DETAILED AS-IS BUSINESS PROCESS BREAKDOWN FOR PRSM DEVELOPMENT

OVERVIEW:
Modeling our existing business process is an essential part of communicating to the Project Resourcing and Schedule Management (PRSM) contract vendor how we do business today.  The PRSM vendor has scheduled time in their implementation plan to understand our existing business process.  The business process documentation that we develop in advance of the vendor’s meeting will enhance their understanding and allow them to be better able to map what we do to the capabilities of PRSM.  This should translate into screens, reports and training materials that use processes and terminology that we are familiar with.

Previously three high level business process descriptions were developed to describe the project management activities for Major Projects from initiation through completion.  Each of these three business process descriptions consists of two charts, a cross-functional flow chart that graphically identifies the flow of activities and personnel involved, and a textual description that describes each activity on the flow chart in detail.  These documents are titled:

· Project Initiation – Candidate Project Identification for Major Projects (Non-Emergency)

· Create Workplan – Major Projects (Non-Emergency)

· Workplan Maintenance – Update and Monitor a Workplan.

The PRSM contract will not provide a new tool for everything we do to develop a project in the Capital Program.  As the name of the project implies it focuses primarily on project resourcing and schedule management.  The activities described on the three previously developed business process descriptions are colored in “yellow” to clearly identify which are believed to be within the scope of the PRSM contract.

These “yellow” colored activities are now the focus of this Detailed As-Is Business Process Breakdown for PRSM Development.

To facilitate your review the relevant high level business process documentation is included prior to the detailed As-Is Business Processes Breakdown.
DISTRICT REVIEW INSTRUCTIONS:
1. Briefly review all the activities on each of the previously developed cross-matrix flow charts, paying particular attention to the “yellow” colored activities (Refer to pages 3, 13 and 29).
2. Each of the “yellow” colored activities has been broken down in detail.  Prior to reviewing the detailed steps, read the previously developed overview for the associated high level activity so that you can frame your thoughts and subsequent comments.  This overview follows the number and title from the cross-matrix flow charts.  For example, on page 3 of this document, business process number 8 is colored in yellow and is titled “Add Project to Approved Project List”.  At the top of page 4 is “8.  Add Project to Approved Project List” and the overview of this business process immediately follows this title.
3. Review each of the detailed steps.  At minimum, when analyzing the detailed steps necessary to accomplish the business process you should comment about steps that your District would need to enter information into, or receive from PRSM.  Additionally, you should identify who from your District participates (Step Actor).  If you have time it would be better to completely identify each step-by-step action that is performed today in your District to accomplish the Business Process.
4. Add any new Step Actors that you specify and include a brief definition of their roles and responsibilities to the table on Page 2.

5. Enter your comments directly into this document - track changes have been enabled.
6. Please provide your comments by October 24, 2008, and contact David Cordone at 916.654.2515 if you have any questions or concerns.

STEP ACTOR DEFINITIONS:
The following table defines the role of the step actors that are specified in the Detailed As-Is Business Process Breakdown for PRSM Development.
	
	STEP ACTOR TITLE
	DEFINITION
	DISTRICTS ROLE IS USED

	1
	APL Coordinator
	
	

	2
	Assistant Project Manager
	
	

	3
	Automatic
	A process or step that is performed automatically by a software system in the Districts that is used to manage workplans.
	

	4
	Data Management
	
	

	5
	Delegate
	
	

	6
	Functional Manager (FM)
	
	All

	7
	Gatekeeper
	
	

	8
	Headquarters PMSU
	
	All

	9
	Management
	
	All

	10
	Planning
	
	

	11
	Project Analyst
	
	

	12
	Project Management Office (PMO)
	
	

	13
	Project Management Support Unit (PMSU)
	
	All

	14
	Project Manager
	
	All

	15
	Project Scheduler
	
	

	16
	Project Sponsor
	
	All

	17
	Single Focal Point (SFP)
	
	All

	18
	Subject Matter Expert (SME)
	
	All

	19
	Task Manager (TM)
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PROJECT INITIATION – Candidate Project Identification for Major Projects (Non-Emergency)

	8.  
Add Project to Approved Project List:

The Program Manager or their delegate adds the project to the Approved Project Listing (APL), including the Project Manager assignment.


PRSM should send an alert to PMSU, PM and other specified individuals to notify them that a new project is now on the APL.  This notification is to clearly communicate that the project is approved to be worked on, and is ready to receive charging information.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Select District
	APL Coordinator, Gatekeeper or Delegate
	Some Districts have been regionalized and the appropriate Charge District must be specified.  The security setting of each User account defines the District or Districts that can be managed.  For example the APL Coordinator/Gatekeeper in District 3 cannot add a project to the Approved Project List (APL) in District 7.

