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Revision History

	Revision Number
	Date
	Comment

	1.0
	February 16, 2001
	Original Scope
 and Initial Baseline

	2.0
	February 28, 2002
	PMO Refinement

	2.1
	July 1, 2002
	Wording change “policy to principle/procedure to guideline”


1.0 Program Reviews

1.1 Key Knowledge Area Purpose

A.
This guideline applies to the following knowledge areas:

	Knowledge Area
	Applicable?

	Integration Management
	Y

	Scope Management
	Y

	Time Management
	Y

	Cost Management
	Y

	Quality Management
	Y

	Human Resources Management
	Y

	Communications Management
	Y

	Risk Management
	Y

	Procurement Management
	


B.
The purpose of integration management is to ensure coordination of the different elements of a project to achieve the needs and expectations of project stakeholders.  It includes project plan development, project plan execution, and integrated overall change control.

C.
The purpose of scope management is to ensure the work performed in a project is necessary to the successful completion.  It includes initiation, scope planning, scope definition, scope verification, and scope change control.

D.
The purpose of time management is to ensure a project completes in a timely manner.  It includes activity definition, activity sequencing, activity duration estimating, schedule development, and schedule control.

E.
The purpose of cost management is to ensure a project completes within its approved budget.  It includes resource planning, cost estimating, cost budgeting, and cost control.

F.
The purpose of quality management is to ensure the products and services produced by a project satisfy the needs for which the project was undertaken.  Quality – the satisfaction of project needs – is a measure of adherence to stated requirements combined with fitness for use.  The Quality Management Knowledge Area includes quality planning, quality assurance, and quality control.

G.
The purpose of human resource management is to ensure effective use of the people involved in a project.  It includes organizational planning, staff acquisition, and team development.

H.
The purpose of communications management is to ensure timely and effective control flow of information for a project.  It includes communication planning, information distribution, performance reporting, and administrative closure.

I.
The purpose of risk management is to ensure the identification, analysis, and appropriate response to the risks encountered by a project.  It includes risk management planning, risk identification, qualitative risk analysis, quantitative risk analysis, risk response planning, and risk monitoring and control.





1.2 Guideline Purpose

A. The purpose of this guideline is to provide an effective and efficient program reporting infrastructure in facilitate accurate and timely project and program statusing to include summary status, cost, resources, risks, and schedule.

B. To provide definition of Program Review products and protocol. 

C. The purpose of the Program Review is to provide adequate visibility into actual progress so that management can take effective actions when the project’s performance deviates significantly form the established and approved plans.  

D. Program Reviews involve tracking and reviewing the individual project accomplishments and results with in a Program against documented estimates, commitments, and plans, and adjusting these plans based on the actual accomplishments and results. As part of this function there is also an overarching summary of the Program and it’s performance.

1.3 Definitions  

	Term
	Definition

	Action Items
	A documented issue that has the following characteristics:

1) A designated person to complete the action.
2) A delineated action to be performed.
3) A result expected.
4) A scheduled completion date.

	Baseline
	(1) The complete set of related project assets in the version that was current for each asset at the specific point in time when the set was placed under configuration management control.  Formal baselines are established each time project stakeholders give approval and signoff to plans, products, and services.  Informal baselines are established to provide a controlled environment for auditing or testing products or services.  (2) The act of creating a controlled set of related project assets.

	Basis of Estimate (BOE)
	(1) A statement of the assumptions underlying the costs, activity durations, or other forecast items used for planning.  (2) A forecast budget that includes such statements. (3) Factual information and objective factors upon which the estimate was found.

	Change Control Board (CCB)
	An organizational function responsible for deciding the disposition of proposed modifications to a project’s specifications, designs, products, or services when implementation of those modifications would cause expansion of the project scope, budget, or schedule beyond variances within the discretionary authority of the Project Manager.

	Completed Plan
	A project plan that has been baselined by Configuration Management after approval and signoff by all stakeholders.

	Configuration Management (CM)
	(1) The disciplines that create and maintain a controlled environment that protects intellectual assets by identifying the assets being protected, allowing re-creation of the assets in any version, tracking and controlling changes over time, informing affected groups and individuals of the status and content of the assets, and supporting planning for the activities within those disciplines. (2) The group responsible for implementing those disciplines.

	Critical Path
	The longest path through a project task network, based on each task’s duration.  This path is the shortest amount of time (assuming no project constraints) it will take to accomplish the project.  By definition, the tasks on the critical path have zero float.

