	CREATE WORKPLAN - Major Projects (Non-Emergency) 

	Introduction 

Introduction
	The following descriptions correspond with the numbered activities specified on the cross-functional flow chart titled Create Workplan - Major Projects (Non-Emergency).  These documents focus on the Business Process Activities required to create a Workplan within the context of Project Initiation Document (PID) development as defined in the Project Development Procedures Manual (PDPM).  The term PID is generically used in these documents to mean Project Study Report (PSR) or PSR/Project Scope Summary Report.
The flow chart and associated descriptions will be used to support the future standardized development and statewide deployment of a project management tool as specified in the Project Resourcing and Schedule Management (PRSM) contract.   When reviewing these Business Process Activities particular emphasis should be placed on the descriptions that are colored in yellow, as they are believed to be within the scope of the PRSM implementation.



	1.
	Identify Scope, Develop Fact Sheet, Develop Project Charter

	 
	Scope Statement:

	 
	The scope is defined as, “the sum of the products, services, and results to be provided by a project.”   Within Caltrans capital outlay delivery, the scope product commonly refers to the capital outlay scope portion of the project.   However, in broader terms, the scope also includes the support work required to produce the product.

A PSR and Project Report are examples of scoping documents.

Project scope management tools and techniques ensure that the project includes all the work required, and only the work required, to complete the project successfully.

The Scope Statement is a brief description of the project and the end product the project will construct.



	
	Develop Fact Sheet:

Project Fact Sheets are intended for public dissemination and consist of a brief overview of the project, including current status, along with a map.  Fact Sheets are not required for all projects, however if there is controversy or local agency interest a Fact Sheet would be a valuable resource.  The Fact Sheets include a layout map, project description, purpose and need, funding, scope, preliminary project alternatives, preliminary cost estimates, schedule, and also could include the current focus of work.   The contact information for the Project Manager (PM) and local officials is also included.

 

During the early PID stage information may be limited.   The Fact Sheet would be revised as new information becomes available.



	
	Develop Project Charter:

A charter documents the agreement between the sponsor and PM on the key elements of a project and component.   It helps the PM guide the project team efficiently and effectively through the project lifecycle.  It is also used to identify and meet customer satisfaction requirements.




	2.
	Analyze Project Constructability and Assess Environmental Issues

	 
	Constructability Reviews:

	 
	Constructability Reviews are conducted at various stages of the project to determine if the project is on the right track and can be built as proposed.  During the PID phase, the first Constructability review takes place at the 30% (PID) stage.  Subsequent Constructability Reviews are performed at 60% Plans Specifications and Estimates (PS&E), and 95% (PS&E) stages of design completion.  
 

Potential scope, cost, or schedule changes, or other concerns raised at the constructability review meetings should be taken into account in the workplan and project management plans.

Review checklist items include, but are not limited to:  Typicals, Layouts, Construction Details, Drainage Details, Staging Approach, Other Sheets, Specifications, Miscellaneous.


	 
	Assess Environmental Issues:

	 
	The Preliminary Environmental Analysis Report (PEAR) is an important part of the PID.  The PEAR provides the initial environmental evaluation of a project and all feasible alternatives before it is programmed in the State Transportation Improvement Program (STIP), or State Highway Operation and Protection Program (SHOPP).  In order to identify environmental constraints that may affect design the PEAR must clearly present and discuss the results of preliminary environmental studies because the environmental process can have a substantial impact on the project alternatives, design, costs, schedule, and delivery.  The PEAR also estimates the scope, schedule, and costs associated with completing environmental compliance.  The information contained in the PEAR serves as the foundation for the environmental team to begin studies in the Project Report phase, facilitating early consultation with Federal and State resource agencies.

	 
	

	3a/b.
	Project Scope Approval

	 
	The PM, Program Advisors and Project Engineer concur and approve the project scope and then are required to obtain approval from District Executive Management to proceed.  The scope, as defined in the PID, should clearly address a defined purpose and need.  This allows all viable alternatives and preliminary estimates to be developed and considered.  The presentation to management should include information about all comments received and identify those Divisions that did not respond.

	 
	

	4.
	Develop Draft Schedule

	 
	The PM will work with the Project Development Team (PDT) to incorporate estimated delivery dates into the initial project delivery schedule.  The PM will follow up to complete the draft schedule by the 30% PDPM milestone.

	 
	

	5.
	Develop Cost and Resource Estimates 

	 
	The Project Engineer develops capital cost estimates based on information acquired and analyzed including, but not limited to, as-builts, right of way maps, aerials, project limits and scope of work involved.   This information is used to develop initial alternatives and estimated costs.   

	 
	During schedule development the PDT members will develop the draft resource estimates by rolling up the estimates from the Functional Managers assigned to the project’s Work Breakdown Structure elements.



	6.
	Historical Workload Information 

	 
	The use of historical expenditure information to plan for similar project types in the future will improve resource estimating and duration planning in Caltrans.

	 
	Project specific attributes such as location, type of project, capital cost, funding type, labor expenditures and indirect costs would be considered for future estimating.

	 
	


	7.
	Task Manager Assignments 

	 
	Each WBS deliverable is assigned to a Task Manager.  Under the direction of their Functional Manager, the Task Manager ensures that their deliverable meets customer expectations by including procedures and review processes in the project’s Quality Control Plan.


	8.
	Develop Project Management Plans 

	
	The PM, with input from the District Program Manager, will also lead the PDT in developing or refining the Project Management Plans.   The Project Charter, Communication Plan and Risk Management Plan are developed or refined during this period.

