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This document describes the Caltrans Project Management Improvement Process.  Readers are advised to begin by referring to the process flow diagram in Appendix A.  Many readers will be able to begin the process using only Appendix A.  You are advised, however, to refer to this document before starting each of the activities shown in Appendix A. The text of this document provides additional supporting information that may not be immediately obvious from Appendix A.

1. RESEARCH AND RECOMMENDATIONS

1.1 Initiate - Project Charter

Section 5.1.3.1 of a Guide to the Project Management Body of Knowledge (the “PMBOK® Guide”), which has been adopted as the Caltrans standard,   lists the essential requirements for a Charter. It says, "The project charter should be issued by a manager external to the project and at a level appropriate to the needs of the project. It provides the project manager with the authority to apply organizational resources to project activities." It continues, "It should include, either directly or by reference to other documents:

· "The business need that the project was undertaken to address.

· "The product description."

The main goal of a charter is to ensure that the project manager understands what the sponsor wants.  Once the project manager is confident that he or she understands the sponsor's written expectations, the team should proceed with project planning and execution.

Every Project Management Improvement charter shall follow the outline shown in Appendix B.

The Project Manager, appointed by an Executive Review Committee (ERC), prepares the charter.  The Project Manager leads a project team, which consists of:

· The Project Manager

· A Division of Project Management representative, who provides staff support to the team.

· Subject Matter Experts from Districts, Regions and Headquarters.

The ERC and the Chief, Division of Project Management approve the Charter.  The Division Chief’s signature marks the completion of Milestone A “Division Chief approves Project Charter”.  

1.2 Plan

Figure 3.5 of the PMBOK® Guide outlines the generally accepted process for developing a project plan. This process begins with the development of a project charter (section 5.1 of the PMBOK® Guide), proceeds through a more detailed scope statement (section 5.2) to the development of a project-specific Work Breakdown Structure (WBS).  

The PMBOK® Guide describes the development of a project-specific WBS as “Scope Definition” (Section 5.3). The WBS has two goals:

1.
To ensure that the project includes all the work needed

2. To ensure that the project includes no unnecessary work.

Appendix C provides some possible elements for a process improvement WBS.  A given project will probably not need all the elements. The project team should ask of each element “is this product necessary for the success of the project.”  No unnecessary products should be included.  

The following products are almost always necessary:

· A Project Charter (1.1).  Without a written charter, the project manager cannot be sure that he or she understands the sponsor's expectations. 

· A Plan for each phase (1.2 and 2.1).  Team members must know what they are expected to produce and when it is due.

· A training plan (1.5.2.1 and 2.4).  Each project will affect hundreds, perhaps thousands, of Caltrans employees throughout the State.  The project must include a plan for ensuring that they understand the products of the project and that they can use those products effectively.

· Allowance for project change (1.6).  Projects seldom, if ever, develop exactly as planned.  The project team must be ready to change their plans to accommodate changes while still delivering the required product on time and within the constraints set in the charter.

1.2.1 Consultant Procurement

If a consultant is needed, add the following WBS elements to the project plan:

1.2.1.1 Contracting plan

1.2.1.2 Request Information from Consultants (“Request for Offers,” “Request for Proposals,” “Request for Qualifications,” etc.)

1.2.1.3 Consultant Selection and Contract Award or Task Order Approval

1.2.1.4 Contract administration and closure

Contracts are governed by State law, regulations and the policies of the Department of General Services and the Division of Procurement and Contracts.  There are different procedures for each type of contract.  They all follow the above basic four-step processes.

1.3 Research

There are generally two aspects to the research for a process improvement project:

· External research, to determine how comparable organizations perform the process and what current business philosophy and technology could affect the process.

· Internal research, to determine how this organization performs the process.

1.3.1 Documentation of the "State of the Art"

1.3.1.1 Document Search

External research may include reading books, journals and other documents and research on the Internet.

1.3.1.2 Consultation with Experts

External research may include hiring consultants who have specialist expertise in the current philosophy and technology that could affect the process.