	Critical Path Method (CPM) Network
	A diagram of the project plan that shows all dependency lengths between tasks.  A cell represents each task.  A line between two cells indicates dependency lengths.

	Georgia Technology Authority (GTA)
	The State’s Authority for coordinating a comprehensive statewide Information Technology (IT) vision.  The GTA will provide agencies with technical assistance in strategic planning, program management, and human resources development.

	Lessons Learned (LL)
	(1) A statement of actions taken and results obtained, derived from project experiences.  (2) A specific document prepared as a project deliverable using the Lessons Learned template (GTA-PMO-TEM-018) as a model.

	Path
	A continuous sequence of tasks or projects that will take you from start to finish of a project or program of projects.

	Predecessor
	A task or project whose start or end date determines the start or end date of another project or task.

	Program Management Consultant (PMC)
	The GTA PMO staff member assigned to provide consultation and mentoring in integrating the discipline of Project Management into all projects.

	Program Management Office (PMO)
	Program Management Office. (1) An organizational entity responsible for management and oversight of the organization’s projects. (2) As a specific reference in this document, the PMO for the Georgia Technology Authority.

Alternatively, the acronym may stand for Project Management Office, with the same meaning as definition (1), above.  An organization may use both forms, with the Program Management Office generally having responsibility for multiple Project Management Offices. 

	Project
	A unique endeavor undertaken to create a unique product or service, which has a definite beginning and definite end.  Projects differ from operations in that operations are ongoing (no ending) and repetitive.

	Project Administrator (PA)
	The member of the project team with responsibility for the technical aspects of project management, control, and reporting.

	Project Asset Library (PAL)
	The set of reference materials and historical project assets maintained by the GTA PMO as a knowledge repository for GTA project management.

	Project Management Plan (PMP)
	(1) At minimum, a documented statement of the intended actions an organization will take in pursuit of a project’s goals and objectives.  (2) A comprehensive statement of all key factors guiding a management team in their pursuit of project goals and objectives, the strategy and tactics the team will execute, and other information necessary to understand the project, its products and services, its organizational structures, and its intended actions.  (3) The specific document prepared as a project deliverable using the Project Management Plan template (GTA-PMO-TEM-030) as a model, the object of the methodology in this document.

	Quality Assurance (QA)
	(1) The function that ensures a project operates in a controlled environment that ensures the products and activities of the team comply with the following principles: Objective verification ensures products and activities adhere to applicable standards, procedures, and requirements; affected groups and individuals are informed of project quality assurance activities and results; management addresses noncompliance issues that cannot be resolved within the project; and Quality Assurance activities are planned. (2) The disciplines employed by that group. (3) When quality initiatives are segmented into quality control, quality planning, and quality assurance, the specific disciplines concerned with ensuring management visibility into a project. 

	Risk Assessment Report (RAR)
	A formal project deliverable, first approved at the end of the planning phase and continuously updated thereafter.  It presents the current risk profile for the project and defines the criteria for identifying risks in all key aspects of the project.

	Statement of Work (SOW)
	A narrative description of products or services to be supplied under contract.

	Work Breakdown Structure (WBS)
	A deliverable oriented grouping of project elements, which organizes and defines the total scope of the project.  Each descending level represents an increasingly detailed definition of project components.  Project components may be products or services.


1.4 Process Owner
The Georgia Technology Authority Program Management Office (PMO) is responsible for creation and maintenance of this process.   

1.5 General Logic
A. Internal Program Reviews are held monthly to pass vital information on project performance up the management chain. This is to ensure quality performance on all projects and corrective action taken as early as possible when necessary.  This briefing includes the status on each software project within a program and new efforts coming up to speed.  

B. The review covers risk, cost, staffing, and schedule performance.  Program Reviews include participation from Project Managers, Program Managers, Program Management Consultants and others as appropriate.  

C. The purpose of the review is not only to keep senior management apprised of the projects’ status, but also to offer project and group leaders a communication vehicle by which they may exchange ideas concerning issues or problems that may be of interest or concern to them. It also provides an effective platform for sharing best practices and Lessons Learned from their project efforts. 

D. Gantt charts of the project's major reviews and milestones and cost performance reports are part of the Program Review.  Program Reviews also provide a forum for reviewing the status of previously assigned action items.  Additionally, any contractor's activities are reviewed.

