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Document Purpose

This Practices Guide is a brief document that provides an overview describing the best practices, activities, attributes, and related templates, tools, information, and key terminology of industry-leading project management practices and their accompanying project management templates.
Background
The Georgia Technology Authority (GTA) Enterprise Performance Life Cycle (EPLC) is a framework to enhance Information Technology (IT) governance through rigorous application of sound investment and project management principles, and industry best practices. The EPLC provides the context for the governance process and describes interdependencies between its project management, investment management, and capital planning components. The EPLC framework establishes an environment in which State IT investments and projects consistently achieve successful outcomes that align with Department and Operating Division goals and objectives.

The Enterprise Performance Life Cycle (EPLC) Concept Phase identifies the proposed concept to resolve a business need or problem. The activities during the Concept Phase are designed to determine whether or not the proposed investment/project (hereafter referred to as “project”) aligns with the mission of the organization, supports the achievement of short term and/or long term goal(s), and justifies development of a Business Needs Statement, full Business Case, and preliminary Project Management Plan (PMP).

Practice Overview

During the Concept Phase, a Business Owner identifies a proposed idea for which a technological solution is required. The Concept Phase may be triggered by legislative mandate or policy, business process improvement activities, changes in business functions, or advances in information technology. When an opportunity to improve or to address a deficiency is identified, the Business Owner documents these opportunities in the Concept Document.
The Concept Document includes a brief description of the proposed project’s purpose, goals, and scope. The Concept Document provides sufficient information to justify a decision whether or not the organization should move forward with the development of a Business Needs Statement or full business case.
The Business Owner is the principal authority on matters regarding the expression of business needs, the interpretation of the functional requirements, and the mediation of various issues regarding the priority, scope, and domain of the business requirements. The Business Owner must understand what constitutes a requirement and must take ownership of such requirements. The Business Owner is also responsible for ensuring that adequate financial and business process resources are made available to support the project once approved.
The purpose of the Concept Document is to give the Executive Leadership a very high level overview of the concept being proposed.  Basic elements of a concept document are discussed below.  The Concept Document is the first step in developing a new project.  A concept document is brief – no more than two pages.
1. Project Description

Describe the background and context for the project. Describe the business initiative(s) that comprise this project and the intended outcome(s) of this project.  If the project will produce a tangible result like a document, instructional media, or other product when it is completed, identify these here.  Put enough information here so that the other sections in the concept paper make sense. 

2. Business Purpose

This section should answer the basic questions about why this idea is important to consider at this time.  Provide background information to explain the current business operation, process, situation, need, or problem.  This section attempts to answer the following types of questions:

· What are the goals of this project?

· What is the business problem, business need, or opportunity?

· Are there any legal statutes or requirements that precipitated this proposal?

· What is the current process in place to address this problem or need and how does it work?

· How much does the current business operation cost in terms of time, money, and resources, before the concept is implemented?

3. Proposed Solution

The section describes the business concept and how it will be implemented.  In this paragraph describe the proposed solution(s) and its benefit(s).  Contrast new business operation and cost with current business operation and cost. 

· What is the concept and what is the expected outcome after being implemented?

· What changes will occur to any processes as a result of this concept? How will the way the organization conducts business be changed?

· How much will the future business operation cost in terms of time, money, and resources, after the concept is implemented?

· What policy changes will be necessary?

· What will be created, delivered, produced?

4. Alignment with Strategic Plan

This section should identify the strategic goals that will be promoted by this concept.  Briefly describe how this initiative helps the department achieve these goals.

5. Stakeholders

The section should attempt to identify the different organizations and individuals that are important to the success of this concept.  The following questions should be addressed:

· Which internal and external organizations, divisions, programs, agencies, vendors, etc. will be involved in the effort to both implement the concept and provide ongoing operations and maintenance?  What is their interest or role? 
· Who are the internal and/or external individuals, subject matter experts, etc. that will be involved in the effort to both implement the concept and provide ongoing operations and maintenance. What is their interest or role?
6. Timeline

This section describes all time related factors that will influence this project, such as:

· When does it need to start? How long will it take?  When does it need to be completed?
· What are the milestones and what is their anticipated timeline? 
· What other activities (projects, programs, construction, etc.) have to be completed before this project can start?  What are the dates associated with those activities?
· What important calendar dates are important to this project, for example state fiscal year start, federal fiscal year end, etc.?
7. Resource Estimates

This section should attempt to identify the different types of resources that will be consumed and quantify them in order to estimate a “ball-park” cost also known as Rough Order of Magnitude estimates.  It should also identify budget and funding plans.  Based on knowledge about similar projects, estimate the number of each type of resource required; then project the costs of implementation and any ongoing costs once the new solution is in place. If budget limitations are a known constraint, provide the “not- to- exceed” figure.   If a cost is indeterminable at this point, explain what must be done to obtain a cost figure as well as how long that would take.  A more refined budget will be presented with the Business Case document if the concept is approved.  Consider the following types of questions and items: 

· Has this project to date been included in anyone’s budget? What are the funding sources?  Are they derived from state or federal funds?
· How much has been earmarked?  What amount is considered to be the “not- to- exceed” figure?
· How many employees will be involved, for how many months, and what percentage of their time?  How many contractors will be …?
· Will vendor involvement be required?  As part of existing contracts, amended contracts, or new contracts? Will an RFQ, RFP, or other procurement process be required?
· Itemize estimated materials and supplies that are anticipated including equipment, software, travel expenses, registration fees, training costs, etc.
· If the concept will require a new software application to be created, how many data entry pages and reports will be needed?  If new software is replacing an existing application, how many forms and reports are being replaced.
· Don’t forget ongoing costs for operations and maintenance once the project is implemented.
· This section could indicate that an estimate can’t be given until the Business Case is completed.
Best Practices
· Leverage - Look for ways to extend the benefits of the project beyond the immediate problem being addressed. Leveraging work to resolve multiple needs increases likelihood of sponsorship
· Soft Benefits - Include soft benefits even if not directly quantifiable. Soft benefits may include influences on employee behavior, increased client satisfaction, etc
· K.I.S.S. - Keep the content of the Concept Document brief and simple. Present concepts in business terms and limiting the use of technical jargon and ambiguous acronyms
· Review - Present the completed Concept Document for final review, preferably to cross-functional team, prior to presenting to the prospective business owner
Practice Activities

· Assess the organization
· Identify the agency’s performance goals
· Define a strategy for development of the Concept Document
· Finalize the Concept Document
· Present the Concept Document for review and approval to present to the appropriate governance committee
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