  –Tech Stage 5, Retirement and Disposal
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Design Reviews Process
Stage Gate Preparation:  The IPT will work with SMEs relevant to the specific Stage Gate to develop the artifacts/inputs that are assessed at the Stage Gate. When the SMEs determine that the artifacts/inputs and the associated project activities have been completed adequately, the SMEs will provide the IPT with a stage gate package signifying that the necessary activities and artifacts have been completed and are of good quality. The IPT will then submit the SME stage gate package, LMM Artifacts and completed Stage Gate Presentation to the Stage Gate Review Board. 

Technical Review Stage Gate Meetings – Engineering Reviews:  The IPT will select from existing FSA resources/personnel on an as needed basis, Technical Review Stage Gate Review Body members to review projects for Technical Review Stage Gates 1A and 1B to focus on two fundamental criteria:

· Subject Matter Expertise required for review; and 

· Personnel who are independent from the project being assessed.

The selected Technical Review Stage Gate Review Body members will thoroughly scrutinize and analyze the relevant, project artifacts submitted for review at the Stage Gate before the actual meeting takes place. During the Stage Gate meeting, the IPT will present a summary of the project effort to date, discuss the stage-gate specific components of the project, and address questions posed by the Technical Review Stage Gate Review Body.

Stage Gate Decision and Outcomes:  Upon completion of the Stage Gate Review, the Technical Review Stage Gate Review Body will assess the project and document feedback and recommendations. This analysis will be submitted to the ERB. The ERB will:

· Approve project for continuation into the next stage; 
· Recommend the project for remediation; or in some cases may 
· Refer the project to the IRB.
In cases where the Technical Review Stage Gate Review results are particularly problematic, the ERB may recommend to the IRB via the Chief Information Officer that project activity be discontinued.  Such a termination assessment is made by the IRB and not a part of the Technical Stage Gate Review.
3.3.4
Technical Review Stage Gate 2 – Test Readiness Process Flow

Figure 3-3, Technical Review Stage Gate 2 Process


[image: image4.emf]Technical Stage Gate Process  –Tech Stage Gate 2, Test Readiness Review
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Test Readiness Review Process

Stage Gate Preparation:  The IPT will develop and update artifacts/inputs and complete the work with SMEs relevant to the specific Stage Gate. When the SMEs determine that the artifacts/inputs, and project requirements have been met and activities completed adequately, the Test Lead will provide the IPT with the completed Test Readiness Review Report indicating completion of activities to ensure project risks have been mitigated or accepted. The FSA Test Lead will review the Report and submit it to the Test Readiness Review Body comprised of FSA resources/personnel on an as needed basis.  Review members are selected based on two fundamental criteria:
· Subject Matter Expertise required for review; and 
· Personnel who are independent from the project being assessed.
Technical Review Stage Gate 2 - Test Readiness Review: Technical Review Stage Gate 2 Test Readiness Review Body may include FSA Testing Subject Matter Experts, the project FSA Test Lead, FSA Technical Lead, FSA security experts, and other stakeholders.  Stakeholders from each area responsible for TRR checklist items must attend TRR meetings.   In preparing for this Stage Gate, a Pre-Test Readiness Review is recommended to be completed.  Once the  IPT determines that the artifacts/inputs, and project requirements have been met and activities completed adequately, the IPT Test Manager will provide the Test Readiness Review Report to the Stage Gate Review Body and the Test Readiness Review is conducted.  The Test Readiness Review will always occur but the Technical Review Stage Gate 2 Review Body may not always be involved.  A determination based on project and product risks will be made in cases calling for the Test Readiness Review Board involvement.
Stage Gate Decision & Outcomes:  If the project does not meet requirements, risks requiring remediation will be cited and the IPT will develop a Project Remediation Plan, remediate risks and repeat the Test Readiness Stage Gate.  If required, refer its conclusions and recommendations to the Executive Board (ERB), either based on a pre-review determination that an Executive review is required, or based on significant concerns identified during the review, which warrant the added level of review.  Approval to proceed to the Test Phase is indicated by a determination that the project meets requirements.

3.3.5
Technical Review Stage Gate 3 – Detailed Requirements Process Flow

Figure 3-4, Technical Review Stage Gate 3 Process


[image: image6.emf]Technical Stage Gate Process  –Tech Stage 3, Detailed Requirements Review
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Requirements Review Process 
Stage Gate Preparation:  The IPT may consult with FSA SMEs regarding requirements management expectations and requirements artifacts at any time during Stage Gate Review preparation.  

Prepare for Stage Gate:  The IPT initiates working with FSA representatives for the Requirements Stage Gate Review Body to plan the Stage Gate activities based on: 
· The LMM Tailoring Plan for the project; 
· Product risks as initially defined for the project; and 

· Product risks based on project progress and status to date.  
 If due to the complexity or risks associated with a project, a Technical Detailed Requirements Stage Gate is scheduled; review members are selected based on two fundamental criteria:
· Subject Matter Expertise required for review; and 

· Personnel who are independent from the project being assessed.
The IPT compiles and submits all requisite documentation.  Requirements Technical State Gate SMEs assess IPT inputs, obtain clarification whenever necessary and document their conclusions and feedback.  
Technical Review Stage Gate Meeting(s) – Requirements Review:  The Technical Review Stage Gate Review Body assembles to conduct a formal assessment of the project.  The Body may assemble with or without IPT representatives present, but does meet with the IPT at least once to discuss findings.  The IPT is offered the opportunity to present project status and artifacts to the Body and the SMEs present their conclusions based on their assessment.  The Body assesses risks associated with project status, discusses lessons learned and risk mitigation options with the IPT, and makes a determination. 

Stage Gate Decision and Outcomes:  Upon completing its assessment, the Technical Review Stage Gate Review Body may:
· Refer its conclusions and recommendations to the Executive Board (either IRB or ERB), either based on a pre-review determination that an Executive review is required, or based on significant concerns identified during the review, which warrant the added level of review; 
· Approve the project for continuation into the next stage outright; 

· Recommend the project for remediation; or 
· Refer the project to the IRB, in the event the Technical Review Stage Gate Body recommends project termination.
3.3.6 Technical Review Stage Gate 4 – Production Readiness Process Flow
Figure 3-5, Technical Review Stage Gate 4 Process


[image: image7.emf]Technical Stage Gate Process  –Tech Stage Gate 4, Production Readiness Review
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Production Readiness Review Process
Stage Gate Preparation:  The IPT will work with SMEs relevant to the specific Stage Gate to develop the artifacts/inputs that are assessed at the Stage Gate. When the SMEs determine that the artifacts/inputs and the associated project activities have been completed adequately, the SMEs will provide the IPT with feedback signifying that the necessary activities and artifacts have been completed and are of good quality. The IPT will then submit the LMM Artifacts and Stage Gate Presentation to the Stage Gate Review Body. 

Technical Review Stage Gate 4 Meeting – Production Readiness Review (PRR):  For Technical Review Stage Gate 4 – Production Readiness Review, the Technical Review Stage Gate Review Body is composed of FSA PRR Team personnel. The Review Body will assess all relevant documentation and project activities to date in order to analyze the solution’s preparedness to go live.

Stage Gate Decision and Outcomes:  Upon completion of the Stage Gate Review, the Technical Review Stage Gate Review Body will assess the project and document feedback and recommendations. This analysis will be submitted to the PRR Executive. The PRR Executive will render one of two decisions:

· Approve project for deployment and continuation into the next stage; or

· Recommend the project for remediation.

3.3.7
Technical Review Stage Gate 5 – Retirement and Disposal Process Flow
Figure 3-6, Technical Review Stage Gate 5 Process


[image: image8.emf]Technical Stage Gate Process  –Tech Stage 5, Retirement and Disposal

R

e

t

i

r

e

m

e

n

t

 

R

e

v

i

e

w

 

E

x

e

c

u

t

i

v

e

s

I

n

v

e

s

t

m

e

n

t

 

R

e

v

i

e

w

 

B

o

a

r

d

T

e

c

h

n

i

c

a

l

 

S

t

a

g

e

 

G

a

t

e

 

R

e

v

i

e

w

 

B

o

d

y

I

n

t

e

g

r

a

t

e

d

 

P

r

o

j

e

c

t

T

e

a

m

s

S

u

b

j

e

c

t

 

M

a

t

t

e

r

 

E

x

p

e

r

t

s

Recommend 

for 

Remediation

SMEs coach 

Project Teams 

A

l

l

 

p

r

o

j

e

c

t

 

a

c

t

i

v

i

t

y

 

c

e

a

s

e

d

IPT Develops 

Artifacts and 

consults with 

relevant SMEs

(100% Review)

Executive Decision Operations & Maintenance Stage Gate

Determination 

Made

Develop Project 

Remediation Plan

A

p

p

r

o

v

e

d

 

S

t

a

g

e

 

G

a

t

e

SMEs perform 

review and submit 

feedback to IPT

Proceed

IPT addresses 

feedback and submits 

package to Stage 

Gate Review Body

Formally 

Authorize 

Project for 

continuation

Possible Outcomes

End

Start

Terminate 

Project

Technical Stage 

Gate Review

Provide analysis 

and 

recommendations 

to BU and TO 

Executives

Determination 

Made


Retirement and Disposal Review Process
Stage Gate Preparation:  The IPT will work with SMEs relevant to the specific Stage Gate to develop the artifacts/inputs that are assessed at the Stage Gate. When the SMEs determine that the artifacts/inputs and the associated project activities have been completed adequately, the SMEs will provide the IPT with feedback signifying that the necessary activities and artifacts have been completed and are of good quality. The IPT will then submit the LMM Artifacts and Stage Gate Presentation to the Stage Gate Review Body. 

Technical Review Stage Gate 5 Meeting – Retirement and Disposal:  For Technical Review Stage Gate 5 – Retirement and Disposal Review, the Technical Review Stage Gate Review Body is composed of Business and Technology Office Executives. The Review Body will assess all relevant documentation and project activities to date in order to analyze the solution’s preparedness to be retired and decommissioned.

Stage Gate Decision and Outcomes:  Upon completion of the Stage Gate Review, the Technical Review Stage Gate Review Body will assess the project and document feedback and recommendations. This analysis will be submitted to the Retirement Review Body Executives. The Retirement Review Body Executives will render one of two decisions:

· Approve project for retirement and decommissioning; or

· Recommend the project for remediation.

Section 4. Detailed Stage Gate Review IPT Guidance
The following is a quick reference for preparing for, planning and delivering Stage Gates.  The method, process inputs, attendance, process outputs, approvals and quality standards for each of the Stage Gates are included.

4.1
Management Review Stage Gate 1, Investment Review

The Initiative Vision and High Level Requirements artifacts are reviewed and the project is approved or rejected at this time.  Receiving approval to proceed to the Definition stage signals successful completion of this Stage Gate. 
Stage Gate Objective:  Determine whether the proposed project truly responds to agency need(s) and if the project represents the most efficient method of meeting those needs.  It is a comprehensive review of a project’s business case. The purpose of the Stage Gate is to secure funding for the project to proceed from the initiative vision to the definition stage.  This Management Review Stage Gate is also to ensure early TO review of the proposed solution, acquisition and high level requirements.

Representatives from the business unit, Technology Office, and Acquisitions are expected to assist in the development and review of the stage gate inputs.  These representatives will likely be the core IPT.  Preliminary Stage Gate review with the Project Steering Committee will result in recommendation via the Executive Sponsor and the Senior PM to the IRB for further action.

Table 4-1:  Management Review Stage Gate 1, Investment Review

	Task
	Description

	Method:
	The Project Steering Committee will meet with the IPT and review the process inputs/artifacts listed below to assess whether or not the proposed initiative warrants further effort and funding. 

	Process Inputs
:

(Information or

Documents Required)
	Project Concept Document, Exhibit 300, Acquisition Package, Operational Analysis, Initiative Vision Document, Requirements Management Plan, High Level Requirements Document, Project Charter, Project Management Plan Package, Data Sensitivity Package, Lessons Learned Documentation and LMM Tailoring Plan.
 

	Who Attends:  


	· IPT
· Project Steering Committee

· Enterprise Program and Project Management and Oversight Office

· Technology Office QA

	Process Outputs:


(Checklists, Memos

 or Documents)
	A signed recommendation from the Project Steering Committee to the IRB to continue or stop the project.

A formal decision memo signed by the Chair, IRB.

	Who Approves?
	Chair, IRB 

	Quality Standard 

Or References: 

(Reference and Date)

	Enterprise WBS Dictionary


4.2 Management Review Stage Gate 2, Requirements Review

Stage Gate Objective:  To determine that project requirements are accepted by the business sponsor and by the Technology Office as sufficient for entry into the development stage from the definition stage.  This Stage Gate Review also requires validation that project deliverables have been accepted and that the project is being managed effectively.  Representatives from the business unit, Technology Office, and Acquisitions are expected to assist in the development and review of the stage gate inputs.  These representatives will likely be the core IPT.  

The business sponsor’s signature indicates business needs are accurately represented by requirements.  The Technology Office representative’s signature (Steering Committee Member) indicates that the requirements are technically adequate to support Development stage activities.  If applicable, the Contract Officer signature indicates project contract deliverables have been accepted.

Note:  Technical Review Stage Gate 3 focuses on detailed requirements, and presumes that a successful technical review of the High Level Requirements took place at Management Review Stage Gate 2.

Table 4-2:  Management Review Stage Gate 2, Requirements Review

	Task
	Description

	Method:
	The Project Steering Committee will meet with the IPT and review the process inputs/artifacts listed below to assess whether or not the proposed initiative warrants further effort and funding.

	Process Inputs
:

(Information or

Documents Required)
	New:  Implementation/Transition Mgmt Plan, UI Specification, Detailed Requirements Document, Continuity of Services Package, Data Migration Plan, Master Test Plan, System Security Package, Configuration Management Plan, Lessons Learned Documentation, Project Status and IV&V Reports, and Acquisition Validation.
Update If  Necessary:   LMM Tailoring Plan, Project Concept Document, Exhibit 300, Acquisition Package, Operational Analysis, Requirements Management Plan, High Level Requirements Document, Project Management Plan Package, Data Sensitivity Package, and Lessons Learned Documentation.