1.6 References

1.6.1 Principles
	Principle
	Product Code

	Project Planning
	GTA-PMO-PRI-001

	Project Tracking and Oversight
	GTA-PMO-PRI-002


1.6.2 Guidelines

	Title
	Product Code

	Risk Management 
	GTA-PMO-GLI-202

	Project Startup
	GTA-PMO-GLI-104

	Change Control
	GTA-PMO-GLI-500

	Issue Management
	GTA-PMO-GLI-201

	Project Management Plan
	GTA-PMO-GLI-103

	Project Control
	GTA-PMO-GLI-208


1.6.3 Third Party

A. Project Planning, Scheduling & Control, James P. Lewis, 1991

B. Mastering Project Management, James P. Lewis, 1998

C. Project Management, A Systems Approach to Planning Scheduling and Controlling, Harold Kerzner, 1998

D. Project Management Body of Knowledge, Project Management Institute (PMI(), 1996.

1.6.4 Forms

	Form
	Number

	Program Manager Top 10 Risk List
	GTA-PMO-FOR-005

	Program Review Form (Program Manager Version)
	GTA-PMO-FOR-006

	Program Review Form (Project Manager Version)
	GTA-PMO-FOR-008

	Program Review Agenda and Minutes Format
	GTA-PMO-FOR-014


1.7 Procedural Overview 

A.
Program Reviews are part of Project Tracking and Oversight, and provide a key component to both effective project control and communication. All Project Managers, Program Managers and Program Management Consultants participate once a month for the entire life cycle of the project.  Program Reviews are part of a two-part reporting structure for projects and programs.  Both use the standard format. Figure 1 illustrates the interrelationships in reporting between projects and programs, using a software development as an example
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Figure 1: Monthly Reporting


B.
Members of the leadership staff may attend a divisional or agency program review, to facilitate effective communication on those items covered by the program review to executive management.


1.8 Key Practice Area Goals

A.
Track actual results and performance against the project plans

B.
Take corrective actions and manage to closure when actual results and performance deviate significantly from the project plans

C.
Secure agreement by the affected groups and individuals to changes to project commitments

D.
Increase vertical communication and visibility within the projects and across and up the organizational structure

E.
Increase horizontal communication and visibility throughout the projects and within divisions 

F.
Review risk, cost, staffing, and schedule performance against the Project Management Plan (PMP)

G.
Resolve conflicts and issues not resolvable at lower level

H.
Address project risks

I.
Review & assign correction action items

J.
Provide a forum to report the results of reviews and audits activities and products. See figure 2, which illustrates the general content of a Program Review.   
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Figure 2:  Review Presentation Contents 

1.9 Standards 

1.9.1 Program Review Form (Program Manager Edition)

	Section
	Subsection
	Instructions

	Program Review
	Date
	Enter the reporting “month” in which the Program Review occurs.

	
	Program Name
	Title of the functional area over which the Program Manager resides.  After the first month, this will be boilerplate.

	
	Program Manager
	The Program Manager’s name.  After the first month, this will be boilerplate.

	Program Description
	
	A brief narrative of what the area of responsibility is and what it covers. After the first month, this will be boilerplate.

	Period Accomplishments
	
	A bullet list of each project that has been completed in this month.

	Summarative Active Project Status
	Project Name
	A bullet list of each project that is currently underway.

	
	Status
	Late, On Time, Ahead of Schedule

	
	Schedule Variance
	Amount of slippage on baselined critical path as compared to overall executed duration to date.  For example, on a 100-day project, if there were a 3-day slip in the first 10 days then a program review, variance would be 30%.

	
	Cost Variance
	Variance in percentage dollars in planned versus actual.

	
	Value
	Dollar value of the project.

	Next Period Accomplishments
	
	A bullet list of projects that will complete in the next 30 days.

	Significant Issues
	
	Any issues that require executive management attention, direction, or assistance, or issues that cannot be resolved at a lower level.

	Metrics
	Projects Started
	A numerical value of the number of projects started this month.

	
	Projects Open
	A numerical value of the number of projects currently being executed.

	
	Projects Completed On Schedule
	A numerical value of the number of projects completed on or ahead of schedule.

	
	Projects Completed Late
	A numerical value of the number of projects currently being executed.

	Comments
	
	A free narrative (preferably in bullet format) of any additional information of interest to senior management or Program Review Participants.