1.3.1.3 Attend Classes

External research may include participation in courses that teach the current philosophy and technology that could affect the process.

1.3.1.4 Benchmarking

External research may include contacting comparable organizations to determine how they perform the process.

1.3.1.5 Product and Software Review

External research may include the testing of technological products that are used by others in the process.

1.3.2 Documentation of Current State in Caltrans 

1.3.2.1 Interviews

Internal research will generally include interviews of Caltrans subject matter experts to discover how Caltrans currently performs the process.

1.3.2.2 Surveys

Internal research may include surveys of Caltrans employees. To ensure that they will produce statistically valid results, surveys should be designed or reviewed by people with training in market research.  Surveys shall not be administered without prior approval from the Caltrans Labor Relations office.  They should be tested on a small sample before being used on the target audience.

1.3.2.3 Statistics

Internal research may include the gathering of current Caltrans statistics.  This may include accounting data, reports from other Caltrans databases, etc.

1.3.2.4 Current framework and flow charts

Caltrans has a Caltrans Project Management Framework.  This consists of a detailed diagrammatic breakdown of Caltrans project and program management processes and a flowchart showing the linkages between those processes.  Most project management process improvement projects will include a review of the relevant sections of the Framework.

1.4 Identification of Improvement Needs

1.4.1 Determine desired state

1.4.1.1 Vision statement

Once the research is complete (1.3), the team should agree on a desired state for Caltrans.  This may begin from a comparison of the “State of the Art” (1.3.1) against the current Caltrans process (1.3.2).  This is one of the most critical and creative parts of the project.  It requires that team members give up any pre-conceived notions and envision what Caltrans could become.  They should beware of slavishly following fashion – the “State of the Art” might not be the “Desired State.”

The “desired state” should be encapsulated in a brief vision statement.  This should be as short as possible.  The longer the statement, the more likely that decision-makers will be distracted by subordinate clauses and the less likely that there will be agreement.

1.4.1.2 Sponsor concurs with vision

Having determined their “desired state,” the Project Manager must obtain approval from the ERC, the Division Chief and other affected decision-makers.  During this process, the “desired state” will probably change.  The project manager and team must work quickly and flexibly to address the concerns of the reviewers.  These concerns can often be addressed by minor changes in wording.   The project manager should take care to explain that the goal at this stage is only to agree on a vision.  Implementation comes later.

1.4.2 Gap analysis

Gap analysis is a comparison between the approved vision and the current state.  The team should list what aspects of the current process do not match the vision.

1.4.3  Most likely solutions

This is another creative part of the project.  The team needs to agree on the solutions that are most likely to succeed in addressing the deficiencies.  A possible process for doing this is:

· List the deficiencies (from 1.4.2)

· Through a voting system, rank the deficiencies (e.g., each team member has five votes that they must assign to at least three different deficiencies.  Team members should not assign all their votes to only one deficiency.  If the rest of the team does not think that deficiency is most significant, they could be “losers”. Similarly, if one member focuses on only one deficiency, they might skew the results and produce a “highest rank” that nobody else supports.)

· Brainstorm possible solutions for the highest-ranked deficiency.  Generally, if one solves the largest problem, some lesser problems will be solved along the way.

· Discuss pros and cons of each solution.  Consider which solutions will best address the deficiency within the resources that are available or could reasonably be made available.

· Use the voting system to rank the solutions.

· Repeat for the second-ranked deficiency and other deficiencies that ranked near the top of the list.

1.4.4 Proposed framework and flow charts

The team should consider how their most likely solutions would change the Framework described in 1.3.2.4.  They should prepare a revision of their portion of the Framework and submit an amendment to the Framework.

1.4.5 Pilot

The team should test the adequacy of the proposed process developed in 1.4.4.  This is the Do-Check part of the standard quality improvement cycle (Plan-Do-Check-Act).
  The test may be an actual use of the process on a State Highway project or a role-play of the actual use. After the pilot, the team should revise the process developed in 1.4.4, if this is needed.

