	WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	Introduction 

Introduction
	The following descriptions correspond with the numbered activities specified on the cross-functional flow chart titled Create Workplan - Major Projects (Non-Emergency).  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.
	Project Baseline

	 
	The final draft workplan developed for project programming at the completion of the Project Initiation Document (PID), becomes the Baseline Workplan.  The Baseline Workplan is a record of the approved workplan for a programmed Project and needs to be monitored and updated through different project development phases.  The Baseline Workplan is available for the purpose of comparison and is a

record of historical information that is archived within the project file.

Each Capital Project shall have a baseline workplan as a part of the documentation for programming the support components of the project in the statewide delivery program.  A new baseline will be established each time there is a major change to the programming of the project.  This will generally occur at each biennial programming cycle.   The project baseline may also be updated through an approved programming change request.  Without a programming change, there cannot be a change to the baseline.  For projects that are split and or combined, new workplans should be developed and stored as the baseline workplan for new projects.  The new workplans should start from the last completed delivery milestone of the suspended projects.

A Capital Project Baseline Workplan Process will have the following key processes:

· Integration with the development of the Final Draft Workplan.
· Integration with the Programming Process.
· Integration with the Program Change Request (PCR) Process.
· Saving and maintaining a Baseline Workplan.
· Archiving the old Baseline Workplans.
In order for workplans to be monitored for the purpose of status reporting  and/or earned value

analysis, it is important to establish a baseline workplan.  The workplan development

process forms the basis for establishing a project’s baseline.  A workplan is developed and approved through a “bottom-up” approach, however it will not become an official baseline workplan until the project is programmed.  The programmed workplan becomes the baseline and the project is executed based upon the approved baseline workplan.

Caltrans uses a “bottom-up” approach in developing project schedules and the associated support budget (workplan).  It is recognized that a project workplan will change during the life of a project but the baseline workplan will remain fixed unless there is an official programming change through the programming change request (PCR) process.  
The Baseline workplans are used to:

· Establish a record of project activities and the resources required to complete a project.
· Compare current workplans to an approved baseline workplan as a means of evaluating  performance.
· Monitor performance to provide early identification of schedule or support cost issues.
· Report project performance to customers and stakeholders.
· Provide a record for earned value analysis.

To establish a quality baseline workplan, functional or task managers will be required to participate in the early stages of developing a project workplan.

The Baseline Workplan should be stored in a database with easy to access front end application and should be assessable by the Project Development Team (PDT).  
The following reference points should come from the Baseline Workplan.  
· Schedule:  Start Dates, Finish Dates, Durations.
· Cost:  Planned Support Cost, Resource costs including contracting out.
Other Baseline information not stored in the Workplan includes:

· Capital Cost for Construction and Right of Way

· Scope Statement including Project Description and location.


	2.
	Monitor Project Development

	 
	The Project Manager (PM) should utilize the Quality Matrices template and Subject Matter Experts to facilitate monitoring of the project development processes.  Any needed adjustments should be integrated into the project workplan for inclusion in the Project Report and should be addressed regularly throughout the project life cycle at PDT meetings.

The Project Manager has the responsibility, delegated from the District Division Chief for Program and Project Management, to produce the intended deliverables and outcomes, meet schedules, stay within budget and keep the sponsors and customers satisfied.  The Project Manager retains these responsibilities over the entire life of the project, and is the primary point of contact for the Project Sponsor.  The PM will exercise an active role in coordinating with the PDT members to develop and maintain the overall project quality.


	3
	Task Manager Assignments

	 
	Task Management is defined as the assignment of individuals (Task Managers) to manage the production   of quality deliverables at the completion of discrete work packages, on a project within a defined schedule and budget.

Task Managers are to be assigned, for all Work Breakdown Structure (WBS) Level 4 and WBS Level 5 work packages.  Assigning Task Managers for lower level WBS work packages is encouraged.

Each WBS deliverable is assigned to a Task Manager.  Under the direction of their Functional Manager, the Task Manager prepares a Quality Control (QC) Plan for that deliverable that documents the customer requirements, the procedures and review processes to ensure that the deliverable meets customer expectations.

· Task Managers should be involved early in the process along with Functional Managers for accurate resource estimation.  

· Task Managers should take full ownership of the assigned resources and be accountable for managing them.  
· Task Managers should notify the PM early when over usage of resources allocated to a specific WBS milestone is apparent to strategize and minimize the impacts.  
· Task Management places accountability and responsibility at the right level, where the person with the greatest knowledge of the task and its risks is responsible for developing and managing the products.