	2. 
	Select EA
	APL Coordinator, Gatekeeper or Delegate
	Select or enter the Expenditure Authorization (EA) from the EA table.  This EA is also the 5 digit identifier that is used with other fields to uniquely define statewide Capital Projects.

	3. 
	Assign

Project Manager
	SFP,
APL Coordinator, Gatekeeper or Delegate
	Assign the Project Manager (PM) to the project.  The PM is a role defined in the Organizational Breakdown Structure and in some Districts the selection of a project manager can be performed using a system that is prepopulated with the appropriate personnel.  The District’s Single Focal Point (SFP) is responsible for PM Assignments.  However, the SFP may delegate the assignment of a PM to the APL Coordinator or Gatekeeper. ‘
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	4. 
	Assign

PM Assistant
	APL Coordinator, Gatekeeper or Delegate
	Most Districts provide an assistant to the Project Manager.  Depending on the District this Assistant is called a Project Analyst, Assistant Project Manager or Project Scheduler.



	5. 
	Assign

Program

And Funding Sources
	APL Coordinator, Gatekeeper or Delegate
	A Program is a group of related projects managed in a coordinated way to obtain benefits not available from managing them individually.  Laws and regulations

establish programs for government projects and define each program’s

purpose, funding sources, and funding process.

A Program is assigned to every project, however not all the Programs may apply to every District.  For example, one District may have Measure Funding which is a locally providing funding source to accelerate local capital project development, and another District does not.
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	A Program may have one or more funding sources.  When the Program is assigned the funding sources which in some Districts are called Workload Buckets are also identified.  Funding sources may change and they must be kept up to date using the current allocation process.
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	6. 
	Select Project Type
	APL Coordinator, Gatekeeper or Delegate
	A Type category is assigned to every project, however not all the Types may apply to every District.
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	7. 
	Assign Priority Number
	APL Coordinator, Gatekeeper or Delegate
	Some Districts have systems that allow you to assign the correct priority number from the priority table.  
The District priority number is subjectively determined through meetings with the Program Advisors.  The priority scheme should align with Statewide Priorities.  The priority number is used as an aid to develop the District’s Approved Project List.
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	Step
	Step Title
	Step Actor
	Step Description

	8. 
	Identify if Project is on
Delivery Plan
	Automatic
	Some Districts have systems that automatically identify if the project is on Caltrans’ Delivery Plan.  If the project is in the current Delivery Plan file, the associated check box field is automatically checked.  Projects on the Delivery plan are the only ones that the Districts receive capital outlay support resources.
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	9. 
	Place Project on Hold
	APL Coordinator, Gatekeeper or Delegate
	When a project can not be worked on due to insufficient staff it is placed on hold until staff is assigned.
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	10. 
	Place Project on Shelf
	APL Coordinator, Gatekeeper or Delegate
	If a project will not be funded but has an approved Project Initiation Document it will be placed on the Shelf until funding is available.  When the project is on the Shelf no time can be charged to the project.
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	11. 
	Project Authorized to be Worked On
	Automatic
	Some Districts have systems that automatically identify when an EA is masterfiled in TRAMS.  When the EA is masterfiled it means that a project is now authorized to be worked on and a field in the system called “New” is automatically checked.  The EA information and open phases in TRAMS are also automatically applied to the APL.  An e-mail is sent to the APL Coordinator/Gatekeeper that a new project EA has been masterfiled.

The Project Control office varies in each District.  When PRSM is implemented the above e-mail notification should be sent to the appropriate role in each District.
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	12. 
	Assign Project to APL
	APL Coordinator, Gatekeeper or Delegate
	Once the email in Item #11 is received by the proper District personnel in the Project Control office (e.g. APL Coordinator/Gatekeeper) they check the APL box.  This automatically changes the project status from “New” and makes the project available for statusing, charging and reporting.
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	13. 
	Identify

CCA

Status
	Automatic
	Some Districts have systems that automatically identify when Milestone (M) 600, contract acceptance (CCA) and M800, project complete have begun.  Prior to M600 and M800 being accomplished the default condition is “PRE”.  When M600 is 100% accomplished the condition is automatically identified as “PST” and when M800 is 100% accomplished it is automatically changed to “CMP.”
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	14. 
	Enter

