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Stage Gate Review Checklists
Concept Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Concept Document
	
	
	


Mandatory Exit Criteria

	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	A Business Owner has been identified and confirmed.  [Someone who will champion the investment, defines the business needs and investment requirements, and secures funding).
	
	
	

	Approval of this investment is highly probable. The decision is based on the following factors: acceptable risk/return; high-priority business need/mandate; and no more preferable alternative (use/modify existing application, not addressable through business process reengineering or other non-IT solution).
	
	
	

	Investment description is sufficient to permit development of an acceptable business case and preliminary project management plan.
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Initiation Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Business Needs Statement (Final)
	
	
	

	Project Charter (Final)
	
	
	

	Project Management Plan w/components (Draft)
	
	
	

	Business Case (Draft)
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	The scope of the project has been adequately described in the Business Needs Statement and Project Charter, and that the high level requirements meet the business need. 
	
	
	

	The project organizational structure is scaled to support the project and the project manager and the project team are qualified [Organizational Mappings support project communication needs.] 
	
	
	

	The Preliminary Project Management Plan adequately defines how the project will be executed, monitored and controlled and includes high level estimates of the baselines. 
	
	
	

	All applicable security and privacy standards have been considered in sufficient detail as part of the Business Case. FIPS-199 categorization and an initial assessment of system accreditation boundary are established. 
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Planning Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Project Management Plan w/components (Final)
	
	
	

	Business Case w/components (Final)
	
	
	

	Project Assessment Plan (Final)
	
	
	

	Requirements Document (Draft)
	
	
	

	Procurement Plan (Draft)
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	The full scope of the project has been adequately described in the Business Case and the high level requirements meet the business need.
	
	
	

	The Project Management Plan is fully scaled and details all the appropriate components that address the needs of the project. This includes the definition of appropriately scaled reviews and deliverables
	
	
	

	All Deliverables have been defined. 
	
	
	

	The Information Security Officer has been identified.
	
	
	

	Business Processes affecting the investment have been documented.
	
	
	

	The Acquisition Plan has been approved by the Contracting Officer and there is obligated money for contract awards. All applicable contract clauses have been considered.
	
	
	

	The risk limits of the Business Owner have been defined and risks of highest impact have been sufficiently addressed with either mitigation or contingency plans. 
	
	
	

	Variances from baselines have been identified and mitigated.  [Cost and schedule variances and scope changes are identified, significant variances are explained, and Corrective Action Plans (CAPs) or rebaseline requests are in place as appropriate.] 
	
	
	

	Baselines have been reviewed and revised as appropriate.  [Should this project continue as-is, be modified, or be terminated based on current knowledge?] 
	
	
	

	The Project Management Plan and component plans have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan, and Security Approach.]
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Requirements Analysis Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Requirements Document w/components (Final)
	
	
	

	Procurement Plan (Final)
	
	
	

	Design Document (Draft)
	
	
	

	Security Plans (Draft)
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	The initial test plan is defined. 
	
	
	

	Requirements have been grouped and sufficiently detailed so that they can be tested once the product is developed. 
	
	
	

	Process and Data Models are defined adequately for product design. 
	
	
	

	Variances from baselines have been identified and mitigated.  [Cost and schedule variances and scope changes are identified, significant variances are explained, and Corrective Action Plans (CAPs) or rebaseline requests are in place as appropriate.] 
	
	
	

	Baselines have been reviewed and revised as appropriate.  [Should this investment continue as-is, be modified, or be terminated based on current knowledge?] 
	
	
	

	The Project Management Plan and component plans have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan and Security Approach.] 
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Design Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Design Document w/ components (Final)
	
	
	

	Security BC/DR Plans (Final)
	
	
	

	Test Plan (Draft)
	
	
	

	Training Plan (Draft)
	
	
	

	Operations and Users Manuals (Draft)
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	No outstanding concerns among stakeholders regarding design adequacy or feasibility. 
	
	
	

	Design is adequately documented to allow effective and efficient development. 
	
	
	

	Business Continuity/Disaster Recovery plans are adequately documented to provide clear procedures and responsibilities
	
	
	

	Security Documents are as complete and accurate as possible. 
	
	
	

	Variances from baselines have been identified and mitigated.  [Cost and schedule variances and scope changes are identified, significant variances are explained, and Corrective Action Plans (CAPs) or rebaseline requests are in place as appropriate.] 
	
	
	

	Baselines have been reviewed and revised as appropriate.  [Should this investment continue as-is, be modified, or be terminated based on current knowledge?] 
	
	
	

	The Project Management Plan and component plans have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan and Security Approach.] 
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Development Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Test Plan (Final)
	
	
	

	Business Product (Final)
	
	
	

	Operations &Maintenance Manual (Final Draft)
	 
	
	

	System Security Plan (Final)
	
	
	

	Security Risk Assessment
	
	
	

	Training Plan (Final)
	
	
	

	Training Materials (Final)
	
	
	

	User Manual (Final)
	
	
	

	Implementation Plan (Draft)
	
	
	

	Organizational Readiness Assessment (Draft)
	
	
	

	SLAs/MOUs (Draft)
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	Business Product satisfies the requirements established and refined during the Requirements and Design Phases. 
	