1.5 Recommendations

1.5.1 Draft Process and, possibly, Draft Directive

The team shall develop a recommended process.  It may recommend a Project Management Directive, provided that it does not duplicate any part of an existing directive.

1.5.1.1 Processes 

These are narrative descriptions of the framework that was developed in 1.4.4.  Processes follow a SIPOC model, diagrammed below.
  The narrative should describe what the inputs are, who supplies them, what process is performed, who performs it, when they perform it, what the output is and who the customer is of the output.
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The ERC approves the process.  It should also be submitted to the Statewide Project Management Improvement Team for review (see Appendix D).   The Division Chief’s approval marks the completion of Milestone B “Division Chief approves Proposed Process”.  

For each task on the proposed framework provided in 1.4.4, the team should produce:

1. Task Title

2. Task Description

3. Inputs to the task, together with where the input comes from.  If it comes from another project management task, check that the input is listed as an output of that task.

4. Outputs from the task, together with where the output will be used.  If it is used by another project management task, check that the output is listed as an input to that process.

5. Description of the Procedures and Techniques used to perform the task. If outputs are produced only under certain conditions, the conditions must be described in precise detail.  There must be no ambiguity about these conditions.

6. Roles and responsibilities 

7. Tools to perform the task, such as:

a) Templates

b) Checklists

c) Samples of completed templates

Appendix F shows a sample of these products and Appendix G is a template for completing the product.

1.5.1.2 Draft Project Management Directive 

Directives establish statewide minimum standards for project management.  Before proposing a directive, team members must review all existing Project Management Directives to ensure that their proposed minimum standard is not already contained in an existing directive.  The Project Manager must ensure that each new directive does not duplicate any part of an existing directive. If there is a common area between two directives, the later directive should refer to the earlier directive rather than repeating what has already been said.

1.5.2 Implementation Plan

1.5.2.1 Skill Development Plan

Each process improvement requires a behavior change by some Caltrans employees.  The project must therefore have a plan to ensure that the employees understand the required change and have the skills to perform successfully.

The project team should consult with the Office of Capital Project Skill Development.  If training is needed, the Office of Capital Project Skill Development will develop that training, which may consist or formal training or on-the-job aids.

The project team remains responsible for ensuring that the behavioral change occurs throughout the State. 

1.5.2.2 Timeline

The team should update their schedule to show the activities necessary to develop and implement the recommended solutions. 

1.5.2.3 Resources

The team should recommend who should perform each of the activities in the implementation plan and estimate the effort involved. 

1.5.2.4 Marketing Plan

Team members should prepare a plan to address the vital factors for transformation.  Every team member must be fully engaged.  The vital factors are: 

1.  
Establish a sense of urgency – At least 75 percent of managers must be genuinely convinced that the change is needed.

2.  
Build a powerful coalition – At least 50 managers must be committed to the change.

3.  
Define the vision – See 1.4.1.1. The vision statement must get a reaction that indicates both understanding and interest.

4.  
Communicate the vision – Use every available communication method.

5.  
Remove obstacles - The best change efforts will often fail if those who are asked to change can't or won't act.  Ensure that people have the means and the training to take action, and the permission to act without fear of retribution or punishment for doing so.  Remember, you may think you have empowered people to act, but it is their perception of this empowerment that will, in the end, determine if and how they do act.

6.  
Celebrate short-term wins - Large change efforts take a long time.  It is easy for people to lose their enthusiasm over an extended period.  Celebration of short term wins helps keep people motivated and your change efforts on track.

7.  
Do not declare victory too soon - True organizational change takes longer than you think.  It is tempting to assume, after a few months, that change has occurred.  But like a rubber band that has been stretched only once, people will attempt to return to the old way of doing things.

8.  
Institutionalize the change - Until the change becomes a way of life, efforts to consolidate the change must continue.

1.6 Control

Projects seldom, if ever, develop exactly as planned.  The Project Manager must change the plans to accommodate changes while still delivering the required product on time and within the constraints set in the charter.  It is important to change the plan before continuing.  If one does not update the plan, the project soon deviates so far from the plan that the plan becomes useless. Team members no longer know what they are expected to produce and when it is due.