	Who Attends:  


	· IPT
· Project Steering Committee

· Enterprise Project Management Office

· Technology Office QA

	Process Outputs:


(Checklists, Memos

 or Documents)
	A signed recommendation from the Project Steering Committee via the Executive Sponsor and the Senior PM to the IRB to continue or stop the project.

A formal decision memo signed by the Chair, IRB.

	Who Approves?
	Chair, IRB

	Quality Standard 

Or References: 

(Reference and Date)

	Enterprise WBS Dictionary


4.3 Technical Review Stage Gates 1A and 1B, ERB Design Reviews
Stage Gate Objective:  The purpose of Technical Review Stage Gates 1A and 1B is to verify that a system’s technical solutions are in compliance with FSA’s technical, architectural and target state vision objectives and the project is ready to pass from technical design to build/construct/test in the development stage.

Stage Gate 1A is defined by the Preliminary Design Document (PDD) and the User Interface Design Document (UID).  The Preliminary Design effort will normally consist of an initial draft which will be reviewed by appropriate technical personnel.  Comments will be collected, collated and provided back to the IPT team for their review, comment, and incorporation into the next iteration.  Depending on the complexity of the technology and implementation effort, there may be several iterations of the document.  After FSA has received the Final PDD, the TO will field a technical team to conduct a TQC.  The results of the TQC will be provided to the ERB for review and determination to proceed. 

Stage Gate 1B is defined by the Detailed Design Document (DDD).  The process and steps are identical to the Preliminary Design review.  Detailed Designs normally require several iterations before finalization at which time another TQC effort will assess the design characteristics and provide a qualitative and quantitative score.
Table 4-3:  Technical Review Stage Gate 1A and 1B, Engineering Design Reviews

	Task
	Description

	Method:
	The Technology Office will meet with the IPT  (IPT) and review the process inputs/artifacts listed below and related information to assess whether or not the system is technically compliant with FSA’s architectural, security, data and technical standards.   TO will compile a technical analysis package for the Engineering Review Board (ERB) to support their assessment of the projects technical solution and compliance with FSA standards.  The ERB will conduct a formal Stage Gate Review with the IPT and receive a project overview briefing prepared by the IPT.  The ERB will authorize the project IPT to continue with Development Stage – Build activities based on the recommendations contained in the ERB Engineering Design Package consisting of a Cover Page, the outcome of the formal TQC assessment, the IT PM Project Bi-Weekly Status Summary Report,  the IV&V memorandum, and the ERB Decision.  The Stage Gate decision is based on the Design Package and responses to questions from the ERB members.  If ERB authorization to proceed is not provided, a remediation strategy will be created and followed before the IPT can return for a follow-up Stage Gate Review.

	Process Inputs
:

(Information or Documents Required) 
	New:  Documentation produced by the IPT and reviewed by the TO:

· Preliminary and Detailed Design Documents
· Security Risk Assessment Package

· Operations & Maintenance Plan

· Requirements Traceability Matrix

· Test Suites

· Solution Source Code and Deployable Packages

· Training Plan

Update if Necessary:  

· LMM Tailoring Plan
· PCD, Exhibit 300, Operational Analysis and Acquisition Package

· Project Management Plan

· Implementation/Transition Management Plan Package including:

· Implementation and Transition Management Plans

· User Interface Specification

· Detailed Requirements Document

· Continuity of Service Package including:

· Business Impact Analysis

· Information Technology Contingency Plan and Results

· Disaster Recovery Plan

· Data Migration Plan

· Master Test Plan

· System Security Package including:

· Memorandum of Understanding

· Computer Matching Agreement

· SSO Designation Letter

· System Security Plan

· System Boundary Document

· System of Record Notice

· Interconnection Security Agreement

· Configuration Management Plan

· Lessons Learned Documentation
Additional Supporting Documentation:  The Review Body will have particular interest in reviewing:

· Initiative Vision

· Requirements Management Plan

· Master Test Plan and Supporting Test Plans for System Test, Inter-System Test, Performance Test, and User Acceptance Testing.
· Operations and Maintenance Plan

· System of Record Notice (SORN), if applicable

· System Security Plan

· IT Contingency Plan


	Who Attends:  


	· Designated ERB Members
· Designated TO staff including the VDC Manager, Chief Information Security Officer, and the Enterprise QA Manager

· IPT, including System Technical Lead, Test Lead, Information System Security Officer (ISSO) System Owner, and Application/Business Owner

	Process Outputs:


(Checklists, Memos

 or Documents)
	TO produces an ERB Engineering Design Package consisting of a Cover Page, the IT PM Project Bi-Weekly Status Summary Report, the TQC Document, the IV&V memorandum, and the Risk Summary Report.  
IPT produces a Briefing with an ERB Decision indicating authority to proceed; OR a Project remediation recommendation indicating the project will develop and address risks identified in a Remediation Plan prior to returning to these Stage Gates.

	Who Approves?
	Chair, ERB and IPT representatives from the Business Unit and Technology Office

	Quality Standard

or Reference:

	FSA – LMM Overview , Version 1.0  (03-31-11)

Technical Standards or Policies Applied by the TO

· Target State Vision - Compliance  Assessment Standards: 
FSA Target State Vision Documents and Guidelines 

· 1A - Technical Compliance Assessment Standards: 
Preliminary Design Document Template

Preliminary Design Document Exemplar

User Interface Design Template

User Interface Design Exemplar

Other FSA published standards

· 1B - Technical Compliance Assessment Standards:
Detailed Design Document Template

Detailed Design Document Exemplar


4.4 Technical Review Stage Gate 2, Test Readiness Review

Stage Gate Objective:   Test Readiness Reviews are required for all projects for each iteration of testing and for each phase of testing.  The degree of rigor assigned to a Test Readiness Review Stage Gate is determined by the project size, scope and complexity. The purpose of Test Readiness Reviews is to provide management with an assessment of the readiness of the development maturity, test environment, test data, test processes, deliverables and other dependencies to ensure the system is ready to pass from build/construct to formal system testing and that known risks have been documented, accepted or mitigated.
Table 4-4:   Technical Review Stage Gate 2, Test Readiness Review

	Task
	Description

	Method:  
	The Test Readiness Review Body will meet with the IPT and review the Test Readiness Review checklist to assess and verify whether or not development requirements, artifacts, inputs, and project requirements have been met and activities completed.

	Process Inputs:

Information or Documents Required
	New:  Preliminary Design Document, Detailed Design Document, Security Risk Assessment Package, Operations & Maintenance Plan, Requirements Traceability Matrix, Test Suites/Scripts, Solution Source Code and Deployable Packages, Training Plan, Test Readiness Review Report, FSA Functional Configuration Audit, test reports and Lessons Learned Documentation.
Update If Necessary:  LMM Tailoring Plan, PCD, Exhibit 300, Operational Analysis and Acquisition Package, Project Management Plan, Implementation/Transition Management Plan Package including the Implementation and Transition Management Plans, User Interface Specification, Detailed Requirements Document, Continuity of Services Package including the Business Impact Analysis, Information Technology Contingency Plan and Results and the Disaster Recovery Plan, Data Migration Plan, Master Test Plan and Phase Level Test Plans, System Security Package including the Memorandum of Understanding, Computer Matching Agreement, SSO Designation Letter, System Security Plan, System Boundary Document, System of Record Notice and Interconnection Security Agreement, Configuration Management Plan, and Lessons Learned Documentation.


	Who Attends:  


	· Enterprise Testing Team

· IPT (PMs, representatives from requirements, development, test, and security teams)

· FSA Test Lead, FSA Technical Lead, Business Owner Representatives and Technology Office QA
· CO and/or COTR (optional)


	Process Outputs:

(Checklists, memos or documents)
	Signed decision memo outlining:

· Decision to proceed; or

· Decision to delay requires mitigation strategies for completion prior to resubmission for approval; findings reported to ERB for decision when delay impacts costs and major delays in the project schedule.
Completed TRR Report with Findings

	Who Approves:
	Enterprise Testing Senior Manager, IPT FSA Technical Lead, and/or the Senior Business Representative, depending on the project and product risks.

	Quality Standard or References:  
	Enterprise Test Management Standards
Requirements Standards
Configuration Management Standards
Enterprise Technical Standards
 Security Standards


4.5 Technical Review Stage Gate 3, Detailed Requirements Review
Stage Gate Objective:  The purpose of Stage Gate 3 is to get agreement from key stakeholders that the requirements are ready for use by the solution delivery teams, and are sufficient to move from definition to the design phase of the project.  

Note: Technical Review Stage Gate 3 focuses on detailed requirements, and presumes that a successful technical review of the High Level Requirements took place during Management Review Stage Gate 1 - Investment Review.
Table 4-5:   Technical Review Stage Gate 3 – Detailed Requirements Review

	Task
	Description

	Method:
	Technical Review Stage Gate 3 occurs for all iterations.  First round feeds conclusions to Management Review Stage Gate 2.  Subsequent rounds, if any, are stand alone reviews that also consider overall project progress. FSA staffs the Requirements Technical Review Stage Gate Body.  Representatives work with the IPT to plan the Stage Gate activities based on: (1) the LMM Tailoring Plan for the project; (2) product risks as initially defined for the project; (3) the outcomes of Management Review Stage Gate 1; and (4) product risks based on project progress and status to date. The Review Body determines whether an Executive review will be required.   Stage Gate SMEs assess IPT inputs, obtain clarification when necessary and document their conclusions.  The Body assesses risks associated with the state of product artifacts and overall project status, discusses lessons learned and risk mitigation options with the IPT, and makes a determination.  

	Process Inputs
:

(Information or Documents Required)
	New:  Detailed Requirements Specification, User Interface Specifications (for projects involving user interfaces), IPT Technical Review Stage Gate Review Presentation and Lessons Learned Documentation.
Updated:  LMM Tailoring Plan (information pertinent to requirements management expectations), Project Charter / Vision Document / High-level Requirements Specification, 
Requirements Management Plan, Requirements Change Control Logs, Requirements Traceability Matrix and Documentation from Management Review Stage Gate 1, particularly as it pertains to: (a) quality and completeness of High Level Requirements; and (b) rationale for iterations and releases.  

	Who Attends:  


	The Technical Review Stage Gate Review Body members assemble in one or more meetings to conduct a formal assessment of product artifacts.  The Body may assemble with or without IPT representatives present, but does meet with the IPT at least once to discuss findings. The IPT is offered the opportunity to present project status and artifacts to the Body and the SMEs present their conclusions based on their assessment.

	Process Outputs:


(Checklists, Memos  or Documents)
	Upon completing its assessment, the Technical Review Stage Gate Review Body may:

Refer its conclusions and recommendations to the ERB  (for escalation to the IRB), either based on a pre-review determination that an Executive review is required, or based on significant concerns identified during the review, which warrant the added level of review (such as if recommending project suspension / termination).

Approve the project for continuation into the next stage outright.

Recommend the project for remediation.

	Who Approves?
	Approval level is based on project and product risks.

	Quality Standard

or Reference:

	Technical Quality Control Framework – Scoring Master Template

Detailed Requirements Document LMM Template and Exemplar

User Interface Specification LMM Template and Exemplar

Requirements Traceability Matrix LMM Template and Exemplar 


4.6 Technical Review Stage Gate 4, Production Readiness Review

Stage Gate Objective:  The purpose of the Technical Review Stage Gate 4, Production Readiness Review is to verify the system’s readiness to be deployed into FSA’s production environment. This Stage Gate serves as the final, formal and documented decision point before a system passes from testing into implementation and enters FSA’s production environment to be exposed to end-users.  

Table 4-6:   Technical Review Stage Gate 4 – Production Readiness Review

	Task
	Description

	Method:
	The Stage Gate Review Body will meet with the IPT and review the process inputs/artifacts listed below and related information to assess whether or not the system is ready to enter FSA’s production environment. 

	Process Inputs
:

(Information or Documents Required) 

	Documentation produced by the IPT and reviewed at PRR includes the PRR presentation and supporting documentation as well as all LMM artifacts produced by the project to this point including:

New:  Test Reports, PRR Report, Solution User Manual, Release Version Description, and Security Authorization Package including Authority to Operate, Incident Response Handling and Reporting Annual Training and Out Brief Presentation.
Update If Necessary:  LMM Tailoring Plan, Project Concept Document, Project Management Plan, Implementation/Transition Management Plan, User Interface Specification, Continuity of Services Package, Data Migration Plan, System Security Package, Configuration Management Plan, Detailed Design, Security Risk Assessment Package, Operations & Maintenance Plan, Requirements Traceability Matrix, Test Suites, Solution Source Code and Deployable Packages, Training Plan, Solution User Manual, Release Version Description, and Security Authorization Package, and Lessons Learned Documentation.  
The Review Body will have particular interest in reviewing:  Updated LMM Tailoring Plan, Initiative Vision, Requirements Management Plan, Requirements Traceability Matrix, Configuration Management Plan, Master Test Plan and Supporting Test Plans for System Test, Inter-System Test, Performance Test, and User Acceptance Testing., Test Results for each phase of testing (System, Inter-System, Performance, 508, UAT), Training Plan, Operations and Maintenance Plan, System of Record Notice (SORN), if applicable, System Security Plan, IT Contingency Plan, and Lessons Learned Documentation.


	Process Inputs, cont.
	In addition to providing documentation, certain key activities must be completed prior to entering this Stage Gate. These activities include:
· Completion of all phases of testing (System, Inter-System, Performance, 508 and UAT).
· Completion of updates to security and privacy documentation, to include final publication of a System of Records Notice (SORN) if applicable.
· Completion of vulnerability scanning activities for development, test, stage, and any other non-production system environment. 
· Recording of vulnerability scan results in OVMS and remediation of findings as directed by the Technology Office, Cyber Security Team.
The IPT has conducted an Operational Readiness Review within the project team to determine that the system/release is ready to enter production.