Comments
	APL Coordinator,

Gatekeeper or Delegate
	Some Districts have systems that allow comments to be entered about changes that are made to the project’s funding sources, resources or priority.  APL Coordinator/Gatekeeper can use this area to make notes.  Notes are displayed to all users, but only the APL Coordinator/Gatekeeper can create or modify the existing comment area.  The system will mark the date and time, along with name of the APL Coordinator/Gatekeeper who entered the comment.
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	15. 
	Assign Project

Nickname
	PM or Assistant 
	Frequently the Districts will identify a Nickname for a project.  This nickname is usually given by the Program Manager and/or management.
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PROJECT INITIATION – Candidate Project Identification for Major Projects (Non-Emergency)

	13.  
Initial Draft Workplan:

A Draft Workplan is created using various tools for estimating time and the project’s support cost.  The Draft Workplan will be discussed at the first project meeting.  At this meeting it is a very preliminary workplan with much of the details of the project yet to be decided.


The workplan is developed using a bottoms-up approach, which means the identification and participation of all appropriate team members, including but not limited to the PM and all functional/task managers (e.g. Right of Way, Design).


It also requires the use of available Caltrans planning standards including the Capital Project Work Breakdown Structure (WBS), Resource Breakdown Structure (RBS), District Templates, historical data and expert judgment.


Inputs (if available & pertinent)
· Draft Project Scope (Product) Statement
· Draft Project Charter
· Draft Stakeholder Analysis
· Draft Communication Plan
· Caltrans WBS and RBS

· Resource Rates

· Historical Data

· Expert judgment

· Assumptions and Constraints


Output
· Project Workplan (Final Draft Workplan)

· Time-Scaled Charts (i.e., Gantt) with Milestones

· Planned Resource Hours by Cost Center Groupings (RBS Level 3), including Work Agreement Documentation

· Planned Resource Hours by Major Functions (RBS Level 2)

· Resource Charts (i.e., Histograms) by FY and SB45 Buckets


Assumptions and Constraints (Functional Workloads, etc.)

· Major projects require a more detailed workplan

· Complexity (technical and political) of project

· Level of involvement & scrutiny by the public

· Level of sponsor involvement

· Local agency reporting requirements

· Number of activities to be coordinated

· Environmental document type

· Number of plan sheets

· Unlevel resource needs

· Duration of tasks

· Level of risk associated with the project


The Project Manager and Project Team will use the all the tools available to develop schedule and resource needs that will be used in development of the Draft Workplan.



	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Review Draft Project Scope Statement
	Project Manager

Team
	The project manager along with the Project Team, Functional Managers or functional staff, will review the scope statement (EA initiation form) for completeness and understanding.  The Team needs as much information as possible in order to accurately estimate activities, time and resource needs. The Scope Statement clearly states the project objectives up front, helping the project manager to guide the project team efficiently and effectively through the project development process.  A project charter documents the agreement between the project sponsor and the project manager.   The charter includes the following components: project purpose; phase objectives; project description; scope statement; project/phase constraints, assumptions and risks.

In the absence of a Project Charter, utilize other existing project documents that contain the elements of the Project Charter noted above (i.e.: PID, PIF, EA initiation form).



	2. 
	Assignment of

WBS

RBS
	PM, Assistant and PDT
	The team identifies which activities from the standard WBS will be needed for the project to produce the appropriate deliverables.  Using the WBS resource estimate worksheet the functional units should estimate resource hours to the lowest WBS level as possible (that is level 7 and level 8). This is what is referred to as a bottom-up estimating.  Estimates based on smaller work packages are more accurate and errors in estimating tend to be less.  They also facilitate clear responsibility of assignments.  The team identifies the level of detail needed for each activity.  Consideration needs to be given to the following items during this process.  As the project progresses, the need for more detail can be added prior to the beginning of the activity.
· Complexity (technical and political) of project

· Funding constraints
· Level of involvement & scrutiny by the public

· Level of sponsor involvement

· Local agency reporting requirements

· Number of activities to be coordinated

· Environmental document type  (EIR/EIS) require at least level 6 detail

· Number of plan sheets (determined by length of project and functional involvement)

· Unlevel and critical resource needs (will contracting out be used --Is there an existing contract or does one need to be requested and executed before the activity begins)

· Duration of tasks (Minor projects vs complex Major projects)  

· Level of risk associated with the project

· Competing project priorities

· Multiple construction seasons.

	3. 
	Collect Historical Data
	PM, Assistant, and PDT
	Historical information is gathered to validate the preliminary estimates.  The historical data can be used as a first cut in the resource estimate.  When using historical data the project type, location, county, route, description, and scope should be considered as required elements. 