1.7 Close

The materials developed in Phase 1 should be archived and the team should conduct a “lessons learned” session. Archived material and lessons learned must be available for future teams.  If needed, the Project Manager should submit changes to this guide. 

2. DEVELOPMENT AND IMPLEMENTATION

2.1 Plan – See 1.5.2

The plan for Phase 2 was developed in WBS 1.5.2.  The team may need to revise and update the plan before proceeding.

2.1.1 Consultant Procurement

If a consultant is needed, add the following WBS elements to the project plan:

2.1.1.1 Contracting plan

2.1.2.1 Request Information from Consultants (“Request for Offers,” “Request for Proposals,” “Request for Qualifications,” etc.) 

2.1.1.3 Consultant Selection and Contract Award or Task Order Approval

2.1.1.4 Contract administration and closure

Contracts are governed by State law, regulations and the policies of the Department of General Services and the Division of Procurement and Contracts.  There are different detailed procedures for each type of contract.  They all follow the above basic four-step processes.

2.2 Manual, Handbook or Guide

2.2.1. Editor’s Draft

The project manager assigns a team member as editor of any manual, handbook or guide that the team wishes to amend or introduce. The editor discusses the subject with whomever he or she chooses and submits an "Editors Draft" to theProject Manager and the Sponsor.  The editor has sole responsibility for this product..

2.2.2. Sponsor’s Draft

The Project Manager and Sponsor review the Editors Draft and make changes to produce a "Sponsor's Draft".  Their changes consist of grammar, spelling and style corrections and changes to ensure conformity with the charter.

If the project is revising an existing published document, rather than writing from scratch, the existing document is the “Sponsors Draft.” It was previously approved by the Sponsor.  WBS 2.2.1 and 2.2.2 are not repeated.

2.2.3  Proposed Exposure Draft

Team members review the Sponsor’s Draft and submit  proposed changes to the editor using the Standard Amendment Form (Appendix E).  The editor compiles the changes and submits the complete set of proposed changes to the team. Each team member votes “Approve,” “Disapprove” or “Use alternative wording” and returns his or her votes to the editor.

· “Disapprove votes must be accompanied by reason for rejecting the change.

· “Use alternative wording” votes must be accompanied by the proposed alternative wording.

If there is consensus to “approve” or “disapprove” a change, that consensus is adopted.  The team must decide in advance on the definition of “consensus.”  ANSI defines a two-thirds majority as “consensus.”

· The team meets to resolve those items that do not yet have a consensus.  Meetings may be by telephone or videoconference. Once consensus is reached, the editor produces a revised document, which is called the "Proposed Exposure Draft." 

2.2.4 Exposure Draft

The Project Manager and Sponsor review the Proposed Exposure Draft and make changes to produce an "Exposure Draft".  Their changes consist of grammar, spelling and style corrections and changes to ensure conformity with the charter.

2.2.5 Final Draft

The Sponsor, or a person assigned by the sponsor, sends the Exposure Draft to the Project Management Board and the Statewide Project Management Improvement Tea.  These are “PM Board” and “SPMIT List” on Lotus Notes.  Respondents submit proposed changes to the editor using the Standard Amendment Form (Appendix E).  The editor compiles the changes and submits the complete set of proposed changes to the team. Each team member votes “Approve,” “Disapprove” or “Use alternative wording” and returns his or her votes to the editor.

· “Disapprove votes must be accompanied by reason for rejecting the change.

· “Use alternative wording” votes must be accompanied by the proposed alternative wording.

If there is consensus to “approve” or “disapprove” a change, that consensus is adopted.

The team meets to resolve those items that do not yet have a consensus.  Meetings may be by telephone or videoconference. Once consensus is reached, the editor produces a revised document, which is called the "Final Draft."

2.2.6 Final Document

The Project Manager and Sponsor review the Final Draft and make changes to produce the Final Document.