The Task Manager participates in the development of the Project Management Plan and provides expert knowledge and analysis for the preparation of project scope, schedule and resources.  The Task Manager commits to the scope, schedule and resource estimate for their portion of the Project Management Plan.

The Task Manager is responsible for resolving resource and schedule conflicts between the functional units.  This allows for timely and informed decisions to be made at the lowest level, improving the efficiency and quality of the project.  Any unresolved conflicts should be brought to the PM’s attention for resolution.

The Task Manager has the authority to make all decisions with respect to meeting the task delivery and staying within the approved scope, schedule and cost.



	4.
	Quality Control and Quality Assurance

	 
	Quality Control and Quality Assurance is the application of planned systematic activities to ensure that the project will employ all processes needed to meet the project requirements.

Caltrans’ Quality Control Definition: The activities performed at the district management (functional management) level, during the project delivery process that provides confidence that the project team is fulfilling established project requirements and expectations.  Performing quality control involves monitoring specific project results to determine whether they comply with relevant quality standards and identifying ways to eliminate causes of unsatisfactory results.

Caltrans’ Quality Assurance Definition: The operational processes, practices and activities performed at the project team level during the project delivery process to ensure that the product meets the project’s purpose and need and fulfills established quality requirements.

Quality Matrices and templates have been developed to assist in this process.



	5.
	Update Project Management Plans

	 
	The PM, with input from the District Program Manager, will lead the Project Development Team in further refining the Project Management Plans.   The Project Charter, the Communication Plan, the Stakeholder Analysis, and the Risk Management Plan are refined during this period.

	
	

	6.
	Risk and Issue Identification

	 
	Risk identification produces a deliverable — the project Risk Register – where risks are identified that may affect the project’s ability to achieve its objectives.  The Risk Register documents any possible risks and their characteristics.  It is subsequently amended with the results from qualitative risk analysis and risk response planning, and is reviewed and updated throughout the project.  
Participants in risk identification activities can include the following, where appropriate: PM, project team members, risk management team (if assigned), subject matter experts both from the project and from outside the project team, customers, end users, other PMs, stakeholders, and risk management experts.  While these personnel are often key participants for risk identification, all project personnel should be encouraged to identify risks.  
Risk identification is an iterative process because new risks may become known as the project progresses through its life cycle and previously identified risks may drop out.  The frequency of iteration and who participates in each cycle will vary from case to case.  The project team should be involved in the process so that they can develop and maintain a sense of ownership of, and responsibility for, the risks and associated risk response actions.  Stakeholders outside the project team may provide additional objective information.  


	 
	The assigned team members identify the potential risks (threats and opportunities), using the risk breakdown structure, suitably tailored to the project.  Their own knowledge of the project or similar projects is the basis of risk identification.
The team considers: 

· Threats — a risk that will have a negative impact on a project objective if it occurs (what might happen to jeopardize the project’s ability to achieve its objectives) 

· Opportunities — a risk that will have a positive impact on a project objective if it occurs (what might happen to improve the project’s ability to achieve its objectives) 

· Triggers — symptoms and warning signs that indicate whether a risk is becoming a near-certain event and a contingency plan/response plan should be implemented.

The Risk Response Plan (part of the Risk Management Plan) provides for a proactive decision making process to:

· Identify risks and opportunities.

· Continuously assess what can go wrong, or what opportunities exist.

· Determine which risks are most threatening to the project scope, schedule, and cost.

· Implement strategies to avoid or mitigate identified risks.

 

The Risk Response Plan is at heart a communication tool to start and keep team members talking about what could go wrong, or advantageous opportunities.

 

At one of the initial PDT meetings, the team should draft the Risk Response Plan.  The Risk Response Plan template includes instructions.  Steps are:

1. Identify threats and opportunities.

2. Set priorities and pick out the top five or six risks or opportunities to actively manage.

3. Decide on the likely occurrence and the likely consequences.

4. Decide on a plan to mitigate the event happening, or to ameliorate the consequences.

 

At subsequent meetings the team should update the plan by checking to see if risks have been avoided, advantages captured, or additional risks have presented themselves.

When Risks materialize they become project issues.  Mitigation of these project issues should be addressed by adding activities to the project workplan.