The Historical Cost Analysis of COS Projects can also be considered:

http://pd.dot.ca.gov/pm/ProjectOffice/WorkplanStandards/hca_2002/cover_and_toc.pdf

	4. 
	Select Related Project Template
	PM, Assistant 
	The use of a template with pre-determined logic (milestones tied to the activities), resource needs, task, milestones and some pre-determined durations will give the PM a generic draft to begin working with the PDT.  The generic Logic Diagram follows a predecessor / successor network diagram using the current approved Workplan Standards Guide.   The activities and milestones logic can be modified to support the individual project needs.

Templates are available for various types of projects (e.g. Major, Minor, Maintenance).

	5. 
	Utilize

WEN Tools
	SME, PM and PDT
	The team will use subject matter experts (SME) to continue to check the validity of historical data.  Incorrect charging, bad workplans and project constraints have an impact on the reliability of the historical numbers.  The SME will review and accept or modify the resource estimates.  Workload Estimating tools can and will assist project managers and functional managers with project resource estimates, and the activity's duration estimates. 

Workload Factors and resource estimating worksheets and/or databases can be used for resource estimating.  The Division of Engineering Services (DES), Districts and other Divisions have developed workload Estimating Tools.  Every project is unique and no developed averages/norms can replace the review of a team member who is assigned the responsibility of the deliverable.   A sample of a Workplan Estimating Norm (WEN) tool for one Division is as follows.
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The different WEN tools will calculate different estimates, however the most accurate method will be the bottoms-up estimate that is developed by the cost centers that will actually be performing the work.  The numbers generated by the tools are simply a ball-park guide - there are no exact answers.  The judgment and experience of the team cannot be replaced.



	6. 
	Identify Project

Assumptions

And

Constraints
	PM, PDT
	Assumptions and constraints need to be identified during the PDT kick-off meeting.  The list compiled and reviewed can be further used to develop the Risk Management Plan.  Additionally, some of the constraints (e.g. weather) may be incorporated into the project schedule to develop a more accurate workplan.
Assumptions are those considerations that are considered true, certain, or real for planning purposes such as: 

· Management supports this project. 

· The team will be available to produce products as in the agreed upon schedule. 

Constraints are items that limit a project team’s options such as:
· The funding year is pre-determined by funding availability and/or sponsor requirements.
· Weather conditions during certain months prevent construction.



	7. 
	Review PDT Agreement
	PM, Assistant
	Once the agreed upon resource needs and schedule have been developed by the team, the Project Manager and/or Assistant will input the resources and schedule into the District’s scheduling application.  This resourced schedule is the initial draft workplan.  Once it is incorporated into the scheduling application it is reviewed by the PDT for quality, and correctness of the schedule and resource needs.
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CREATE WORKPLAN – Major Projects (Non-Emergency)

	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



	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Task/Milestone Identification
	PM, PDT
	The PDT will identify the tasks needed to manage the project using the Workplan Standards Guide descriptions for the appropriate project WBS elements from levels 5-7.
Mandatory milestones provide a starting point during the activity identification process.  Project specific template types with these mandatory milestones are often used by the PDT in the analysis process.

	2. 
	Add

Logic to Schedule
	PMO, PMSU
	Logic between all tasks is defined and available in pre-existing templates in most Districts.  These templates also break projects down to WBS level 5, level 6 and level 7, and also into combinations of all three.  Specific templates are available for Major, Minor A and B, as well as Maintenance project types.  Sub project templates also exist for specific Environmental document types and they can be incorporated into the existing templates as appropriate.

Activities that do not apply to the particular project are removed from the template and logic is re-mapped to remaining tasks.  


	3. 
	Develop Duration Estimates
	PM, PDT
	Some duration and resource estimates are contained in project specific templates.

An example follows of a fixed duration estimate for all projects to be reviewed by Headquarters Office Engineer.  These are minimum durations that can be increased accordingly based upon project specifics or workload capacity.
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The PM and PDT will also try to develop duration estimates by consulting with the actual Caltrans cost centers that will be performing the work.


CREATE WORKPLAN – Major Projects (Non-Emergency)

	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-builds, 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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Resource type identification
	PM, 
PDT
	Proper resource identification to deliver the planned products is done by the Project Manager and PDT with the cooperation of the functional Division Chiefs.  Every identified task should also have a Task Manager assigned.  It is the PM’s responsibility to secure a Task Manager for every task by requesting that a resource be assigned from the appropriate Division.