2.2.7 Publish

2.2.7.1 Hard copy

Each publication will need some paper copies for distribution at training courses and as customer desk references.

2.2.7.2 Internet or Intranet

Every Statewide standard must be available on the Internet or Intranet in a searchable format. It should be listed on the Capital Projects Guidance page at http://babycray2.caltrans.ca.gov/hq/pmpweb/capitalprojects.htm. 

2.2.7.3 Other

Depending on the nature of the document, it may need to be published in a format other than paper or the Internet or Intranet.

2.3 Minor Tools

2.3.1 Design or Select

This process allows only for minor tools that do not require a Feasibility Study Report (FSR) or Budget Change Request (BCR).  If the team recommends major tools, they will need to follow the FSR and BCP processes.

Tools can be:

· Off-the-shelf products from a commercial vendor ("COTS")

· Custom-built products specifically for Caltrans

· A combination - off-the-shelf products modified for Caltrans ("MOTS")

Off-the-shelf products require a selection process to ensure that the State gets the product that provides the best value. Custom products require a design.

2.3.2 Build or Buy

Off-the-shelf products need to be purchased. Custom products need to be built.  The State has well-defined procurement rules that must be followed.

2.3.3 Test

Before implementation, the product must be tested to ensure that it will meet the need for which it was built or bought. Online tools should be submitted to the Statewide Project Management Improvement Team for review (see Appendix D).   
2.3.4 Revise (iterative)

If the test in 2.2.2.3 was unsuccessful, the assigned team members must repeat 2.3.1, 2.3.2 and 2.3.3 until they have satisfactory results.

2.4 Training 

If it was determined in 1.5.2.1 that training is required, the Office of Capital Project Skill Development provides that training or on-the job aids.

Delivery of the first training session, or the aids, marks the completion of Milestone C “Begin Training.”

3. EVALUATION: Does the product meet the criteria for success listed in the Charter?

As implementation proceeds, the Project Manager and assigned team members should evaluate progress against the performance measurements set in the Charter.  If the product is not achieving the goals listed in the Charter, the Project Manager should reassemble the team and review the process to determine how to address deficiencies.

The materials developed in Phase 2 should be archived and the team should conduct a “lessons learned” session. Archived material and lessons learned must be available to future teams.  If needed, the Project Manager should submit changes to this guide. 

The archiving of material and completion of “lessons learned” marks the completion of Milestone D “Implementation Complete.”
Appendices
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Appendix A: The Caltrans Project Management Improvement Process

Appendix B:  Standard outline for a Project Management Improvement Charter

Project Management Improvement

Project Charter

PROJECT TITLE AND ID

I.
PROBLEM STATEMENT

a. What do the customers want to do that they cannot do at present?

b. Why is the problem important?

II.
PERFORMANCE MEASUREMENT

a. What factors will be used to determine whether the project is a success?

b. Which of these factors is essential (pass/fail)?

III.
PRODUCT SCOPE

a. Description of the required product in enough detail, and only enough detail, to ensure an understanding of the expected outcome.

IV.
CONSTRAINTS AND ASSUMPTIONS SET BY THE SPONSOR

a. Resource constraints and assumptions

b. Schedule constraints and assumptions

c. Other constraints and assumptions

V. STAKEHOLDERS

a. List of Customers (who needs the product?)

b. List of Customer Representatives (named individuals who will review and test the product to ensure that it meets customer needs).

c. List of Regulators (Apart from the sponsor, who will need to approve various steps in the project execution?)

d. List of Team Members (Whose help will be needed to produce the product?)

e. Sponsor (signs the Charter)

f. Project Manager (signs the Charter)

Appendix C: The Caltrans Project Management Improvement Workplan





	WBS ELEMENT
	IS THIS PRODUCT NECESSARY?
	WHO SHOULD PRODUCE IT?
	TIME REQUIRED (WORKING DAYS)
	PREDECESSOR

	1. RESEARCH AND RECOMMENDATIONS
	
	
	

	1.1 Initiate - Project Charter
	YES
	Team
	
	