	Who Attends:  


	Technology Office staff, including: VDC Manager, Chief Information Security Officer, Enterprise QA Manager, CIO Management designee.
IPT, including: PM, System Technical Lead, Test Lead, Information System Security Officer (ISSO) System Owner, and Application/Business Owner.

Depending on the scope of the release, attendance from the Operating Committee Member responsible for the system and the Chief Information Officer may be required.

	Process Outputs:


(Checklists, Memos

 or Documents)
	Completed PRR Sign-off Decision; or

Mitigation strategies for completion prior to resubmission for approval.

	Who Approves:
	PRR Executives

	Quality Standard

or Reference:

	FSA Production Readiness Review (PRR) Process Description.  Version 11 (07-26-11)




4.7
Management Review Stage Gate 3, Project Close Out Review
Stage Gate Objective:  The purpose of this Stage Gate is to ensure that the system is functioning properly post implementation, that the system is ready to proceed from implementation to the operations and  maintenance stage, as well as to document final lessons learned and perform project closeout.
Table 4-7:  Management Review Stage Gate 3, Project Close Out Review
	Task
	Description

	Method:  
	The Project Steering Committee will meet with the IPT and review the process inputs/artifacts listed below to assess whether or not the project can be closed out and validate that plans are in place for continuing management of the product.

	Process Inputs:

Information or

Documents Required
	New:  First Live Batch Final IV&V Approval, Project Closeout Report, Closing Process Checklist, Project Archives Report, and Lessons Learned Documentation.
Update if Necessary:  LMM Tailoring Plan, Project Concept Document, Project Management Plan, Implementation/Transition Management Plan, User Interface Specification, Continuity of Services Package, Data Migration Plan, System Security Package, Configuration Management Plan, Detailed Design, Security Risk Assessment Package, Operations & Maintenance Plan, Requirements Traceability Matrix, Test Suites, Solution Source Code and Deployable Packages, Training Plan, Solution User Manual, Release Version Description, Security Authorization Package, and Test Reports.
Final Deliverables:  Project Management Plan, Implementation/Transition Management Plan, and Solution User Manual.

	Who Attends:  


	· IPT
· Project Steering Committee

· Enterprise Project Management Office

· Technology Office QA

	Process Outputs:


(Checklists, Memos

 or Documents)
	· A signed recommendation from the Project Steering Committee via the Executive Sponsor 
and the Senior PM to the IRB to continue or stop the project.

· A formal decision memo signed by the Chair, IRB.



	Who Approves?
	Chair, IRB

	Quality Standard 

Or References: 

(Reference and Date)

	Enterprise WBS Dictionary


4.8
Technical Review Stage Gate 5, Retirement and Disposal Review
Stage Gate Objective:  The purpose of this Stage Gate is to ensure that a FSA system and system components are properly retired, decommissioned, sanitized and archived according to NIST, Department of Education and FSA guidelines, policies standards and procedures before passing from operations and maintenance to the retirement stage. 
Table 4-8:   Technical Review Stage Gate 5 – Retirement and Disposal Review
	Task
	Description

	Method:  
	The Stage Gate Review Body will meet with the IPT and review the process inputs/artifacts listed below and related information to assess whether or not the system is ready for retirement. The System Retirement and System Disposal Plans are inputs and will be reviewed for sufficiency.  A decision memo will be issued outlining the decision.  

	Process Inputs:

Information or

Documents Required
	New:  Service Request, System Retirement, Decommissioning & Repurposing and System Disposal Plan templates and Lessons Learned.
Update if Necessary:  LMM Tailoring Plan.


	Who Attends:  

Authorized Federal 

Decision Makers
	Integrated Project Leads (BU, PMO, ACQ & TO) and the Technical Review Stage Gate Review Body. 

	Process Outputs:


Checklists, Memos

 or Documents
	Completed System Retirement, Decommissioning & Repurposing, System Disposal Plans, change requests, BU, ACQ & TO acceptance of completed Service Request and signed decision outlining:  Decision to proceed; or mitigation strategies for completion prior to resubmission for approval.

	Who Approves?
	BU Executive and TO Executives and/or designees.

	Quality Standard 

or Reference:


Reference and Date
	System Retirement, Decommissioning & Repurposing and System Disposal Plan Guides.


Appendix A. Acronyms and Abbreviations
	ED
	U.S. Department of Education

	EPMO
	Enterprise Program and Project Management and Oversight (Group)

	CO
	Contracting Officer

	CPIC
	Capital Planning and Investment Control

	EBC
	Enterprise Business Collaboration

	EQTCM
	Enterprise Quality & Technical Change Management (Group)

	ERB
	Engineering Review Board

	FSA
	Federal Student Aid

	IPT
	Integrated Project Team

	IRB
	Investment Review Board

	IT
	Information Technology

	OMB
	Office of Management and Budget

	PM
	Project Manager

	PMO
	Project Management Office

	LCM
	Lifecycle Management (Framework)

	LMM
	Lifecycle Management Methodology

	MSG
	Management Stage Gate

	PRR
	Production Readiness Review

	QA
	QA (Team)

	SDLC
	System Development Lifecycle

	SIG
	Strategic Investments Group

	SME
	Subject Matter Expert

	TO
	Technology Office

	TQC
	Technical Quality Controls

	TSG
	Technical Stage Gate

	WBS 
	WBS


Appendix B. Glossary
	Term
	Definition

	Complex Project
	A complex (tier 1) project typically crosses several functional areas, is over $1 million for a 3-year period, and meets other high risk factors.

	Definition Stage
	Integrated Project Team develops detailed requirements based on the objectives, purpose, scope and high level requirements documented in the Initiative Vision stage.

	Development Stage
	Activities consist of designing, building, testing and performing revisions and rebuilding or modifying the solution during subsequent iterations.

	Engineering Review Board
	A body of FSA Technology Office Executives and Directors that oversees the progress of FSA IT Projects.  It is particularly critical to Technical Review Stage Gate 1 since the ERB receives the stage report / analysis from the Technical Review Stage Gate Review Body and makes a determination as to whether or not the project should continue.

	Exemplar
	A sample of a completed work product template that provides a project team with sufficient information, level of detail and data organization that will meet the minimum deliverable expectations of Federal Student Aid.

	Exhibit 300
	Funding request document describing an investment’s business case, financials, performance measures, SRM and TRM mappings.

	Implementation Stage
	Once the solution has gone live it enters the Implementation stage, which consists of conducting security reviews, implementing the solution and training end users.  During this stage, the solution is closely monitored to ensure that it functions properly and truly meets the needs of the stakeholders.

	Initiative Vision Stage
	Establishes project objectives, purpose, scope and high level requirements.

	Integrated Project Team
	The Senior Project Manager, IT Project Manager, Business Project Manager, and acquisitions specialist (if acquisitions are necessary) collectively form the core of the Integrated Project Team (IPT).  The extended IPT consists of other project members and stakeholders.

	Investment Review
	Ensures projects begin only if they are supported by a strong business case and support a mission critical area.

	Investment Review Board
	The Investment Review Board approves, tracks, and reports on projects within FSA’s project portfolio.  It is critical to the LMM because it is the governing body that has ultimate control over project funding at FSA.

	Management Review Stage Gate
	Governance process used to minimize project risk by reviewing and analyzing a project to determine if it is worthy of further effort and funding.  The three Management Review Stage Gates include Investment Reviews, Requirements Reviews, and Project Close-Out Reviews.

	Operations and Maintenance Stage
	Ensures reliable operation of the solution after Implementation through maintenance and implementation of necessary enhancements.

	Production Readiness Review
	Ensures a system is ready to be deployed into a production environment.

	Project Tier
	A risk-based categorization of projects based on input factors such as cost, duration, complexity, resource and procurement needs, etc.  The result is one of three categories: simple (tier 3), standard (tier 2), or complex (tier 1).

	Quickr
	Intranet site that houses LMM artifacts
https://quickr.ed.gov/lotus/myquickr/LMM 

	Retirement Stage
	Ensures that a Federal Student Aid system and system components are properly retired, decommissioned, sanitized and archived according to NIST, Department of Education and Federal Student Aid guidelines, policies standards and procedures.

	Simple Project
	A simple (tier 3) project typically affects a single unit within a business area, estimated to cost under $500 K, and has minimal risk.

	Stage Gate
	Helps ensure the solution is being developed according to requirements and that the project is properly managed and is maintaining the necessary documentation.

(See Management Review Stage Gate and Technical Review Stage Gate)

	Standard Project
	A standard (tier 2) project typically affects a single business area, is estimated to cost between $500 K – $1M, and meets other average risk factors.

	Subject Matter Expert
	Provide guidance to project teams relevant to the SMEs area of expertise.  Before the Project Manager submits artifacts for official Stage Gate review, SMEs review the artifacts and provide feedback.  When requested, SMEs can render project-specific analysis and expertise to the various review bodies.

	Tailoring Plan
	An approved baseline of expectations that focus on the artifacts that an IPT will produce throughout the life of a project.

	Technical Quality Control
	Framework that describes the process for assuring that architectures meet the Federal Student Aid design standards.

	Technical Review Stage Gate
	Governance process used to minimize product risk by ensuring solution will perform as planned in a manner compliant with Federal regulations and standards and will not suffer from technical flaws.  The five Technical Review Stage Gates include Design Reviews, Test Readiness Reviews, Detailed Requirements Reviews, Production Readiness Reviews, and Retirement and Disposal Reviews.

	Testing Stage
	Consists of performing functional, integration, regression, performance, and user acceptance testing.


Appendix C. Stage Gate Packages

	Stage Gate
	Description
	Focus of Review
	Owner
	References

	MSG 1
	IRB Funding
	Project Concept Document/Acquisition Package

Vision

Requirements Management Plan

High Level Requirements

Project Charter

Project Management Plan

Data Sensitivity Package
IRB Briefing 
	Daria Adams

	Work Breakdown Structure Dictionary
https://quickr.ed.gov/lotus/mypoc?uri=dm:dc4f0380459ea3369c7fdcbec099cf2d&verb=view
Decision Memo (see Appendix F)

Contact Owner for IRB Briefing Template

	MSG 2
	Requirements
	Updated Artifacts

Implementation/Transition Management Plan

UI Specification.

Detailed Requirements

Continuity of Services Package
Data Migration Plan

System Security Package

Configuration Management Plan

IRB Briefing

	Daria Adams

	Work Breakdown Structure Dictionary

https://quickr.ed.gov/lotus/mypoc?uri=dm:dc4f0380459ea3369c7fdcbec099cf2d&verb=view
Decision Memo (see Appendix F)

Contact Owner for IRB Briefing Template

	TSG 1A
	Preliminary Design
	Updated Artifacts
Preliminary Design Document

Design Briefing
ERB Briefing

	Patrick Fedorowicz

	TQC Framework, v2.0 dated 8/24/2009
https://quickr.ed.gov/lotus/mypoc?uri=dm:258a02804bc054ae9f6cffebac282de1&verb=view
IV&V Handbook version 4.0 dated 9/17/2008

http://federalstudentaid.ed.gov/static/gw/docs/ciolibrary/FSA-IVV-Handbook.pdf
Design Template


[image: image9.emf]Technical Stage Gate  1, Design Review Engineering Template 20110818.ppt


IPT Design Template

[image: image10.emf]Technical Stage Gate  1, Design Review ERB Template 20110808.ppt



	TSG 1B
	Detailed Design
	Updated Artifacts

Detailed Design Document

Detailed Design Briefing
ERB Briefing

	Patrick Fedorowicz
	TQC Framework, v2.0 dated 8/24/2009
https://quickr.ed.gov/lotus/mypoc?uri=dm:258a02804bc054ae9f6cffebac282de1&verb=view
IV&V Handbook version 4.0 dated 9/17/2008

http://federalstudentaid.ed.gov/static/gw/docs/ciolibrary/FSA-IVV-Handbook.pdf
Design Template


[image: image11.emf]Technical Stage Gate  1, Design Review Engineering Template 20110818.ppt


IPT Design Template

[image: image12.emf]Technical Stage Gate  1, Design Review ERB Template 20110808.ppt




	TSG 2
	Test Readiness 
	Updated Artifacts

Test Readiness Review Checklist

Test Readiness Review Report

TRR Briefing ( optional )
	Karen Edwards
	Enterprise Test Management Standards, ver 3.0 dated 11/8/2010

http://federalstudentaid.ed.gov/static/gw/docs/static/gw/docs/ciolibrary/FSA_Enterprise_Test_Management_Standards_3.0_Final.pdf
Test Management Standards Templates

http://federalstudentaid.ed.gov/business/library.html#fsa-testing
Enterprise Test Management User Guide, ver. 1.01 dated 11/10/2010

http://federalstudentaid.ed.gov/static/gw/docs/ciolibrary/FSA_Enterprise_Test_Management_User_Guide_v1.0.1_20101101.pdf
Briefing Template (optional)


[image: image13.emf]Technical Stage Gate  2, TRR Template 20110819.pptx




	TSG 3
	Detailed Requirements
	Implementation/Transition Management Plan
UI Specification

Detailed Requirements

Continuity of Services Package

Data Migration Plan

Master Test Plan

System Security Package

Configuration Management Plan

Briefing
	Catherine Connor


	TQC Framework, v2.0 dated 8/24/2009
https://quickr.ed.gov/lotus/mypoc?uri=dm:258a02804bc054ae9f6cffebac282de1&verb=view
Briefing Template
Contact Owner to discuss Briefing

	TSG 4
	Post Readiness 
	New and Updated Artifacts
Checklist p23, PRR Process

Decision Sign-Off, p43, PRR Process

Slides, p47, PRR Process
	Trey Wiesenburg
	PRR Process and Briefing Template, ver. 11 dated 7/28/2011

http://federalstudentaid.ed.gov/static/gw/docs/ciolibrary/PRR_Process_v11.0_07-28-2011_Final.doc


	MSG 3
	Project Close Out
	New and Updated Artifacts
Briefing
	Daria Adams
	Work Breakdown Structure Dictionary

https://quickr.ed.gov/lotus/mypoc?uri=dm:dc4f0380459ea3369c7fdcbec099cf2d&verb=view
Decision Memo (see Appendix F)

Contact Owner for IRB Briefing Template

	TSG 5
	Retirement and Disposal
	System Retirement Plan
System Disposal Plan

Briefing
	Wanda Broadus
	System Retirement Plan

https://quickr.ed.gov/lotus/mypoc?uri=dm:da087380458cab1999a5dfafbd70290b&verb=view
System Disposal Plan

https://quickr.ed.gov/lotus/mypoc?uri=dm:6a30c380458caaee9945dfafbd70290b&verb=view
Briefing Template

[image: image14.emf]Technical Stage Gate  5, Retirement & Disaposal 20110817.pptx

 


Appendix D. LMM Overview 


[image: image15]
Figure D-1, LMM Overview (single release with three design, build and test iterations)
Figure D-1, shown on page 55, illustrates a single release using a waterfall development approach.  While this figure does not cover the complexities of many SDLC approaches, it serves as an example of one possible approach reflecting one release with three design, build and test iterations.  One should note that there is a potential release of functionality after each build and test iteration.  How the IPT implements LMM will be based on many factors including the final Tailoring Plan.    Another example of the iterative approach concept is shown in Figure D-2, on page 57.
Both diagrams have seven stages that take place during the lifecycle, beginning with Initiative Vision and ending with Retirement.  During the development lifecycle, multiple activities take place during each stage.  These activities are reflected in the orange call out boxes in Figures D-1 and D-2.