	7.
	Actual Project Expenditures

	 
	The establishment of an Expenditure Authorization (EA) allows for the actual cost of the work performed to be charged to the project.   Expenditure information elements are the;

· Charge District -(the District receiving the benefit of the work)

· EA

· Task (WBS identifier)

· Source District – The source of the expenditure (where the employee doing the work is sourced from)

· Source unit – (cost center – employees source unit)

All of the elements are required to capture the Project Expenditure information correctly.

Some overhead expenditures can be charged to the Source District without the Source Unit, but the Project Direct expenditures must include the Source Unit.

The PMs and Task Managers use different tools to compare the budgeted resources to the actual expenditures to come up with the earned value of the project.  However, the source of the actual expenditure information by project comes from Caltrans’ mainframe accounting database (TRAMS) via an interface with the FIDO.    

	
	


	8.
	Status Update

	
	Program resource allocation and project delivery reporting requires that all projects are managed and reported on in a timely fashion.   The project reporting ensures that the Project Team, management and other stakeholders have meaningful and accurate information regarding the status of capital projects and capital program delivery.   

Task managers and functional managers should report the status of activities they are responsible for on a continuous basis.   The Project Management Support Unit or responsible party should incorporate any identified and agreed upon changes to the workplan as soon as possible.

The percent complete must be reported on the task once the planned start date is an actual start date.

The percent complete is critical to reflect the health of the activity.   If the percent complete is reported incorrectly, decisions will be based on inaccurate information and the action as a result of those decisions will be in error.  Additionally, the consequences of incomplete status information includes, uninformed or misinformed decision-marking, poor data quality, inaccurate Earned Value Analysis and inaccurate SB45 reporting.

	
	

	9.
	Schedule Activity Changes

	 
	Schedule Activity Changes can consist of the following:

· Actual or Target activity start date.
· Actual or Target activity finish date.
· Actual or Target Milestone dates.

	 
	

	10.
	Additional Resources Requested

	 
	Additional resources can be requested by a PM or Task Manager based upon a calculation of an activity’s hours Estimated At Completion, or hours Estimated To Complete.  Some form of written communication including a justification is used to support this request.


	11.
	Approval of Proposed Change

	
	The PM or Task Manager will review the Additional Resources Requested for reasonability and understanding, and:
· The Task Manager, PM and the PMSU will analyze any impacts of the proposed change.

· The Task Manager, PM will approve, deny or modify the request with (justification/comments).



	12.
	Update Workplan

	
	Once the request is approved the PM or Task Manager will modify the workplan per approved changes by having the PMSU or other responsible party update the workplan as soon as possible.  


	13.
	Approval of Actual Expenditures

	
	The Functional Manager approves expenditures of their staff in Staff Central for the workplan activities they are working on.  Before approving these expenditures the Manager should ensure the charges are correct and planned and remaining planned resources are sufficient to execute and deliver the agreed upon products.

	
	


	14.
	Reporting

	
	Reports are a way to communicate the health and status of the project.  Some current project and program reports used by the PM and team to communicate with Management and Stakeholders include:

· Planned and actual comparison reports 

· Status documents

· Fact sheets

· Programming sheets

· Financial reports

· SB45 reports

· Resource Assignments

· Delivery Plan FY reports

· Gantt Charts

· Precedence Diagrams

Workplans are the inputs for the reports and drive the credibility of the information being presented.
The Districts and Headquarters use various applications to produce their reports.  Some of the sources of data for these reports could include, but are not limited to:  XPM, Project Management Control System, TRAMS, FIDO, CTIPS, Construction Management System, and Right of Way Database.



	15.
	Program Change Request

	
	A baseline workplan needs to be revised when a Program Change Request is approved by Headquarters.
The PM will ensure that the former Baseline Workplan is archived and the newly developed Workplan will now be referenced as the official Capital Project Baseline Workplan.

All projects that are programmed in the State Transportation Improvement Program, State Highway Operations and Protection Program, and Special Program Projects that have a change in cost, scope, or schedule shall have the change approved through the Program Change Request (PCR) process.    

The following are some of the triggers for a PCR.

· Change in Programmed Cost (including support, or a change in Fund Source).
· Change in Scope.
· Change in Programmed FY schedule.
· A project being Split or Combined.
A PCR should be submitted as soon as one or more of these triggers is identified and the corrective action is supported by the Project Development Team, and concurred by the PM and District Director.
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