	1.2 Plan
	YES
	Team
	
	

	1.2.1 Contracting 
	
	
	
	

	1.2.1.1 Contracting plan 
	
	
	
	

	1.2.1.2 Request for Offer or Proposal
	
	
	
	

	1.2.1.3 Consultant Selection 
	
	
	
	

	1.2.1.4 Contract Administration and closure
	
	
	
	

	1.3 Research
	
	
	
	

	1.3.1 Documentation of the "State of the Art"
	
	
	
	

	1.3.1.1 Document Search
	
	
	
	

	1.3.1.2 Consultation with Experts
	
	
	
	

	1.3.1.3 Attend Classes
	
	
	
	

	1.3.1.4 Benchmarking
	
	
	
	

	1.3.1.5 Product and Software Review
	
	
	
	

	1.3.2 Documentation of Current State in Caltrans
	
	
	
	

	1.3.2.1 Interviews
	
	
	
	

	1.3.2.2 Surveys
	
	
	
	

	1.3.2.3 Statistics
	
	
	
	

	1.3.2.4 Current framework and flow charts
	
	
	
	

	1.4 Identification of Improvement Needs
	
	
	
	

	1.4.1 Determine desired state
	
	
	
	

	1.4.1.1 Vision statement
	
	
	
	

	1.4.1.2 Sponsor concurs with vision
	
	
	
	

	1.4.2 Gap Analysis
	
	
	
	

	1.4.3 Most likely solutions
	
	
	
	

	1.4.4 Proposed framework and flow charts
	
	
	
	

	1.4.5 Pilot
	
	
	
	

	1.5 Recommendations
	
	
	
	

	1.5.1 Draft Process and, possibly, Draft Directive
	
	
	
	

	1.5.1.1 Draft Project Management Directive
	
	
	
	

	1.5.1.2 Draft Process
	
	
	
	

	1.5.2 Implementation Plan
	
	
	
	

	1.5.2.1 Skill Development Plan
	YES
	
	
	

	1.5.2.2 Timetable
	
	
	
	

	1.5.2.3 Resources
	
	
	
	

	1.5.2.4 Communication Plan
	YES
	
	
	

	1.6 Control
	YES
	
	
	

	1.7 Close
	YES
	
	
	

	2. DEVELOPMENT AND IMPLEMENTATION
	
	
	
	

	2.1 Plan – See 1.5.2
	YES
	
	
	

	2.1.1 Contracting 
	
	
	
	

	2..1.1.1 Contracting plan 
	
	
	
	

	2.1.1.2 Request for Offer or Proposal
	
	
	
	

	2.1.1.3 Consultant Selection 
	
	
	
	

	2.1.1.4 Contract Administration and closure
	
	
	
	

	2.2 Process/Policy: Manual "Chapter"
	
	
	
	

	2.2.1 Editor’s Draft
	
	
	
	

	2.2.2 Sponsor’s Draft
	
	
	
	

	2.2.3 Proposed Exposure Draft
	
	
	
	

	2.2.4 Exposure Draft
	
	
	
	

	2.2.5 Final Draft
	
	
	
	

	2.2.6 Final Document
	
	
	
	

	2.2.7 Publish
	
	
	
	

	2.2.7.1 Hard copy
	
	
	
	

	2.2.7.2 Internet or Intranet
	
	
	
	

	2.2.7.3 Other
	
	
	
	

	2.3 Minor Tools
	
	
	
	

	2.3.1 Design or Select
	
	
	
	

	2.3.2 Build or Buy
	
	
	
	

	2.3.3 Test
	
	
	
	

	2.3.4 Revise (iterative)
	
	
	
	

	2.4 Training 
	YES
	
	
	

	3. Evaluation: Does the product meet the criteria for success listed in the Charter?
	YES
	
	
	


Appendix D: SPMIT Review Process

1. The Statewide Project Management Improvement Team (SPMIT) is a “virtual team” of more than 100 people who have an interest in project management.  To ensure that all aspects are considered, the following items should be submitted to the SPMIT for review:

· Draft Recommendations (WBS 1.5)

· Draft Manuals, Guides and Handbooks (WBS 2.2)

· “Beta” versions of online tools (WBS 2.3)

2. Project Managers submit documents and tools to the SPMIT by e-mail.  

3. SPMIT members have a fixed period to propose changes.  This shall not be less than 2 weeks. Proposed changes should be submitted on a standard form (Appendix E).