LMM promotes an iterative development lifecycle where Definition, Development and Testing stages repeat until the developed solution fulfills end user requirements.  Ideally, more easily managed solutions are developed according to requirements in a shorter time frame, bringing functionality to the end user more quickly.
LMM provides various Federal controls to support Project Managers in their efforts to monitor, report, and direct the delivery of project work packages.  Some examples include: stage gates, an enterprise work breakdown structure (WBS), a project management toolkit, templates, guidance documents, exemplars, and tailoring plans


[image: image16]
Figure D-2, LMM Overview (two releases, each with three design, build and test iterations)
Appendix E. Artifacts
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Figure E-1, LMM Artifacts

	Sub-Area
	Common Document Name
	Template
	Prescribed Format
	Owner / SME

	1.1
	Project Concept Document
	L
	YES
	Kuriatnikova

	1.2
	Exhibit 300
	L
	YES
	Kuriatnikova

	1.3
	Operational Analysis
	W
	NO
	Kuriatnikova

	1.4
	Acquisition Package
	N
	N/A
	Bradfield

	1.4.1
	Statement of Need
	W
	NO
	Bradfield

	1.4.2
	Acquisition Plan
	W
	NO
	Bradfield

	1.4.3
	Acquisition Strategy
	W
	NO
	Bradfield

	1.4.4
	Work Statement
	W
	NO
	Bradfield

	1.4.5
	Source Selection Plan
	W
	NO
	Bradfield

	1.4.6
	Solicitation
	W
	NO
	Bradfield

	1.4.7
	Contract
	W
	NO
	Bradfield

	1.4.8
	Performance Monitoring Plan
	W
	NO
	Bradfield

	2
	Initiative Vision Document
	P
	YES
	Babic

	3
	Requirements Management Plan
	P
	YES
	Connor

	4
	High Level Requirements Document
	P
	YES
	Connor

	5
	Project Charter
	L
	NO
	Kuriatnikova

	6
	Project Management Plan
	P
	NO
	Kuriatnikova

	7
	Data Sensitivity Package
	N
	N/A
	Ingwalson

	7.1
	Privacy Threshold Analysis
	P
	YES
	Tobler

	7.2
	Privacy Impact Assessment
	L
	YES
	Tobler

	7.3
	Data Sensitivity Worksheet
	P
	YES
	Ingwalson

	7.4
	Data Retention Schedule
	P
	YES
	Wyatt

	8.1
	Implementation Plan
	P
	YES
	Toliaferro

	8.2
	Transition Management Plan
	P
	NO
	Johnson

	9
	UI Specification
	P
	YES
	Woods

	10
	Detailed Requirements Document
	P
	YES
	Connor

	11.1
	Business Impact Analysis
	P
	YES
	Parrill

	11.2
	Information Technology Contingency Plan
	P
	YES
	Parrill

	11.3
	Contingency Test Plan
	P
	YES
	Parrill

	11.4
	Contingency Test Plan Results
	N
	N/A
	Parrill

	11.5
	Disaster Recovery Plan
	N
	N/A
	Parrill

	12
	Data Migration Plan
	P
	YES
	Greene

	13
	Master Test Plan
	P
	YES
	Edwards

	13
	System Test Plan
	N
	N
	Edwards

	13
	User Acceptance Test Plan
	N
	N
	Edwards


	14
	System Security Package
	N
	N/A
	Ingwalson

	14.1
	Memorandum of Understanding
	N
	N/A
	Tobler

	14.2
	Computer Matching Agreement
	N
	N/A
	Tobler

	14.3
	SSO Designation Letter
	P
	YES
	Ingwalson

	14.4
	System Security Plan
	P
	YES
	Ingwalson

	14.5
	System Boundary Template
	P
	YES
	Ingwalson

	14.6
	System of Records Notice (SORN)
	N
	N/A
	Tobler

	14.7
	Interconnection Security Agreement (ISA)
	P
	YES
	Tobler

	14.7
	Interconnection Security Agreement (ISA) Creation Checklist
	P
	YES
	Tobler

	14.7
	Interconnection Security Agreement (ISA) Validation Checklist
	P
	YES
	Tobler

	15
	Configuration Management Plan
	R
	YES
	Toliaferro

	16
	Preliminary Design Document
	P
	YES
	Woods

	17
	Detailed Design Document
	P
	YES
	Woods

	18
	Security Risk Assessment Package
	N
	N/A
	Ingwalson

	18.1
	Risk Assessment Guidance
	N
	N/A
	Ingwalson

	18.2
	System Security Plan Checklist
	P
	YES
	Ingwalson

	18.3
	Security Assessment Report
	P
	YES
	Ingwalson

	19
	Operations and Maintenance Plan
	P
	YES
	Toledo

	20
	Requirements Traceability Matrix
	L
	NO
	Edwards

	21
	Test Suites (New Systems)
	L
	YES
	Edwards

	21
	Test Suites (Legacy Systems)
	P
	YES
	Edwards

	22
	REMOVED
	N
	N/A
	N/A

	23
	Solution Source Code and Deployable Packages
	N
	N/A
	Toliaferro

	24
	Training Plan
	P
	NO
	Bradshaw

	25
	Test Reports
	N
	N/A
	Edwards

	25.1
	Test Summary Report
	P
	YES
	Edwards

	25.2
	User Acceptance Test Summary Report
	P
	YES
	Edwards

	25.3
	Defect Management Reports
	P
	NO
	Edwards

	26
	Production Readiness Review
	A
	YES
	Wiesenburg

	26
	Production Readiness Review (Memo Checklist)
	N
	N
	Wiesenburg

	27
	Solution User Manual
	P
	0
	Bradshaw

	28
	Release Version Desc
	N
	0
	Toliaferro

	29.1
	Authority to Operate
	N
	0
	Dunaway

	29.2
	Incident Response Handling and Reporting Annual Training
	L
	0
	Ingwalson

	29.3
	Out Brief Presentation
	N
	0
	Ingwalson

	30.1
	Security Authorization and Post-Implementation Evaluation Report
	N
	0
	Ingwalson

	30.2
	Plan of Actions and Milestones
	L
	0
	Ingwalson

	31
	System Retirement Plan
	P
	0
	Broadus

	32
	System Disposal Plan
	N
	0
	Elliott

	
	
	
	
	

	
	Published on Quickr
	P
	
	

	
	Link to document (mystartingline, connected, email, etc.)
	L
	
	

	
	None exists or is covered within a separate document
	N
	
	

	
	Waiting for submission
	W
	
	

	
	Currently being reviewed
	R
	
	

	
	
	
	
	

	
	Green = Prescribed Format
	

	
	Red = Sensitive
	

	
	
	
	
	

	
	Last Updated 7/26/2011
	


Figure E-2, LMM Artifact Summary

Appendix F:  Stage Gate Decision Sign-Off Memorandum

 [Date]

This memorandum certifies that [system name, release number] has undergone review at [Stage Gate type and number] and that known risks have been disclosed to FSA Management.  By signature below, the Stage Gate Review Body Members certify that they have performed a comprehensive review of the relevant Stage Gate LMM artifacts / inputs and have developed an analysis / recommendation document detailing the initiative’s suitability to pass through [Stage Gate X].

_________________________________









__________________________________

Name































Title

_________________________________









__________________________________

Name































Title

_________________________________









__________________________________

Name































Title

The document featuring the Stage Gate Review Body’s review findings, analysis and recommendation should be attached to this sign-off memorandum and sent to the appropriate FSA Governance Body and/or personnel.
� Please refer to the IRB Governance Process Description for activities required prior to beginning detailed project planning and after implementation.





� Contact the Enterprise Program and Project Management and Oversight (ePMO) if your project does not have a Steering Committee.  They will help you determine membership in your Stage Gate Review Body.


� Projects are required to complete an annual IRB review in support of the CPIC Select Process.


� Process inputs are aligned with LMM Artifacts Summary and Activities.  While 31 Artifacts have been identified for projects, there may be variances based on the type of project (e.g. Tier 1, 2, 3 projects). The LMM Tailoring Team and SMEs will work with IPTs on tailoring based on the needs and best interests of the project.


� Process inputs are aligned with LMM Artifacts Summary and Activities.  While 31 Artifacts have been identified for projects, there may be variances based on the type of project (e.g. Tier 1, 2, 3 projects). The LMM Tailoring Team and SMEs will work with IPTs on tailoring based on the needs and best interests of the project.


� Process inputs are aligned with LMM Artifacts Summary and Activities.  While 31 Artifacts have been identified for projects, there may be variances based on the type of project (e.g. Tier 1, 2, 3 projects). The LMM Tailoring Team and SMEs will work with IPTs on tailoring based on the needs and best interests of the project.


� Process inputs are aligned with LMM Artifacts Summary and Activities.  While 31 Artifacts have been identified for projects, there may be variances based on the type of project (e.g. Tier 1, 2, 3 projects). The LMM Tailoring Team and SMEs will work with IPTs on tailoring based on the needs and best interests of the project.


� Process inputs are aligned with LMM Artifacts Summary and Activities.  While 31 Artifacts have been identified for projects, there may be variances based on the type of project (e.g. Tier 1, 2, 3 projects). The LMM Tailoring Team and SMEs will work with IPTs on tailoring based on the needs and best interests of the project.


� Process inputs are aligned with LMM Artifacts Summary and Activities.  While 31 Artifacts have been identified for projects, there may be variances based on the type of project (e.g. Tier 1, 2, 3 projects). The LMM Tailoring Team and SMEs will work with IPTs on tailoring based on the needs and best interests of the project.


� Process inputs are aligned with LMM Artifacts Summary and Activities.  While 31 Artifacts have been identified for projects, there may be variances based on the type of project (e.g. Tier 1, 2, 3 projects). The LMM Tailoring Team and SMEs will work with IPTs on tailoring based on the needs and best interests of the project.


� Process inputs are aligned with LMM Artifacts Summary and Activities.  While 31 Artifacts have been identified for projects, there may be variances based on the type of project (e.g. Tier 1, 2, 3 projects). The LMM Tailoring Team and SMEs will work with IPTs on tailoring based on the needs and best interests of the project.


� Contact Stage Gate Process Owner before beginning work on Briefing.





i
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LMM Stage Gate Process Description
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This deck will be prepared by the TO SME.  



Slide deck will be prepared and presented by TO SME.









Agenda

		[SME to Update Agenda]

		Bi-Weekly Status Summary Report

		TQC Documents

		IV&V Memorandum

		Risk Summary

		Questions?

		Attachments [List]
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TO SME will modify agenda as appropriate to reflect slides and attachments, if any.









Bi-Weekly Status Summary Report

* 

     







LMM Technical Stage Gate ERB Template

Page *

The Bi-Weekly Status Summary Report for the project will serve as the project summary.









Bi-Weekly Status Summary Report
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Preliminary Design

* 	

		Preliminary Design Score sheet

		 		 		 		 		 		 		 		 

		Criteria Element		Criteria Description		M/O		Relative Weight		Score		Weight		Weighted Score		Score Justification

		1.0		Preliminary Design Standard Compliance		 		 		 		35%		35		 

		1.01		Requirements Overview		M		1		4.0		 		4		 

		1.01.01		Document(s) contain reference to Use Cases or summary of System Requirements		M		 		4		 		 		 

		1.02		System Context Model		M		3		4.0		 		12		 

		1.02.01		Document(s) contain a visual diagram of the "as-is" and "to-be" that details all logical and physical components as well as external system interfaces documenting changes expected		M		 		4		 		 		 

		1.02.02		Document(s) contain a context diagram that describes the system as a single process with external interfaces 		M		 		4		 		 		 

		1.02.03		Context diagram is easily interpreted and each area is intuitively identifiable  with all interfaces identified		M		 		4		 		 		 

		1.03		Architecture Overview		M		5		4.0		 		20		 

		1.03.01		Document(s) contain an architectural overview diagram that includes candidate subsystems, components, nodes, connections, data stores, users and external systems.		M		 		4		 		 		 

		1.05		Functional Architecture		M		5		4.0		 		20		 

		1.05.01		Document(s) contain a high level description of the system components, how they will address the functional and non-functional needs of the system, and their interactions		M		 		4		 		 		 

		1.05.02		Documents contains or references process flow diagrams that identify activities/tasks, events, actions and results/outcomes [For process centric projects]		O		 		 		 		 		 

		1.07		Architecture Decisions		M		1		4.0		 		4		 

		1.07.01		Document(s) contain a log of architectural decisions made that track each decision, justification, risk associated, and benefits.		M		 		4		 		 		 

		1.08		Operational Model		M		5		4.0		 		20		 

		1.08.01		Document(s) contain a Specified Operational Model (SOM) that includes one or more relationship diagrams, documenting the static relationships between the OM’s elements, in terms of their location or zone, connectivity and other factors.		M		 		4		 		 		 

		1.08.02		Document(s) contain a SOM that documents the locations of the access points used by the users
and other external IT systems that interact with the operational aspects of the IT System.		M		 		4		 		 		 

		1.08.03		Document(s) contain a SOM that includes node descriptions in a table or box diagram that identifies and classifies the software components that run on the node.		M		 		4		 		 		 

		1.09		Deployment Unit Model		M		4		4.0		 		16		 

		1.09.01		Document(s) contain a Deployment Unit (DU) Model that identifies the grouped components and provides, or references, additional information (e.g., resource requirements, service level requirements, and technical dependencies) relevant for its subsequent placement.		M		 		4		 		 		 

		1.09.02		Document(s) contain a DU that is mapped to the Operational Model		M		 		4		 		 		 



























































This information comes from the Scoring Master Template.
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Preliminary Design, cont.