	
	

	Test Plan ensures that all test cases will be adequately evaluated and executed, and system tested to ensure requirements are met. 
	
	
	

	Security plans and risk assessments are complete and in compliance with regulatory requirements. 
	
	
	

	Variances from baselines have been identified and mitigated.  [Cost and schedule variances and scope changes are identified, significant variances are explained, and Corrective Action Plans (CAPs) or rebaseline requests are in place as appropriate.] 
	
	
	

	Baselines have been reviewed and revised as appropriate.  [Should this investment continue as-is, be modified, or be terminated based on current knowledge?] 
	
	
	

	The Project Management Plan and component plans have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan and Security Approach.] 
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Test Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Implementation Plan (Final)
	
	
	

	Test Reports (Final)
	
	
	

	Organizational Readiness Assessment (Final)
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	Test plan ensures that test cases will be executed to make certain that requirements are met. 
	
	
	

	Testing of the Business Product supports the decision to move to the Implementation Phase. 
	
	
	

	Implementation Plan provides detailed information on the move of the Business Product into production. 
	
	
	

	Variances from baselines have been identified and mitigated.  [Cost and schedule variances and scope changes are identified, significant variances are explained, and Corrective Action Plans (CAPs) or rebaseline requests are in place as appropriate.] 
	
	
	

	Baselines have been reviewed and revised as appropriate.  [Should this investment continue as-is, be modified, or be terminated based on current knowledge?] 
	
	
	

	The Project Management Plan components have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan and Security Approach.] 
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Transition Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Business Product (Final)
	
	
	

	Project Completion Report (Final)
	
	
	

	Service Level Agreements (SLA)  and/or Memorandum(s) of Understanding (MOU)
	
	
	

	Business Continuity/Disaster Recovery Plan (Final)
	
	
	

	Operations & Maintenance Manual (Final)
	
	
	

	System Security Plan (Final)
	
	
	

	Security Risk Assessment (Final)
	
	
	

	Training Plan (Final)
	
	
	

	Training Materials (Final)
	
	
	

	User Manual (Final)
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	Business Product ready for production service and notification of the new solution is provided to all users and staff who are affected. 
	
	
	

	No outstanding concerns among stakeholders regarding implementation. 
	
	
	

	Security and authorization to operate documents are complete and the system is considered Certified and Accredited
	
	
	

	Variances from baselines have been identified and mitigated.  [Cost and schedule variances and scope changes are identified, significant variances are explained, and Corrective Action Plans (CAPs) or rebaseline requests are in place as appropriate.] 
	
	
	

	Baselines have been reviewed and revised as appropriate.  [Should this investment continue as-is, be modified, or be terminated based on current knowledge?] 
	
	
	

	The Project Management Plan and component plans have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan and Security Approach.] 
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Operations Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Annual Operational Analysis (Final)
	
	
	

	Disposition Plans (Final)
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	Annual review of the operation provides a framework for deciding what enhancements or modifications are needed or whether the business product should be replaced or disposed of. 
	
	
	

	Documentation and the training programs include input from stakeholders. 
	
	
	

	Variances from baselines have been identified and mitigated.  [Cost and schedule variances and scope changes are identified, significant variances are explained, and Corrective Action Plans (CAPs) or rebaseline requests are in place as appropriate.] 
	
	
	

	Baselines have been reviewed and revised as appropriate.  [Should this investment continue as-is, be modified, or be terminated based on current knowledge?] 
	
	
	

	The Project Management Plan and component plans have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan and Security Approach.] 
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
	


Disposition Phase Stage Gate Review

Stage Deliverables 
	Deliverable Name
	SME Assigned
	Scoring
	SME Sign-off/Date

	Project Archives
	
	
	


Mandatory Exit Criteria:
	Exit Criteria
	SME Assigned
	Scoring
	SME Sign-off/Date

	Data archiving, security, and data and systems migrations are complete. 
	
	
	

	If appropriate, has the migration of data and the function to a new system been well-planned. 
	
	
	

	Final phase-end review has been conducted. 
	
	
	

	The Project Management Plan and component plans have been reviewed and appropriately updated. [This includes Risk Management, Acquisition Plan, Change Management, Configuration Management, Project Categorization, Requirements Management, Communication Plan, WBS/Schedule, IV&V Planning, Quality Assurance, Records Management, Staff Development Plan and Security Approach.] 
	
	
	


Recommendations

	Approval Level (check one)
	Explanations, Caveats or Conditions

	Approve
	
	

	Approve with Conditions
	
	

	Discontinue Project
	
	


Business Owner Approval
	Approval Statement
	Business Owner Sign-off/Date

	I certify that the above deliverables and exit criteria have been reviewed by the individuals assigned to them.
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