	Attachments
	
	Boilerplate


1.9.2 Program Review Form (Project Manager Edition)

	Section
	Subsection
	Instructions

	Program Review
	Date
	Enter the reporting “month” in which the Program Review occurs.

	
	Project Name
	The title of the project as it appears on the project request and the prioritization list.  After the first month, this will be boilerplate.

	
	Project Manager
	The Project Manager’s name.  After the first month, this will be boilerplate.

	
	Program Management Consultant
	The Program Management Consultant’s name.  After the first month, this will be boilerplate.

	
	Project Category
	The original categorization of this project on the prioritization list at time of project start up.

	
	Projected Start Date
	The date the project was originally intended to start. After the first month, this will be boilerplate.

	
	Actual Start Date
	The date the project was actually started. After the first month, this will be boilerplate.

	
	Projected End Date
	The date the project is scheduled to end.  

	
	Business Partner
	The name of the business partner who is participating in this project.

	
	Schedule Variance
	Percentage of schedule slippage from start of project until now, along the critical path.

	
	Billing Model
	Fixed Price, Time and Materials, etc.

	Project Description
	
	A brief narrative of what is included in this project.  (An excerpt from the PMP is suggested.) After the first month, this will be boilerplate.

	Summarative Status
	Project Status
	Late, on time, or slipping.

	
	Staffing Status
	Fully staffed, understaffed, overstaffed

	
	Budget
	On budget, under budget, over budget 

	Period Accomplishments
	
	A bullet list of each completed project milestone this month.

	Next Period Accomplishments
	
	A bullet list of project milestones that will complete in the next 30 days.

	Significant Issues
	
	Any issues that require senior management attention, direction, or assistance, or issues that cannot be resolved at a lower level.

	Metrics
	Labor Hours
	Planned versus Actual

	
	Size Estimates
	Function Point counts estimated versus actual function point count to date, or other measurement tool used for sizing a project.

	Comments
	
	A free narrative (preferably in bullet format) of any additional information of interest to senior management or Program Review Participants.

	Attachments
	Gantt Chart
	Actual “to date” Gantt Chart

	
	CPM Chart
	Showing Critical Path Compliance and Status

	
	Budget
	Planned versus Actual Cost for the project to date.


1.9.3 Compilation of Program Review Binders

A.
Program Review Agenda

B.
Program 1

1.
Program Review Form (Program Manager Edition)

2.
Top 10 Risk List

3.
Program Level Gantt Chart (High-level

4.
Project A: Program Review

5.
Project A: Gantt Chart

6.
Project A: CPM Chart

7. Project A: Cost Chart (Graphic)

8. Project B . . .(repeat project components)

C.
Program n . . .(repeat program components)

1.9.4 Conducting the Meeting

A.
The Program Manager will convene the meeting at the designated place and time.  Agenda items will be covered and issues recorded by the Program Management Consultant.  At the end of the meeting, all action items will be reviewed.

B.
Within two (2) days of the meeting, the Program Management Consultant will publish the formal minutes by filling out the second section of the Program Review Agenda.  The action items form will be attached.  All Program Managers, Project Managers, and anyone assigned an action item will receive a formal copy of the minutes.  File copies will be kept in the PMO Process Asset Library.

1.10 Responsibilities 

1.10.1 Executive Management

A.
Attending Program Reviews as needed or desired

1.10.2 Program Manager

A.
Conducting program reviews.  There are other tools that will implemented to complement executive level reporting, including dashboards and summary reports that will be used to ensure on-going visibility into project performance and critical areas of risk.

1.10.3 Project Manager

A.
Monitoring and reporting on status at the monthly Program Reviews 

B.
Conducting the monthly risk assessment with their project team members

C.
Preparing their monthly program status chart

D.
Briefing their project’s Top 10 Risks and mitigation plans.  The Project Manager will present a summary of their Top 10 Risks and mitigation plans, which are an abstract from the individual project managers risk report.  Program Managers perspective is directed at those risks that will impact “Program” performance

E.
Briefing their Project Status

F.
Preparing a 90-day forward Gantt chart

G.
Collecting the following information for financials:

1.
Planned versus actual

2.
Projected burn rate

3.
Management reserve

4.
Variance and new projection (Estimate To Complete)

H.
Presenting project summary information including:

1.
Comparing the actual effort and staffing profile to the estimated effort and staffing profile and reporting the results at division/agency level Program Reviews 