4. For each proposal, the Project Teams has three choices:

a. Amend the document or tool so that it satisfies the commenter. 

b. Amend the document or tool, but not sufficiently to satisfy the commenter. 

c. Reject the proposed change and provide written reasons to the commenter.

5. If the team selected choice 4b or 4c, the commenter may appeal to the ERC.  If this does not provide satisfaction, the commenter may appeal to the Project Sponsor.  The Sponsor's decision is final.

Appendix E: Standard Amendment Form

1. DOCUMENT NAME:

2. PERSON SUBMITTING AMENDMENT:

3. SECTION NAME OR NUMBER (as it appears in the Draft): 
4.  ORIGINAL TEXT (Copy the text from the draft here.):

5.  RECOMMENDED TEXT (Modify the original text to satisfy your concern here):

6.  JUSTIFICATION OR REASON FOR AMENDMENT:

Appendix F: Sample Process Description

Task 

Obtain Project Information (100.05.05.10.05)

Description

In this task existing information about the project is gathered, reviewed, and organized for use in developing the charter.  It includes interviewing the Sponsor to determine the Sponsor’s project objectives and requirements, and also identifying the key functional units for the project / phase.

Inputs

Before starting this task:

· The Project Manager should be assigned (100.xx.05.05.05)

· An Expenditure Authorization (EA) should be established (100.xx.05.05.10)

Output

Organized, documented project information.

Procedures and Techniques

The first step in this task is to obtain and review existing information on the project.  As information is reviewed, an effort to fill out the project charter should be made.  This helps determine where information is lacking and is a good method for preparing to interview the Sponsor.  It is also important to discuss the project with your planning units before the interview.

Once this is done, the Sponsor should be interviewed to determine their objectives and requirements for the project.  One technique for interviewing is to use the Capital Project Charter template as a guide for asking questions.  The Sponsor’s responses should be documented in the project charter

Roles and Responsibilities

	Role
	Responsibility

	Project Manager
	Responsible for obtaining and reviewing project information from the System Planning process.  This includes the purpose and need, success criteria, background information, assumptions and constraints and interviewing the sponsor.

	Sponsor
	Responsible for providing System Planning information on the project and being available for interviews and project team meetings.


Tools

Template for Capital Project Charter

Appendix G: Process Description Form

Project Management Task Description 

Task

	Task Name
	Lowest-level Project Management WBS number or multi-project Business Process number

	
	


Brief Description of the Task

	


Inputs

	Input Name
	Lowest-level Project Management WBS number or multi-project Business Process number where the input is produced

	
	

	
	

	
	

	
	

	
	

	
	


Notes: 

1. If an input is not produced by a Project Management WBS or Business Process, provide a sample input form.

2. If an input is produced by a Project Management WBS or Business Process, confirm that it is listed as an output of the WBS or process.

Outputs

	Output Name
	Output Name

	
	

	
	

	
	


Note: If each output, attach:

· A blank form.

· A sample copy of the completed form.

· Instructions for completing the form, if not self-explanatory.

· A checklist for ensuring that the form is correctly completed (optional).

Procedures and Techniques

	


Note: If outputs are produced only under certain conditions, the conditions must be described in precise detail.  There must be no ambiguity about these conditions.

Roles and Responsibilities

	Project Management Role
	Responsibility on this Task

	
	

	
	

	
	

	
	


Note: Project Management roles are listed in Appendix H of the process guide and defined in Project Management Directive 001 “Project Management Definitions.” If a new role is proposed, a definition must be attached for inclusion in PMD 001.