* 	

		1.10		User Interface Approach		M		3		4.0		 		12		 

		1.10.01		Document(s) contain a set of work flows or prototyped screens that give insight to how the user interface to the application will operate.		M		 		4		 		 		 

		1.10.02		Document clear identifies the approach to UI design from a technology perspective (WebParts, Forms, ASP.NET pages, JSF pages, HTML pages, etc.)		M		 		4		 		 		 

		1.11		Logical Data Model		M		3		4.0		 		12		 

		1.11.01		Document(s) should reference a Logical Data Model that supports the architecture design.  		M		 		4		 		 		 

		1.13		Integration Architecture		M		3		4.0		 		12		 

		1.13.01		Document(s) should reference a high level Data Migration Plan that outlines the efforts for all applicable data migration efforts.		M		 		4		 		 		 

		1.14		System Modifications		M		1		4.0		 		4		 

		1.14.01		Document(s) should list high level scoping requirements to modify selected legacy applications required for the solution.		M		 		4		 		 		 

		1.15		Reporting Architecture		M		3		4.0		 		12		 

		1.15.01		Document(s) should describe how any reporting requirements associated with the system will be addressed.		M		 		4		 		 		 

		1.15.02		Document clear identifies the reporting framework/tools that will be utilized for meeting reporting requirements e.g. Custom developed reports, Microstrategy, SQL Reporting Server, etc.		M		 		4		 		 		 

		1.16		Enterprise Service Model		M		5		4.0		 		20		 

		1.16.01		Document(s) should reference adherence to the Enterprise Service Model applicable to the solution being designed.  Identification of Services being built and all services being impacted.		M		 		4		 		 		 

		1.17		Non-Functional Requirements Design		M		3		4.0		 		12		 

		1.17.01		Document(s) should, if applicable requirements are present, demonstrate how the architecture will address performance standards with throughput or utilization modeling 		M		 		4		 		 		 

		1.18		Security and Privacy (NFR)		M		3		4.0		 		12		 

		1.18.01		Document(s) should contain a plan to address the main six security areas: Administration, Asset Protection, Authorization, Accountability, Availability, Assurance		M		 		4		 		 		 

		1.19		Reliability and Availability (NFR)		M		3		4.0		 		12		 

		1.19.01		Document(s) should contain a plan to address Reliability and Availability NFRs.  Examples: MTBF calculations, Disaster Recovery Plans, Failover and Load Balancing 		M		 		4		 		 		 

		2.0		Completeness of Design		 		 		 		55%		55		 

		2.01		Document(s) should cover all applicable views of the architecture and give a complete overview of the proposed system		M		3		4		 		12		 

		2.02		Document(s) address all applicable requirements including a preliminary Requirements Traceability Matrix (RTM)		M		3		4		 		12		 

		2.03		The architecture presented is complete and feasible		M		5		4		 		20		 

		2.04		The architecture presented is feasible for the scope and timeline presented in the document(s)		M		3		4		 		12		 

		2.05		Elements within the solution architecture are consistent and do not contradict other elements		M		3		4		 		12		 

		2.06		Architecture does not introduce any high risk or unsecure elements in the design e.g. introducing new technologies, bleeding edge technologies, etc.		M		5		4		20		 



































































This information comes from the Scoring Master Template.
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Preliminary Design, cont.

* 	

		3.0		Technical Standards Compliance		 		 		 		10%		10		 

		3.01		Enterprise Service Bus Model		M		5		4.0		 		20		 

		3.01.01		Architecture complies with suggested software packages referred to in the most recent ESB Model document.		M		 		4		 		 		 

		3.01.02		Architecture does not contradict best practices referred to in the most recent ESB Model document		M		 		4		 		 		 

		3.02		Application Architecture Model		M		5		4.0		 		20		 

		3.02.01		Architecture complies with suggested software packages referred to in the most recent Application Architecture Model document.		M		 		4		 		 		 

		3.02.02		Architecture does not contradict best practices referred to in the most recent Application Architecture Model document		M		 		4		 		 		 

		3.03		Security Model		M		5		4		 		20		 

		3.03.01		Architecture complies with suggested software packages referred to in the most recent Security Model document.		M		 		4		 		 		 

		3.03.02		Architecture does not contradict best practices referred to in the most recent Security Model document		M		 		4		 		 		 

		3.04		Web and Portal Model		M		5		4		 		20		 

		3.04.01		Architecture complies with suggested software packages referred to in the most recent Web and Portal Model document.		M		 		4		 		 		 

		3.04.02		Architecture does not contradict best practices referred to in the most recent Web and Portal Model document		M		 		4		 		 		 

		3.04.03		Architecture elements are making appropriate use of FSA infrastructure (e.g. SharePoint, WebSphere, Search Appliances, etc.)		M		 		4		 		 		 

		3.05		Batch Architecture Model		M		5		4		 		20		 

		3.05.01		Architecture complies with suggested software packages referred to in the most recent Batch Architecture Model document.		M		 		4		 		 		 

		3.05.02		Architecture does not contradict best practices referred to in the most recent Batch Architecture Model document		M		 		4		 		 		 

		 		 		 		 

		Total Score		100		 		 		 		 		 		 





















































This information comes from the Scoring Master Template.
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UI Specification

* 	

		User Interface Specification Score sheet		 

		 		 		 		 		 		 		 

		Criteria Element		Criteria Description		Relative Weight		Score		Weight		Weighted Score		Score Justification

		1.0		Template Compliance		 		 		20%		20		 

		1.01		Introduction (Purpose and Scope)		1		4.0		 		4		 

		1.01.01		Document contains a solid definition of the scope of the project functional areas to be addressed by the user interface specifications.		 		4		 		 		 

		1.02		View Specifications		3		4.0		 		12		 

		1.02.01		Document(s) clearly identifies the View(s) related by this UI Specification, as well as whether this section communicates a new view or changes to an existing view.		 		4		 		 		 

		1.02.02		Document(s) Cleary communicates the relevant Information Architecture related to this view.		 		4		 		 		 

		1.02.03		Document(s) clearly communicates the View Layout.		 		4		 		 		 

		1.02.04		Document(s) clearly communicates the User Roles relevant to this view.		 		4		 		 		 

		1.02.05		Document(s) clearly communicates the Navigation Flows relevant to this view.		 		4		 		 		 

		1.02.06		Document(s) clearly communicates the Shareable Components relevant to this view.		 		4		 		 		 

		1.03		High Level Specifications		5		4.0		 		20		 

		1.03.01		Document(s) cleary communicates the relevant Information Architecture related to this system		 		4		 		 		 

		1.03.02		Document(s) clearly communicates the User Roles relevant to this system		 		4		 		 		 

		1.03.03		Document(s) clearly communicates the Navigation Flows relevant to this system		 		4		 		 		 

		1.03.04		Document(s) clearly communicates the Shareable Components relevant to this system.		 		4		 		 		 

		1.04		Wireframes		3		4.0		 		12		 

		1.04.01		Document(s) clearly communicates the Global Widgets utilized by the wireframes.		 		4		 		 		 

		1.04.02		Document(s) clearly communicates the Screen Specifications, including the Screen Wireframe Description, Screen Navigation Flow, and Screen Wireframe Illustration for each screen required by the system.		 		4		 		 		 

		1.04.03		Document(s) clearly communicates the Component Specifications, including the Component Wireframe Illustrations and Descriptions, and Component Navigations Component identified within the UI Screens.		 		4		 		 		 

		1.05		Style Guide		5		4.0		 		20		 

		1.05.01		Document(s) clearly communicates the Style Guide elements relevant to the view or system.		 		4		 		 		 









































































This information comes from the Scoring Master Template.
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UI Specification, cont.

* 	

		2.0		Completeness, Correctness and Feasibility		 		 		60%		60		 

		2.01		Document has been reviewed by applicable Stakeholders/Users and approval points have been documented.		3		4		 		12		 

		2.02		Documented View Specifications appear complete, sufficiently defined and feasible.		3		4		 		12		 

		2.03		Documented Global Widgets Guide appears complete, sufficiently defined and feasible.		3		4		 		12		 

		2.04		Documented Screen Specification appear to fully support Detail Requirements, are sufficiently defined,  consistent and agreed-to by Stakeholders.		5		4		 		20		 

		2.05		Documented Component Specifications appear to fully support Screen Specifications, are sufficiently defined,  consistent and agreed-to by Stakeholders.		5		4		 		20		 

		2.06		The table accompanying each Component Content Page Wireframe appears to sufficiently define related display logic and event handling.		4		4		 		16		 

		2.07		Information Architecture is consistent throughout the specification.		3		4		 		12		 

		2.08		Screen and Component Navigations are consistent throughout the specification.		4		4		 		16		 

		2.09		Adequate UI Specifications have been captured for each report required by the system. 		4		4		 		16		 

		2.10		Adequate UI Specifications have been captured for any administrative functionality required by the system.		3		4		 		12		 

		2.11		Requirements indicating the need for a user interface are supported by user interface specifications and/or wireframes.		3		4		 		12		 

		2.12		Requirements are free of unwarranted design detail and only describe the functionality required.  No design decisions are made or introduced.		4		4		 		16		 

		3.0		Traceability (If Required for Project)		 		 		20%		20		 

		3.01		Documented Screen and Component Specification appear to fully support the Use Case details captured in the related Detailed Requirements Document(s).		5		4		 		20		 

		3.02		Documented Screen and Component Specifications appear to fully support any Reporting Requirements captured in the related Detailed Requirements Document(s).		5		4		 		20		 

		3.03		Documented Screen and Component Specifications appear to fully support any system administration functionality identified in the related Detailed Requirements Document(s).		3		4		 		12		 

		3.04		Documented UI Specifications appear to fully support the associated Detailed Requirements Documentation in General.		4		4		 		16		 

		 		 		 		 		 		 		 

		Total Score		100		 		 		 		 		 

































































This information comes from the Scoring Master Template.
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Detailed Design

* 	

		Detailed Design Score sheet

		 		 		 		 		 		 		 		 

		Criteria Element		Criteria Description		M/O		Relative Weight		Score		Weight		Weighted Score		Score Justification

		1.0		Detailed Design Standards Compliance		 		 		 		30%		30		 

		1.01		Key Design Decisions		M		3		4		 		12		 

		1.01.01		Document(s) should contain a list of all design decisions logged between high-level and detailed design		M		 		4		 		 		 

		1.01.02		Design Decisions Log should have appropriate approvals from project leaders		M		 		4		 		 		 

		1.02		Application Framework		M		3		4		 		12		 

		1.02.01		Detailed design document provides details on application framework to be used for overall design		 		 		4		 		 		 

		1.02.02		Detailed design document provides details on common patterns, etc.		 		 		4		 		 		 

		1.02.03		Detailed design lists unit testing considerations for application framework components		 		 		4		 		 		 

		1.03		Core Application Design and Package Extension/Modifications		M		3		4		 		12		 

		1.03.01		The Detailed Design shall include the design of the core application for custom developed applications or extensions design for packaged applications		M		 		4		 		 		 

		1.04		User Interface (UI) Detailed Design		M		3		4		 		12		 

		1.04.01		The UI detailed design shall have class diagrams describing each class (in the presentation layer) and their static relationships		M		 		4		 		 		 

		1.04.02		The UI detailed design shall list all classes with a detailed description of the class purpose, location and documentation reference		M		 		4		 		 		 

		1.04.03		The UI detailed design shall address all applicable business rules to be implemented and validation steps.		M		 		4		 		 		 

		1.04.04		The UI detailed design shall list all UI components (ASPx,JSPs, Cascading Style Sheets (CSS) etc.) used)		M		 		4		 		 		 

		1.04.05		The UI detailed design shall include interaction diagrams for all applicable components describing their interactions with other components		M		 		4		 		 		 













































This information comes from the Scoring Master Template.
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Detailed Design, Cont.