2.
Explaining these status deviations at the Program Review

3.
Tracking the project's schedule including phases as well as milestones.  Any deviations are reported at the Program Review, and if there is a cost/schedule impact, the formal change process must be followed in accordance with the Change Control Guideline
4.
Tracking and reporting software size and computer resource utilization throughout the life of the project (if applicable)

5.
Providing summary project status, period accomplishments, next period accomplishments, significant issues, and metrics

1.10.4 Project Management Consultant

A. Ensuring plans for status collection are incorporated into project PMP

B. Collecting and reporting metrics related to project performance

C. Preparing the Agenda for the Program Reviews

D. Producing the minutes of the Program Reviews and distributing them to other Program Review members

E. Preparing financial analysis documents for each project

F. Recording all action items resulting from the Program Review and compiling them with the Program Manager's notes for the Program Review minutes  

G. Distributing the minutes and filing a copy in the PMO

H. Ensuring actuals are loaded to the project schedule on a weekly basis

I. Training and mentoring Project Managers in project methods, procedures, and processes related to project management and control 

1.10.5 Program Management Office 

A. Creating, implementing and maintaining the Program Review Process

B. Attending each Program Review 

C. Reporting PMO activities at Program Reviews

D. Maintaining minutes from all Project Reviews in the Process Asset Library

E. Establishing and maintaining all required development processes

1.11 Activities

1.11.1 Risk Assessment Activities

A. Five days before the Program Review, the Program Manager will circulate the Program Top 10 Risk assessment form to their Project Managers.

B. The Project Managers will fill out the form and return it to the Program Manager for consolidation not later than the next working day. The Project Manager may enter additional risks in the “Comments” section for consideration. See figure 3.
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Figure 3: 10 Ten Risk Assessment

C. The Program Manager will fill out their assessment ranking of the TOP 10 list, average the Project Manager’s input to the risks and complete the form.

D. The form is forwarded to PMO no later than 4 working days prior to the Program Review.

1.11.2 Status Preparation Activities

A. The PMO will provide the Program Status template to the Program Managers and the Project Managers no later than 5 working days prior to the Program Review.

B. The Program Managers and Project Managers will complete their forms and submit them to the PMO, no later than 3 working days prior to the Program Review.

C. Two days before the Program Review, PMO will print the Gantt charts for each project and attach them to the Program Review forms for that project.

D. The PMO will create the presentation and the Program Review binders, duplicate them and take them to the Program Review for distribution

1.12 Progress Tracking/Measurement

A. 
QA will audit this procedure quarterly to ensure the minutes were completed and that the Program reviews actually took place.

1.13 Verification

A.
Program Reviews are held once a month. The Program Managers, Project Managers, PMO, and the Program Management Consultant are responsible for preparing and presenting reports, and/or supporting the preparation of reports.  Data on planned vs. actual cost, schedule and staffing is presented.  Current and potential issues, risks, and intra-group conflicts are addressed.  Action items from previous Program Reviews are reviewed and new action items assigned.  A summary status report is prepared by the PMO and distributed to all participants.

B.
If key information (up-to-date project plans and schedules) or key individuals (Project Managers or Program Manager) are not available for the scheduled meeting; the meeting should be cancelled and the Program Management Consultant immediately issue a notice of cancellation to the PMO which includes the following data:

1.
Reason review is cancelled

2.
Rescheduled data, if known (or a statement that this is not known)

C.
This notice shall be distributed and filed in the same manner as project meeting minutes.

D.
The activities and process will be reviewed by the PMO on a regular basis.  QA will conduct periodic audits of the process.

E.
The QA will examine the process and the product against the listed guidelines, forms and deliverables:

	Guideline, Deliverable or Form
	Document Number

	Program Review Guideline
	GTA-PMO-GLI-200

	Program Review Form (Program Manager Edition)
	GTA-PMO-FOR-006

	Program Review Form (Project Manager Edition)
	GTA-PMO-FOR-008

	Program Review Agenda and Minutes Format
	GTA-PMO-FOR-014
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� This document is written and produced by the Georgia Technology Authority (GTA), Program Management Office (PMO) as part of the strategic Continuous Process Improvement initiative. Questions or recommendations for improvement to this document may be forwarded to any PMO member.





This is a controlled document, refer to the Department Control. Index for the latest revisions

Revision: 1.0
GTA-PMO-GLI-200
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