	
	Review Charter:

	
	Many capital projects suffer from rework due to scope changes, which leads to schedule and cost overruns.  The charter process helps to manage project scope and reduce rework by preventing unnecessary scope changes.   The PM, assisted by the PDT, creates a charter at the beginning of the PID component and revises it at the beginning of each subsequent project lifecycle component.



	 
	Develop Communication Plan:

	 
	The Communication Plan sets out how and when project information will be distributed among the team.    A list of project stakeholders shows all personnel with an interest in the project, and includes both internal Caltrans functional units and external team members.   Representatives from the City or County are usually included, especially if cooperative agreements are required.

A formal Project Communication Plan should include a brief Background section, Stakeholder Analysis, specify the Project Team members, Community Involvement, Communication Methods, and can also include a Conflict Resolution Strategy.

 

	
	Develop Risk Management Plan:

	
	Risk management is the systematic process of planning for, identifying, analyzing, responding to, and monitoring project risks.  It involves processes, tools, and techniques that will help the PM maximize the probability and results of positive events.  Risk Management also minimizes the probability and consequences of adverse events as appropriate within the context of risk to the overall project objectives of cost, time, scope and quality.  Project risk management is most effective when first performed early in the life of the project and is a continuing responsibility throughout the project’s life cycle.



	
	The project team completes the risk management plan and the risk register before the PID component ends.  The team updates the register regularly in each subsequent lifecycle component and continues to monitor and control risks throughout the life of the project.

	
	

	9.
	Approval of 30% Draft Workplan 

	 
	At 30% complete, the PM works with the PDT to develop the project delivery schedule and resource requirements (draft Workplan) and incorporate any input from Executive Staff.  Task Managers will review resource requirements and work with the PM to resolve any issues.

	 
	

	10.
	Review/Update Cost Estimates, Scope and Schedule 

	 
	The PM will continue working with the PDT to update the draft Workplan.    



	 
	The Project Engineer and other functional units will update their respective Cost Estimates.   

The Project Engineer will assure that the results of informational and study requests are addressed in the report and appropriate attachments have been included such that a complete Draft PID is ready for circulation.  The Project Engineer should also communicate reasons for not incorporating functional recommendations originating from these studies.



	11.
	Develop Draft Programming/Fact Sheet 

	
	The PM will prepare a draft programming sheet or update the existing Fact Sheet to include a reliable capital and support cost estimate for each alternative solution, and a project schedule (workplan) for the alternative recommended for programming the project.



	12.
	Review/Update Project Management Plans 

	
	The PM should review and update the Management Plans at every PDT meeting.  
The Risk Management Plan (RMP) is critical for projects, especially Safety Projects.  The PM should review and update the RMP at every PDT meeting to manage any threats or opportunities, including triggers.    

The Communication Plan should be updated as needed based on feedback from the project stakeholders and team, verbally or in writing, as to whether the current information or communication method is adequate. 

	
	

	13.
	60% Draft Workplan Circulation/Constructability Review

	
	The Project Engineer will develop a circulation list for the District Senior Level Constructability Review  with assistance as necessary from the District STIP/SHOPP Coordinator and Constructability Review Coordinator.  The primary focus of this review is the project’s plans, specifications and estimates.


	14.
	Update 60% Draft Workplan 

	
	At 60% complete stage the workplan will be incorporated into the PID report, which is ready for draft circulation to internal functional units, advisors and reviewers, as well as appropriate external reviewers, partners and stakeholders.  
The workplan at this stage should have a fully developed delivery schedule with bottoms-up resource commitments from the Task Managers and Functional Managers.   The draft workplan should be attached when circulated for review to provide a bottoms-up project resource evaluation and ensure that deliverable dates allow for any project specific issues.

The report should contain the appropriate attachments as per the PDPM, which typically include a District Signature Sheet, Approved Fact sheets (Mandatory and/or Advisory), PEAR (or environmental document, where appropriate), Storm Water Data Report, Right of Way Data Sheet, Traffic Management Plan data sheet, Initial Site Assessment, Advance Planning Studies, Preliminary Project Cost Estimate Summary and Materials recommendations.     


	
	The draft programming sheet is also incorporated into the PID report and contains both support and capital cost estimates, planned Milestone commitments, and resource requirements.



	15.
	Verify Project Commitments 

	
	Task and Functional Managers will verify workplan delivery commitments relative to deliverables, staffing plans, capital costs and support costs.

This commitment represents the responsibility to accomplish the work within the specified quality promised, schedule and agreed upon budget of dollars or hours.  Each member of the project team is accountable for meeting their commitments.




	16.
	Finalize Workplan for Programming 

	
	The PM will finalize the workplan for programming with input from the Task and Functional Managers involved.

This final workplan, which is the basis for programming, becomes the baseline for Capital Support Resources and the Schedule.

The Capital resources required to construct the project are not in the workplan but are programmed and baselined as part of this activity.

	
	

	17.
	95% Draft Workplan Circulation/Constructability Review

	
	At the 95% stage the PID is complete and is circulated for final review and signature.  During this circulation the project workplan and PS&E are reviewed.  When all comments are addressed the project is programmed and approved.


	18.
	Approval of Project Initiation Document

	
	The Functional Manager whose staff is responsible for writing the PID, will assist the PM by providing a summary of the resolution of significant comments received from Circulation and Management Reviews, along with the final report for signature.   Most Districts will require the signature of the PM, Program Manager and District Director.
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