* 	

		1.05		Data Movement Interfaces/Conversions Detailed Design		M		3		4		 		12		 

		1.05.01		The detailed design shall list all the Interface Specifications		M		 		4		 		 		 

		1.05.02		The detailed design shall have logical diagram showing the data flows, source targets etc.		M		 		4		 		 		 

		1.05.03		The detailed design shall list all source and target mappings		M		 		4		 		 		 

		1.05.04		The Connector detailed design shall include an interaction diagram for all applicable components describing their interactions with other components		M		 		4		 		 		 

		1.05.05		The  detailed design shall address unit testing considerations for each interface including verification criteria		M		 		4		 		 		 

		1.05.06		The detailed design shall optionally include deployment, configuration information specific to each interface		M		 		4		 		 		 

		1.06		Reports Design		O		3		4		 		 		 

		1.06.01		The reports section includes specifications for all required reports		O		 		 		 		 		 

		1.06.02		Each report spec contains the field definitions, data selection filters, conditions, output formats, etc.		O		 		 		 		 		 

		1.07		Common Application Services 		M		3		4		 		12		 

		1.07.01		The Utility detailed design have class diagrams describing each class and their static relationships		M		 		4		 		 		 

		1.07.02		The Utility detailed design shall list all classes with a detailed description of the class purpose, location and documentation reference		M		 		4		 		 		 

		1.07.03		The Utility detailed design shall include an interaction diagram for all applicable components  describing their interactions with other components		M		 		4		 		 		 

		1.07.04		The Utility detailed design shall address unit testing considerations for each component including verification criteria		M		 		4		 		 		 

		1.08		Persistence Layer 		M		3		4		 		12		 

		1.08.01		The Persistence Layer detailed design shall have class diagram(s) describing each class and their static relationships		M		 		4		 		 		 

		1.08.02		The Persistence Layer detailed design shall list all classes with a detailed description of the class purpose, location, and documentation reference		M		 		4		 		 		 

		1.08.03		The Persistence Layer detailed design shall include interaction diagram(s) for all applicable components describing their interactions with other components		M		 		4		 		 		 

		1.08.05		The Persistence Layer detailed design shall address unit testing considerations for each component including verification criteria		M		 		4		 		 		 

		1.09		Data Model		M		3		4		 		12		 

		1.09.01		Document(s) shall reference a completed Logical Data Model 		M		 		4		 		 		 

		1.09.02		Document(s) shall reference a Physical Data Model Design document		M		 		4		 		 		 

		1.09.03		Document(s) shall optionally include a Technical Transaction Map detailing the volumetric data of the business processes within the scope the design		O		 		 		 		 		 

		1.09.04		Document(s) shall reference a completed CRUD matrix 		O		 		 		 		 		 































































This information comes from the Scoring Master Template.
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Detailed Design, cont.

* 	

		1.10		Enterprise Services 		O		3		4		 		 		 

		1.10.01		The Enterprise Service Integration detailed design shall list the Service Interface Specifications 		O		 		4		 		 		 

		1.10.02		The Enterprise Service Integration detailed design shall have a service client class diagram describing each class and their static relationships		O		 		4		 		 		 

		1.10.03		The Enterprise Service Integration detailed design shall list all service classes with detailed description of the class purpose, location and documentation reference		O		 		4		 		 		 

		1.10.04		The Enterprise Service Integration detailed design shall include an interaction diagram for all applicable components describing their interactions with other components		O		 		4		 		 		 

		1.10.05		The Enterprise Service Integration detailed design shall address unit testing considerations for each component including verification criteria		O		 		4		 		 		 

		1.14		Use Case Walkthrough		M		3		4		 		12		 

		1.14.01		Document(s) shall contain a list of the key use cases that describe the full architectural design		M		 		4		 		 		 

		1.14.02		Document(s) shall contain an interaction diagram that lists the interactions between the use cases that show the full business process flow		M		 		4		 		 		 

		1.14.03		Document(s) shall contain a written description of the use cases to describe the flow of the business process represented		M		 		4		 		 		 

		1.15		Design Considerations		M		3		4		 		12		 

		1.15.01		Document(s) shall optionally refer to a system prototype		O		 		 		 		 		 

		1.15.02		Document(s) shall address how the architecture will meet the non-functional requirements associated with performance via software and hardware solutions (e.g. - models or other technical analysis)		M		 		4		 		 		 

		1.15.03		Document(s) shall address how the architecture will meet the non-functional requirements associated with reliability and availability taking into consideration required SLA metrics.		M		 		4		 		 		 

		1.15.04		Document(s) shall address how the architecture will recover from failure and/or have error avoidance in relation to software and hardware solutions		M		 		4		 		 		 

		1.15.05		Document(s) shall address all requirements for startup and/or installation of the deployment units.  Include any data migration efforts or risky cut overs that need to be tracked.		M		 		4		 		 		 

		1.15.06		Document(s) shall highlight areas of reuse, future uses, and backward compatibility as it pertains to the maintainability of the architecture		M		 		4		 		 		 

		1.15.07		Document(s) shall address all issues concerning serviceability of the production system including non-standard practices, licensing, and support		M		 		4		 		 		 

		1.15.08		Document(s) shall address how the architecture will address Personally Identifiable Information (PII) and Sensitive But Unclassified (SBU) data elements stored or handled by the architecture		M		 		4		 		 		 

		1.15.09		Document(s) shall address how the architecture will address Security non-functional requirements that comply with security standards set up FISMA (e.g. - data validation, overflow protection, malicious code detection)		M		 		4		 		 		 





















































This information comes from the Scoring Master Template.
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Detailed Design, cont.

* 	

		1.15.10		Document(s) shall contain how the architecture will address usability in terms of Interaction (e.g., navigation), Display (e.g., screen layout), Affective (e.g., aesthetic), Measurable requirements for user performance or productivity (e.g., 2 minutes to complete a transaction), Accessibility - 508 Compliance, and Globalization (international usage)		M		 		4		 		 		 

		1.16		Configuration		M		3		4		 		12		 

		1.16.01		Detailed design document provides configuration settings for COTS infrastructure		M		 		4		 		 		 

		1.16.02		Detailed design document provides configuration/extensions for Database tables		M		 		4		 		 		 

		1.16.03		Detailed design lists any special configuration files etc, for custom applications.		M		 		4		 		 		 

		1.17		Physical Packaging (Deployment Configuration)		M		3		4		 		12		 

		1.17.01		Document(s) should describe the customization required to deploy the software code base into a production environment		M		 		4		 		 		 

		2.0		Completeness of Design		 		 		 		55%		55		 

		2.01		Document(s) contain break down of components designed with interfaces and work flows defined (key classes and methods)		M		3		4		 		12		 

		2.02		For custom developed applications, the design clearly documents design patterns, application frameworks to be used to ensure decoupled component design.		M		3		4		 		12		 

		2.03		The detailed design presented is complete and feasible and clearly demonstrates component interactions		M		3		4		 		12		 

		2.04		The design presented is feasible for the scope and timeline presented in the document(s)		M		3		4		 		12		 

		2.05		Elements within the architecture are consistent and do not contradict other elements		M		3		4		 		12		 

		3.0		Technical Standards Compliance		 		 		 		15%		15		 

		3.01		Enterprise Service Bus Model		M		3		4		 		12		 

		3.01.01		Design conforms to the best-practices in the model		M		 		4		 		 		 

		3.02		Application Architecture Model		M		3		4		 		12		 

		3.02.01		Design conforms to the best-practices in the model		M		 		4		 		 		 

		3.03		Security Model		M		3		4		 		12		 

		3.03.01		Design conforms to the best-practices in the model		M		 		4		 		 		 

		3.04		Web and Portal Model		M		3		4		 		12		 

		3.04.01		Design conforms to the best-practices in the model		M		 		4		 		 		 

		3.05		Batch Architecture Model		M		3		4		 		12		 

		3.05.01		Design conforms to the best-practices in the model		M		 		4		 		 		 

		 		 

		Total Score		100		 		 		 		 		 		 

































































This information comes from the Scoring Master Template.
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IV&V Report

* 	

		IV&V FINAL REPORT

		1.0 INTRODUCTION



		2.0 STANDARDS AND PROCEDURES



		SUMMARY OF LIFECYCLE IV&V TASKS



		LESSONS LEARNED



		4.1 SUMMARY OF IV&V PROJECT LESSONS LEARNED AND RECOMMENDATIONS



		4.1.1 Product Issues



		4.1.2 Process Issues



		4.2 DETAILED LESSONS LEARNED



		4.2.1 Lessons Learned (Processes to be corrected)



		4.2.1.1 Product Issues

		Issue:

		Recommendation: 

		4.2.1.2 Process Issues	

		Issue:

		Recommendation:

		4.2.2 Positive Lessons Learned (Processes to be maintained)





































































If applicable, the IV&V report will be inserted here.
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Assessment Summary Report

 Input: Exemplar high-level design for XXXX

Output: Risk Summary Report 

Risk Score:  80%, Medium Risk

Executive Review Summary

The Exemplar XXXX high level design is complete and covers all applicable requirements / use cases.  The document gives a full view of the proposed solution and documents thoroughly all decision points and direction of the design.  A medium risk solution was chosen to implement a new COTS application to the FSA infrastructure.  This solution will have impacts on timeline and requirements scoping.  The architects have detailed the positives and negatives of this decision, and have given a course of action to mitigate all identified risks.

Summary of Technical Risks

High, None

Medium

Introduction of non-standard InfoSphere Customer Master Data Management (MDM) solution.  This introduces time and requirements risks due to learning curves for FSA and gap studies required to have the COTS fit the business needs

Low

Architecture proposes the use of a published algorithm to auto-generate SIDs.  This could cause a security risk.

Strengths

The documentation thoroughly explains the risks associated with decisions made by the architects.

Models are easy to read and give a complete and consistent view of the solution.

Weakness

Some risk is associated with going forward with this COTS solution.

Maintainability

Some risk will be incurred by FSA taking over this application once it is launched due to lack of knowledge of this COTS solution.

Delivery

Delivery timeline might be impacted due to required gap analysis to fit solution to business needs.

* 
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Questions?

*
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FEDERAL STUDENT AID”









UNKNOWN-0.unknown



UNKNOWN-1.unknown








[insert Project Name]
Technical Stage Gate 2 TRR

[insert Test Phase]


[insert Date]

[name], Executive Sponsor

[name], TO Program Manager

[name], Sr. Project Manager

[name], TO Project Officer

[name], Business Lead

[name], Test Manager/Lead

[name], Contract Officer

OPTIONAL:  IPT TO PM - Contact Stage Gate Process Owner before completing this template.
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Agenda

Business Background  [Source:  Bi-weekly IT PM Report]

Scope of Release

High Level Schedule

Review of Open Risks

Testing Activities 

Test Results







Lifecycle Management Methodology (LMM)

Lessons Learned

Meeting Closure

Decision Memorandum
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[system] Business Background

     [Insert the ITPM Bi-Weekly Project Report here]

3 
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Scope of Release [insert release #]

 [Describe the scope of the release that is being implemented. 



What business benefits will this release provide to FSA? 

	

What are the major technology changes being implemented for this release? 

	

Examples:  new functionality to meet a legislative requirement, improvements to the user experience, moves the system to a more current version of a product, expands capacity, etc.]



The build number of this release is: [obtain number from system’s configuration manager]



 [What are the business requirements impacting the timing of this release?



What is the impact of delaying this phase of testing?

	

Does the release have a legislative or regulatory schedule driver?]



4 
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High Level Schedule

5 

				Planned (baseline)
Completion		Actual
Completion

		Requirements		1/30/2008		2/30/2008

		Requirements Review (LMM Management Stage Gate 2)		2/3/2008		3/3/2008

		Design		2/30/2008		4/20/2008

		Design Review (LMM Technical Stage Gate 1)		3/5/2008		5/5/2008

		Development		5/30/2008		7/30/2008

		Test Readiness Review for System Test (LMM Technical Stage Gate 2)		6/1/2008		8/1/2008

		System Testing		6/15/2008		8/15/2008

		Intersystem Testing		6/30/2008		8/30/2008

		508 Compliance Testing		6/30/2008		8/15/2008

		Performance Testing		8/10/2008		10/10/2008

		Test Readiness Review for User Acceptance Testing (LMM Technical Stage Gate 2)		7/5/2008		

		User Acceptance Testing		7/30/2008		

		Code Freeze (start and end)		8/1/2008 – 8/14/2008		

		Security Vulnerability Scanning		8/14/2008		

		SDR		8/15/2008		

		PRR (LMM Technical Stage Gate 4)		8/30/2008		

		Production Cutover		9/1/2008		
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6

Review of Open Risks

		Risk Name		Risk Description		Probability		Impact		Mitigation Strategy		Risk Owner

						[High]		[High]				

						[Moderate]		[Moderate]				

						[Low]		[Low]				

												

												



[Note: This slide should include only the risks related to proceeding with testing, not the entire project risk register.]

		Probability				Impact		

		Scale		Definition		Scale		Definition

		High		Risk has a 50% or greater chance of occurring.  
Risk is more likely to occur then not.		High		If realized, the risk results in an inability to meet business mission/outcomes of the system.

		Moderate		Risk has a greater than 10% and 
less than 50% chance of occurring		Moderate		If realized, the risk results in a degraded ability to meet business mission/outcomes of the system.

		Low		Risk has a 10% or less chance of occurring

		Low		If realized, the risk results in annoyance or inconvenience, but the business mission/outcomes of the system will continue to be met.
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Testing Activities

7 

		Test Phase		Organization 
Executing Tests		Status of Testing


		System Testing – 
System Testing evaluates the integrated system (application) as a whole. The Testing Team performs tests to ensure that each function of the system works as expected and that any errors are documented, analyzed, and resolved appropriately. 		[Company Name of Contractor / Federal Student Aid Team]		[Not Performed / In Progress / Complete – For responses of Not Performed or In Progress, please provide explanation.]

		Intersystem Testing – 
Testing of the interfaces between systems. 	
		[Company Name of Contractor / Federal Student Aid Team]		[Not Performed / In Progress / Complete – For responses of Not Performed or In Progress, please provide explanation.]


		Accessibility (508) Testing – 
Testing to ensure that employees and members of the public with disabilities have access to and use of information that is comparable to that available to individuals without disabilities.		ED OCIO Assistive Technology Team		[Not Performed / In Progress / Complete – For responses of Not Performed or In Progress, please provide explanation.]

[Only the ED OCIO Assistive Technology Team can determine that 508 testing is not needed for a release. If this determination is made, please include an e-mail from that team confirming the decision.]

		Performance testing –  
Test the performance characteristics of the system, including user load and throughput for the user interface, transaction/batch processing, and database.		FSA Enterprise Performance Test (EPT) Team		[Not Performed / In Progress / Complete – For responses of Not Performed or In Progress, please provide explanation.]