Process Description Prepared by: 

________________________________(signature)







____________________(date)

Process Description Checked by: 

________________________________(signature)

· I have checked that this process complies with the conditions described on this form and 

· With Section 1.5.1.2 of the Guide to the Caltrans Project Management Improvement Process.  
· The inputs, outputs and conditions match the framework and flowchart produced in 1.4.4.

· I have checked the outputs against the documents provided in the PRSM “Proposed System Demonstration” (PSD).  The outputs for this process are compatible with the PSD or are an improvement on the PSD.







____________________(date)

Process Description Approved by: 
________________________________(signature)







____________________(date)

Appendix H: Project Management Roles

	RBS Code
	RBS Title
	Role Title

	None
	None
	External Project Sponsor

	100-104
	ENGINEERING EXECUTIVE MANAGEMENT
	District Division Chief for Program and Project Management, a.k.a., Single Focal Point (SFP)

	105-139
	PROJECT MANAGERS
	Project Manager

	140-143
	PROJECT SCHEDULING
	Assistant Project Manager

	140-143
	PROJECT SCHEDULING
	COMSO (Project Scheduler)

	144-145
	PROJECT COORDINATION
	Functional Coordinator

	146-151
	PROGRAM MANAGEMENT
	Program Management Staff

	155-160
	TRANSP PLANNING EXECUTIVE MANAGEMENT
	Project Sponsor - Planning

	168-180
	ENVIRONMENTAL PLANNING
	Environmental Functional Manager (first-line supervisor)

	168-180
	ENVIRONMENTAL PLANNING
	Environmental Task Manager

	168-180
	ENVIRONMENTAL PLANNING
	Project Team (environmental staff)

	220-279
	DESIGN
	Design Functional Manager (first-line supervisor)

	220-279
	DESIGN
	Design Task Manager

	220-279
	DESIGN
	Project Team (design staff)

	280-349
	ENGINEERING SERVICES
	Engineering Services Functional Manager (first-line supervisor)

	280-349
	ENGINEERING SERVICES
	Engineering Services Task Manager

	280-349
	ENGINEERING SERVICES
	Project Team (Engineering Services staff)

	345-348
	CONSULTANT SERVICES (A&E CONTRACTS)
	Contract Manager

	350-354
	TRAFFIC EXECUTIVE MANAGEMENT
	Project Sponsor - Operations

	350-399
	TRAFFIC MANAGEMENT
	Project Team (Traffic staff)

	350-399
	TRAFFIC MANAGEMENT
	Traffic Functional Manager (first-line supervisor)

	350-399
	TRAFFIC MANAGEMENT
	Traffic Task Manager

	400-499
	RIGHT OF WAY
	Project Team (Right of Way staff)

	400-499
	RIGHT OF WAY
	Right of Way Functional Manager (first-line supervisor)

	400-499
	RIGHT OF WAY
	Right of Way Task Manager

	500-599
	CONSTRUCTION
	Construction Functional Manager (first-line supervisor)

	500-599
	CONSTRUCTION
	Construction Task Manager

	500-599
	CONSTRUCTION
	Project Team (Construction staff)

	600-799, 850-899
	MAINTENANCE EXECUTIVE MANAGEMENT
	Project Sponsor - Maintenance
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� Walter A. Shewhart first discussed the concept of PDCA in his 1939 book, Statistical Method from the Viewpoint of Quality Control, although it was Shewart's protégé Deming who promoted the now widely recognized four step process for continual improvement. Deming refers to it as the PDSA Cycle (Plan Do Study Act) or the Shewhart Cycle. Others call it the Deming Wheel.


� SIPOC is a widely-acclaimed method of process analysis.  It is part of the “Six-Sigma” adopted by Motorola Corportation in the 1980s, and it is based on the principles taught by Walter A. Shewhart and W. Edwards Deming.


� Kotter, John P., "Leading Change," Harvard Business School Press, Boston, MA, 1996.


� The procedure described here is based on the process used by the International Organization for Standardization (ISO) and the American National Standards Institute (ANSI) for developing new international and national standards.
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