		User Acceptance Testing – 
Formal testing with respect to Application Owner needs, requirements, and processes conducted to determine whether a system satisfies the acceptance criteria and to enable the user, customers, or other authorized entity to determine whether to accept the system.		Federal Student Aid [FSA Office Name]		[Not Performed]
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Unit Testing Results Summary – Going into System Test Phase 

8 

Defect Severity Levels

Urgent – Prevents the accomplishment of an operational or mission essential capability 

High – Adversely affects the accomplishment of an operational or mission essential capability and no work  around solution is known. 	

Medium –  Adversely affects the accomplishment of an operational or mission essential capability, but a work around solution is known and productivity is negatively impacted. 	

Low –  Results in user inconvenience or annoyance but does not affect a required operational or mission essential capability. 	



		Type of Testing		# Test Cases/Scripts		DEFECTS OPENED										DEFECTS CLOSED										DEFECTS DEFERRED								

						Urgent		High		Med		Low		Total		Urgent		High		Med		Low		Total		Urgent		High		Med		Low		Total

		Unit Test		50		4		5		4		4		12		1		1		1		1		4		1		1		1		1		4
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Unit Testing Summary [required for formal unit integration or system testing TRR] 

9 

Open Defects:

Urgent: [provide description of the defect and the business functionality impacted by the defect]

High: [provide description of the defect and the business functionality impacted by the defect]

Medium: [provide description of the defect and the business functionality impacted by the defect]

Low: [provide description of the defect and the business functionality impacted by the defect]



Closed Defects:     [note: only provide urgent and high for closed defects]

Urgent: [provide description of the defect and the business functionality impacted by the defect]

High: [provide description of the defect and the business functionality impacted by the defect]
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System Test Results Summary – [required for UAT TRR]

10 



Defect Severity Levels

Urgent – Prevents the accomplishment of an operational or mission essential capability 

High – Adversely affects the accomplishment of an operational or mission essential capability and no work  around solution is known. 	

Medium –  Adversely affects the accomplishment of an operational or mission essential capability, but a work around solution is known and productivity is negatively impacted. 	

Low –  Results in user inconvenience or annoyance but does not affect a required operational or mission essential capability. 	
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System Testing Results

11 

Open Defects:

Urgent: [provide description of the defect and the business functionality impacted by the defect]

High: [provide description of the defect and the business functionality impacted by the defect]

Medium: [provide description of the defect and the business functionality impacted by the defect]

Low: [provide description of the defect and the business functionality impacted by the defect]



Closed Defects:     [note: only provide urgent and high for closed defects]

Urgent: [provide description of the defect and the business functionality impacted by the defect]

High: [provide description of the defect and the business functionality impacted by the defect]
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Intersystem Testing Results

12 

Open Defects:

Urgent: [provide description of the defect and the business functionality impacted by the defect]

High: [provide description of the defect and the business functionality impacted by the defect]

Medium: [provide description of the defect and the business functionality impacted by the defect]

Low: [provide description of the defect and the business functionality impacted by the defect]



Closed Defects:     [note: only provide urgent and high for closed defects]

Urgent: [provide description of the defect and the business functionality impacted by the defect]

High: [provide description of the defect and the business functionality impacted by the defect]
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Accessibility Testing Results

13 

Open Defects:

Urgent: [provide description of the defect and the business functionality impacted by the defect]

High: [provide description of the defect and the business functionality impacted by the defect]

Medium: [provide description of the defect and the business functionality impacted by the defect]

Low: [provide description of the defect and the business functionality impacted by the defect]



Closed Defects:     [note: only provide urgent and high for closed defects]

Urgent: [provide description of the defect and the business functionality impacted by the defect]

High: [provide description of the defect and the business functionality impacted by the defect]
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Performance Testing Results

14 

		Type of Performance Test		Description of Test Performed		Performance Targets		Performance Results

		User Interface						

		[Batch / Transaction] Processing						

		Database 						



Scope: [describe the scope of performance testing done to support the release]





















[Please contact the Enterprise Performance Test Team (EPT). For most releases, EPT will provide this slide for the presentation.]
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LMM



15 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		1		Project Concept Document / OMB 300 / Acquisition Package / Operational Analysis								

		2		Initiative Vision								

		3		Requirements Mgmt Plan								

		4		High Level Requirements Document								

		5		Project Charter								

		6		Project Management Plan artifacts as prescribed by Project Risk Tier Ratting.  (Tier 1, 2 or 3)								

		7		Data Sensitivity Package								

		8		Implementation / Transition Management Plan								

		9		User Interface Specification								

		10		Detailed Requirements Document								







LMM



16 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		11		Continuity of Services Package								

		12		Data Migration Plan								

		13		Master Test Plan								

		14		System Security Package								

		15		Configuration Management Plan								

		16		Preliminary Design Document								

		17		Detailed Design Document								

		18		Security Risk Assessment Package								

		19		Operations & Maintenance Plan								

		20		Requirements Traceability Matrix								

		21		Test Suites								







LMM



17 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		22		LMM Artifact Removed / Placeholder.								

		23		Solution Source Code and Deployable Packages								

		24		Training Plan								

		25		Test Reports								

		26		Production Readiness Review								

		27		Solution User Manual								

		28		Release Version Description								

		29		Security Authorization Package								

		30		Continuous Security Authorization								

		31		System Retirement Plan								

		32		System Disposal Plan								







Lessons Learned

18 

Issue: [describe the background/cause of the lesson]

Lesson: [describe the action that should be taken to address the issue on future projects]



Issue: [describe the background/cause of the lesson]

Lesson: [describe the action that should be taken to address the issue on future projects]



Issue: [describe the background/cause of the lesson]

Lesson: [describe the action that should be taken to address the issue on future projects]



[state how lessons learned will be captured and maintained]
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Meeting Closure

Decision  [approved to proceed, remediate & resubmit or refer to the IRB] [date]. 



Complete formal sign-off  (next page)



Deliver sign-off memorandum &  supporting documentation to TO  Enterprise Quality Assurance Team

19
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Decision Sign-Off 

20

Federal Student Aid Test Readiness Review Body has verified that [System / Release Name]  is ready to pass from build/construct to formal system testing and that known risks have been documented, accepted or mitigated based on the Test Readiness Review on [ review date] .  Authority to proceed is granted.

______________________________	______________________________

Name				Name

Enterprise Testing Senior Manager	IPT FSA Technical Lead

	





____________________________	______________________________

Name				Name

Senior Business Representative		Title

			

				



	











Project remediation recommendations based on identified risks:



1.

2.

3.









LMM Technical Stage Gate ERB Template

Page 20

This is the Decision Sign-Off slide for Technical Stage Gates 1A and 1B





image1.jpeg

FEDERAL STUDENT AID”







image2.emf

Urgent High Med Low Total Urgent High Med Low Total UrgentHigh Med Low Total UrgentHigh Med Low Total


System 50


4 4 4 4 16 1 1 1 1 4 1 1 1 1 4 2 2 2 2 8


Intersystem 30


4 4 4 4 16 1 1 1 1 4 1 1 1 1 4 2 2 2 2 8


Accessibility 20


4 4 4 4 16 1 1 1 1 4 1 1 1 1 4 2 2 2 2 8


Performance 10


4 4 4 4 16 1 1 1 1 4 1 1 1 1 4 2 2 2 2 8


TOTALS 210


16 16 16 16 64 4 4 4 4 16 4 4 4 4 16 8 8 8 8 32


Type of 


Testing


# Test 


Cases/ 


Scripts


DEFECTS 


OPENED


DEFECTS 


CLOSED


DEFECTS


DEFERRED


DEFECTS RESULTING 


IN ENHANCEMENTS




Microsoft_Office_Excel_97-2003_Worksheet1.xls

Sheet1


			Type of Testing			# Test Cases/ Scripts			DEFECTS 
OPENED															DEFECTS 
CLOSED															DEFECTS
DEFERRED															DEFECTS RESULTING 
IN ENHANCEMENTS


									Urgent			High			Med			Low			Total			Urgent			High			Med			Low			Total			Urgent			High			Med			Low			Total			Urgent			High			Med			Low			Total


			System			50			4			4			4			4			16			1			1			1			1			4			1			1			1			1			4			2			2			2			2			8


			Intersystem			30			4			4			4			4			16			1			1			1			1			4			1			1			1			1			4			2			2			2			2			8


			Accessibility			20			4			4			4			4			16			1			1			1			1			4			1			1			1			1			4			2			2			2			2			8


			Performance			10			4			4			4			4			16			1			1			1			1			4			1			1			1			1			4			2			2			2			2			8


			TOTALS			210			16			16			16			16			64			4			4			4			4			16			4			4			4			4			16			8			8			8			8			32








Sheet2


			








Sheet3


			













[insert Project Name]
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[insert Date]
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Agenda 

Business Background  [Source:  Bi-weekly IT PM Report]

High Level Schedule

Summary of Technical Risks

Security & Privacy

Review of Open Risks











End User Support and Communications

System Retirement

System Disposal

Lifecycle Management Methodology (LMM)

Lessons Learned

Meeting Closure

Decision Memorandum
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[system] Business Background

     [Insert ITPM Bi-Weekly Report]

3 
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[system] Business Background, cont.

     [Insert ITPM Bi-Weekly Report]

4 
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High Level Schedule

5 

				Planned (baseline)
Completion		Actual
Completion

		Requirements				

		Requirements Review (LMM Management Stage Gate 2)				

		Design				

		Design Review (LMM Technical Stage Gate 1)				

		Development				

		Test Readiness Review for System Test (LMM Technical Stage Gate 2)				

		System Testing				

		Intersystem Testing				

		508 Compliance Testing				

		Performance Testing				

		Test Readiness Review for User Acceptance Testing (LMM Technical Stage Gate 2)				

		User Acceptance Testing				

		Code Freeze (start and end)				

		Security Vulnerability Scanning				

		SDR				

		PRR (LMM Technical Stage Gate 4)				

		Production Cutover				
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Summary of Technical Risks

[Summary of Technical Risks is pulled from the Technical Architecture Assessment Summary Report]

6 
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Page 6

Will be from the Technical Architecture Assessment Summary Report.  The IPT will have input on this slide.



Security & Privacy

7 

Documented system owner is [name]



ISSO is [name], confirmed by assignment memo dated [date] 



System is classified as a [GSS, Major Application, Minor Application]



System [does/does not] contain Personally Identifiable Information (PII).



Confidentiality is categorized as [High, Moderate, Low]



Integrity is categorized as [High, Moderate, Low]



Availability is categorized as [High, Moderate, Low]
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Security & Privacy, cont.

8 

The ISSO has reviewed the SORN and determined that updates [are / are not] needed. [If updates are needed, state when updates were completed (prior to PRR)]



The ISSO has reviewed the website(s) for the system and validated that a Human and Machine Readable Privacy Policy [is / is not] in place. [if not in place, please explain]



The ISSO has evaluated the changes being implemented in this release and has determined that there [is / is not] a impact to the security posture of the system [state the impact if there is one].



The ISSO has validated that a current Authority to Operate (ATO) is in place for the system.
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Security & Privacy, cont. 

9 

Vulnerability Scans



Web Application Findings (Development, Test, and Staging Environments)

[# Critical Findings – Resolution]

[# High Findings – Resolution]

[# Medium Findings – Resolution]

Example: 5 Critical Findings – 3 False Positive, 1 Application Fix, 1 Finding added to OVMS ([System Name]) for resolution by 06/30/2015.



Database Findings (Development, Test, and Staging Environments)

[# Critical Findings – Resolution]

[# High Findings – Resolution]

[# Medium Findings – Resolution]

Example: 5 Critical Findings – 3 False Positive, 2 Database Accounts Removed, 



Infrastructure / OS Findings (Development, Test, and Staging Environments)

[# Critical Findings – Resolution]

[# High Findings – Resolution]

[# Medium Findings – Resolution]

Example: 5 Critical Findings – 3 False Positive, 2 Findings added to OVMS (VDC) for resolution by 06/30/2015.



Post-Implementation scans of the production environment are scheduled for [date].
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Security & Privacy, cont.

10 

Vulnerability Scans



Web Application Findings (Development, Test, and Staging Environments) – Still Outstanding

[describe outstanding Web Application Findings, how they are being addressed, and expected resolution date]



Database Findings (Development, Test, and Staging Environments)  – Still Outstanding

[describe outstanding Database Findings, how they are being addressed, and expected resolution date]



Infrastructure / OS Findings (Development, Test, and Staging Environments)  – Still Outstanding

[describe outstanding Infrastructure / OS Findings, how they are being addressed, and expected resolution date]
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11

Review of Open Risks

		Risk Name		Risk Description		Probability		Impact		Mitigation Strategy		Risk Owner

						[High]		[High]				

						[Moderate]		[Moderate]				

						[Low]		[Low]				

												

												



[Note: This slide should include only the risks related to deploying 

this release to production, not the entire project risk register.]

		Probability				Impact		

		Scale		Definition		Scale		Definition

		High		Risk has a 50% or greater chance of occurring.  
Risk is more likely to occur then not.		High		If realized, the risk results in an inability to meet business mission/outcomes of the system.

		Moderate		Risk has a greater than 10% and 
less than 50% chance of occurring		Moderate		If realized, the risk results in a degraded ability to meet business mission/outcomes of the system.

		Low		Risk has a 10% or less chance of occurring

		Low		If realized, the risk results in annoyance or inconvenience, but the business mission/outcomes of the system will continue to be met.
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End User Support and Comm.

12 



Outage window for end users will be [date/time] to [date/time].



[describe how end users will be notified of the release]



Application help desk is aware of the release and has updated their procedures. The help desk phone number is [phone number]



Call center scripts and procedures have been updated to support calls from end users. The Customer Call Center phone number is [phone number].



[describe any additional end user support / communication activities]
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System Retirement

Retirement Plan

Schedule & Activities

Preparation & Communication

Issues

Records Disposition

Roles & Responsibilities





13 	





System Disposal

Disposal Plan

Issues 

Schedule & Activities

Property to be Disposed

Procedures

Funding

Roles & Responsibilities

Security, Privacy & Data

14 	





LMM



15 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		1		Project Concept Document / OMB 300 / Acquisition Package / Operational Analysis								

		2		Initiative Vision								

		3		Requirements Mgmt Plan								

		4		High Level Requirements Document								

		5		Project Charter								

		6		Project Management Plan artifacts as prescribed by Project Risk Tier Ratting.  (Tier 1, 2 or 3)								

		7		Data Sensitivity Package								

		8		Implementation / Transition Management Plan								

		9		User Interface Specification								

		10		Detailed Requirements Document								







LMM



16 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		11		Continuity of Services Package								

		12		Data Migration Plan								

		13		Master Test Plan								

		14		System Security Package								

		15		Configuration Management Plan								

		16		Preliminary Design Document								

		17		Detailed Design Document								

		18		Security Risk Assessment Package								

		19		Operations & Maintenance Plan								

		20		Requirements Traceability Matrix								

		21		Test Suites								







LMM



17 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		22		LMM Artifact Removed / Placeholder.								

		23		Solution Source Code and Deployable Packages								

		24		Training Plan								

		25		Test Reports								

		26		Production Readiness Review								

		27		Solution User Manual								

		28		Release Version Description								

		29		Security Authorization Package								

		30		Continuous Security Authorization								

		31		System Retirement Plan								

		32		System Disposal Plan								







Lessons Learned

18 

Issue: [describe the background/cause of the lesson]

Lesson: [describe the action that should be taken to address the issue on future projects]



Issue: [describe the background/cause of the lesson]

Lesson: [describe the action that should be taken to address the issue on future projects]



Issue: [describe the background/cause of the lesson]

Lesson: [describe the action that should be taken to address the issue on future projects]



[state how lessons learned will be captured and maintained]
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Meeting Closure

Decision  [approved to proceed, remediate & resubmit or refer to the IRB] [date]. 



Complete formal sign-off  (next page)



Deliver sign-off memorandum &  supporting documentation to TO  Enterprise Quality Assurance Team

19
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Decision Sign-Off 

20

Federal Student Aid Engineering Review Board has verified that [System / Release Name]  components are properly retired, decommissioned, sanitized and archived  based on the Retirement and Disposal Review on [ review date] .  Authority to proceed is granted.

____________________________

Name of BU Executive

Title	





____________________________	

Name of TO Executive

Title of Presenter			

				



	











Project remediation recommendations based on identified risks:



1.

2.

3.
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This is the Decision Sign-Off slide for Technical Stage Gates 1A and 1B
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[Project Name]

Technical Stage Gate1

Design Review 

Engineering Board Briefing



[Date]

Integrated Product Team

Sponsors

Program Managers

BU, SR and TO Project Managers

Contracting Officer

[These slides are provided as a guide to developing TSG 1 presentations. It is expected that the slides will be tailored to fit the needs of particular releases.   Template updated: 07-19-2011]







LMM Technical Stage Gate ERB Template

Page *

This deck will be prepared by the TO PM working with SME’s and the IPT.  It is the briefing that will be presented to the ERB at Stage Gate 1B.  



Slide deck will be presented by TO PM.









Agenda

		Solution Description and Scope

		High Level Schedule  

		Risk Rating

		Assessment Review Summary

		Summary of Technical Risks

		Strengths

		Weaknesses

		Maintainability



		Delivery

		Quality

		Issues to Carry Forward

		Target State Vision Compliance

		Enterprise Architecture Integration

		Lifecycle Management Methodology Documentation

		Lessons Learned

		Meeting Closure and Decision Sign-Off



*
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Solution Description & Scope

     [TO PM:  Describe the business purpose of the system in general. 



	What legislation does the system support? 



	What major functions does this system perform for FSA? 



	What are the major technologies used by the system?

	

	How many and what types of users does it have?]

* 

[IPT:  Input comments]
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This information should be coordinated by the TO PM working with the SME’s and IPT.









High Level Schedule

* 

		Planned (baseline)
Completion		Actual
Completion

		Requirements		1/30/2008		2/30/2008

		Requirements Review (LMM Management Stage Gate 2)		2/3/2008		3/3/2008

		Design		2/30/2008		4/20/2008

		Design Review (LMM Technical Stage Gate 1)		3/5/2008		5/5/2008

		Development		5/30/2008		7/30/2008

		Test Readiness Review for System Test (LMM Technical Stage Gate 2)		6/1/2008		8/1/2008

		System Testing		6/15/2008		8/15/2008

		Intersystem Testing		6/30/2008		8/30/2008

		508 Compliance Testing		6/30/2008		8/15/2008

		Performance Testing		8/10/2008		10/10/2008

		Test Readiness Review for User Acceptance Testing (LMM Technical Stage Gate 2)		7/5/2008		8/30/2008

		User Acceptance Testing		7/30/2008		9/30/2008

		Code Freeze (start and end)		8/1/2008 – 8/14/2008		10/1/2008 - 10/31/2008

		Security Vulnerability Scanning		8/14/2008		10/14/2008

		SDR		8/15/2008		10/15/2008

		PRR (LMM Technical Stage Gate 4)		8/30/2008		10/30/2008

		Production Cutover		9/1/2008		11/1/2008
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This will be prepared by the TO PM working with SME’s and the IPT.  Technical Stage Gates should be reflected in the High Level Schedule.









Risk Rating

[[Summary risk rating from Engineering Review Assessment Summary Report]

* 

[TO PM:  Input IPT comments, response and/or concerns]
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Will be from the Technical Architecture Assessment Summary Report.  The TO PM will include the IPT input.









Assessment Review Summary

* 

[[Summary executive review from Engineering Review Assessment Summary Report]

[TO PM:  Input IPT comments, response and/or concerns]
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Page *

Will be from the Technical Architecture Assessment Summary Report. The TO PM will include the IPT input.









Summary of Technical Risks

* 

[[Summary technical risks from Engineering Review Assessment Summary Report]

[TO PM:  Input IPT comments, response and/or concerns]
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Will be from the Technical Architecture Assessment Summary Report. The TO PM will include the IPT input.









Strengths

* 

[[Summary strengths from Engineering Review Assessment Summary Report]

[TO PM:  Input IPT comments, response and/or concerns]
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Will be from the Technical Architecture Assessment Summary Report. The TO PM will include the IPT input.









Weaknesses

* 

[[Summary weaknesses from Engineering Review Assessment Summary Report]

[TO PM:  Input IPT comments, response and/or concerns]
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Will be from the Technical Architecture Assessment Summary Report. The TO PM will include the IPT input.









Quality

* 

[[Summary quality rating from Engineering Review Assessment Summary Report]

[TO PM:  Input IPT comments, response and/or concerns]
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Will be from the Technical Architecture Assessment Summary Report. The TO PM will include the IPT input.









Maintainability

* 	

[[Summary maintainability rating from Engineering Review Assessment Summary Report]

[TO PM:  Input IPT comments, response and/or concerns]





Will be from the Technical Architecture Assessment Summary Report. The TO PM will include the IPT input.
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Delivery

* 	

[[Summary delivery timeline analysis from Engineering Review Assessment Summary Report]

[TO PM:  Input IPT comments, response and/or concerns]





Will be from the Technical Architecture Assessment Summary Report. The TO PM will include the IPT input.
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Issues to Carry Forward

* 

[[Summary of issues to carry forward from Engineering Review Assessment Summary Report]

[TO PM:  Input IPT comments, response and/or concerns]
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Page *

Will be from the Technical Architecture Assessment Summary Report. The TO PM will include the IPT input.









Target State Vision Compliance

*

[[Summary TSV Compliance from Engineering Review ]

[TO PM:  Input IPT comments, response and/or concerns]
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This information should be coordinated by the TO PM working with the appropriate SME.  The IPT will have input on this slide.









EA Integration

* 

[[Summary of EA Integration from Engineering Review]

[TO PM:  Input IPT comments, response and/or concerns]
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This information should be coordinated by the TO PM working with the appropriate SME.  The IPT will have input on this slide.









LMM Documentation

* 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		1		Project Concept Document / OMB 300 / Acquisition Package / Operational Analysis

		2		Initiative Vision

		3		Requirements Mgmt Plan

		4		High Level Requirements Document

		5		Project Charter

		6		Project Management Plan artifacts as prescribed by Project Risk Tier Ratting.  (Tier 1, 2 or 3)

		7		Data Sensitivity Package

		8		Implementation / Transition Management Plan

		9		User Interface Specification

		10		Detailed Requirements Document













































This information should be coordinated by the TO PM.  The tailoring plan will serve as the input.  At a minimum this should be populated through LMM Item 17 for Stage Gate 1B.





LMM Technical Stage Gate ERB Template

Page *









Lifecycle Documentation, cont.

* 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		11		Continuity of Services Package

		12		Data Migration Plan

		13		Master Test Plan

		14		System Security Package

		15		Configuration Management Plan

		16		Preliminary Design Document

		17		Detailed Design Document

		18		Security Risk Assessment Package

		19		Operations & Maintenance Plan

		20		Requirements Traceability Matrix

		21		Test Suites















































This information should be coordinated by the TO PM.  The tailoring plan will serve as the input.  At a minimum this should be populated through LMM Item 17 for Stage Gate 1B.
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Lifecycle Documentation, cont.

* 	

		LMM Item #		Document or Work Package from LMM Tailoring Plan dated MM/DD/YYYY		Status 
 Created
 Updated
 No update needed
 Not applicable to this release		Document Version Number of Final Accepted Document		Date of Final Accepted Document		Comments

(If included in another LMM Document, indicate the name of that document and LMM Tailoring Plan Item #.)

		22		LMM Artifact Removed / Placeholder.

		23		Solution Source Code and Deployable Packages

		24		Training Plan

		25		Test Reports

		26		Production Readiness Review		This document.

		27		Solution User Manual

		28		Release Version Description

		29		Security Authorization Package

		30		Continuous Security Authorization

		31		System Retirement Plan		Not applicable to PRR.

		32		System Disposal Plan		Not applicable to PRR.















































This information should be coordinated by the TO PM.  The tailoring plan will serve as the input.  At a minimum this should be populated through LMM Item 17 for Stage Gate 1B.
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Lessons Learned

* 

		[Describe how lessons learned were captured for this release.





	Were lessons captured during previous stages of the lifecycle?	



	A lessons learned meeting [is/is not] planned for [date/if not planned, explain approach for eliciting lessons].



	When will lessons learned be entered in FSA’s lessons learned database?



	Note: This slide should inform readers of the process for identifying and capturing lessons learned. It should not include the specific lessons.]
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Meeting Closure

		IPT Recommendation

		Discussion & Decision

		Decision Sign-Off



*
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Decision Sign-Off 

*

Federal Student Aid Engineering Review Board has verified that [System / Release Name]  is in compliance with FSA’s technical, architectural and target state vision objectives based on the Detailed Design Review on [ review date] .  Authority to proceed is granted.

____________________________

Name of BU Representative

Title	





____________________________	______________________________

Name of IT Presenter			Bridget-Anne Hampden

Title of Presenter			Chair, Engineering Review Board

				Technology Office



	









Project remediation recommendations based on identified risks:



1.

2.

3.
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<Process Name>�

<Function>�

�

Technical Stage Gate Process – Tech Stage 5, Retirement and Disposal


Retirement Review Executives


Investment Review Board�

Technical Stage Gate Review Body


Integrated Project
 Teams


Subject Matter Experts


Recommend for Remediation


SMEs coach Project Teams 


All project activity ceased


IPT Develops Artifacts and consults with relevant SMEs
(100% Review)


Executive Decision


Operations & Maintenance


Stage Gate


Determination Made


Develop Project Remediation Plan


Approved Stage Gate


SMEs perform review and submit feedback to IPT


Proceed


IPT addresses feedback and submits package to Stage Gate Review Body


Formally Authorize Project for continuation


Possible Outcomes


End


Start


Terminate Project


Technical Stage Gate Review



Provide analysis and recommendations to BU and TO Executives


Determination Made


Technical Stage Gate Process – Test Readiness Review


Test Readiness Review Board


Integrated Project Teams


Subject Matter Experts


Recommend for Remediation


SMEs coach Project Teams 


IPT Develops Artifacts and consults with relevant SMEs


Project Execution


Stage Gate


Develop Project Remediation Plan


Approved Stage Gate


IPT Test Manager provides completed Test Readiness Review Report to IPT


Proceed


IPT Test Lead reviews and submits Test Readiness Review Report to TRR Stage Gate Review Board


Formally Authorize Project for continuation


Possible Outcomes


Start


TRR
Stage Gate Review




Determination Made


Technical Stage Gate Process – Tech Stage 5, Retirement and Disposal


Retirement Review Executives


Investment Review Board�

Technical Stage Gate Review Body


Integrated Product Team


Subject Matter Experts


Recommend for Remediation


SMEs coach Project Teams 


IPT Develops Artifacts and consults with relevant SMEs


Executive Decision


Operations & Maintenance


Stage Gate


Determination Made


Develop Project Remediation Plan


Approved Stage Gate


SMEs perform review and submit completion memo to IPT


Proceed


IPT addresses comments and submits package to Stage Gate Review Board


Formally Authorize Project for retirement


Possible Outcomes


Start


Technical Stage Gate Review




Provide analysis and recommendations to BU and TO Executives


Technical Stage Gate Process – Engineering Review 3


Engineering Review Board


Investment Review Board�

Technical Stage Gate Review Board


Integrated Project Teams


Subject Matter Experts


Recommend for Remediation


SMEs coach Project Teams 


All project activity ceased


IPT Develops Artifacts and consults with relevant SMEs
(100% Review)


Executive Decision


Project Execution


Stage Gate


Determination Made


Develop Project Remediation Plan


Approved Stage Gate


SMEs provide review completion memo to IPT
(sampling review)


Proceed


IPT submits SME memos and relevant artifacts to the Stage Gate Review Board


Formally Authorize Project for continuation
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