Assigned Task Managers work with the appropriate functional units to provide estimates of the hours needed to deliver the products they are responsible for.  Using the WBS resource estimate worksheet they try to estimate resource hours to the lowest WBS level possible (that is level 7 and level 8). This is what is referred to as a bottom-up estimate.  Estimates based on smaller work packages are more accurate and errors in estimating tend to be less. They also facilitate clear responsibility assignments.
Functional Managers should also estimate the need for tasks that require consultant support.  Estimation of consultant support resources is usually performed by the Functional Managers because they know their Division’s staff availability and specialized knowledge.  Consultant hours should be reported separately for each WBS activity.  When specifying consultant support resources the unit managing their effort adds 10% additional hours for Caltrans personnel to provide oversight.
An example of a resource input sheet is as follows:
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Once the PDT, Task and Functional Managers have made their resource estimates and they have been agreed to by the PM, the PM or their Assistant will:

· make the agreed upon Caltrans personnel resource assignments to the activities in XPM by specifying the number of hours for each cost center (source unit) in the XPM resource tree.
· submit the consultant resource estimates to HQ on the COST report specifying the actual contract number and amount.  HQ PMSU will translate that contract amount into an hourly rate and then enter the rate and contract number into the XPM resource tree.
In developing the baseline workplan during the early stages, information may be limited and members of the PDT will be required to make certain assumptions based on available information and the experience of the team members.  Some projects may have several alternatives; therefore the team will have to make assumptions to evaluate the most reasonable or recommended alternative. It is very important to document these assumptions in order to assist with future updates once new information is obtained. 
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	2. 
	Enter Resource 
Loaded Rates
	HQ PMSU
	The direct and indirect costs, commonly referred to as the loaded dollar rates for each Division and cost center are used to develop the capital support cost estimates.  These loaded rates are calculated in two ways.  For Capital Division personnel these loaded rates are entered into the XPM resource tree by HQ PMSU as raises are provided to employee bargaining units.  The loaded rate for Consultant resources are update weekly based upon the COST report.


	3. 
	Apply

Escalation Rates
	PM, 
Planning
	Escalation rates are applied by Fiscal Year to both the support and capital components prior to programming.  This gives a more correct projection of the funding needed by Fiscal Year for the project.

The District has the ability to establish escalation rates for all SHOPP projects. STIP escalations rates are based on the STIP Fund estimate.
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	4. 
	Monitor

Target Ratios
	PM, 
Management
	Support to capital cost ratios are used as targets and performance measures during development of support budgets.  Resource reports are developed and compared to the Capital estimate for the support to capital ratios.  The programming sheet in Project Focus or similar SB45 reports gives a quick comparison of the target ratios of support to capital.  The support to capital targets for Major projects is 32% and for Minor projects the ratio is 60%.  The resource spread by division and FY also is shown on the programming sheet to ensure the resources are available in the proper FY.
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CREATE WORKPLAN – Major Projects (Non-Emergency)

	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.


	
	Step Title
	Step Actor
	Step Description

	1. 
	Archive projects estimates
	PM, Data Mgmt, PMO, Divisions, PDT
	Planned resources are compared against the actual expenditures from the prior year.  Discrepancies and anomalies are identified for quality assurance of the data.

	2. 
	Accurate Charging
	FM, All users
	Employees’ time should be charged to the associated levels in the workplan schedule and as resourced, to be consistent by having estimating, resource assignments, statusing and charging all at either the Schedule Activity or WBS level.

	3. 
	Historical data available
	FM, PM, PMSU, All users
	Historical expenditure project information needs to be available for development of future project planning.  The planning and charging information needs to include the WBS and resource type for comparison.

The project type, location (geographic), description (including highway type), and the capital cost estimate are just some of the project attributes that need to be considered and available in the historical data.  Additionally Program Change Request (PCR) history and contract change order information needs to be available for the true cost of doing business.


CREATE WORKPLAN – Major Projects (Non-Emergency)

	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.



	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Assignment of Task Manager
	PM, Assistant
	Based on the activity deliverable the PM will assign the appropriate TM to the activity.  All levels of WBS should have a TM assignment.  

	2. 
	Use Picklist for Assignment
	PM, Assistant
	In some Districts the PM or their assistant uses a pre-defined list of assigned cost centers that can be assigned to the task.  Only source units that have assigned hours to the activity in the workplan can be assigned as the TM.  
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	3. 
	Use Directive or Guidelines for Task Manager Assignment
	PM, Assistant
	Some Districts have Directives and/or guidelines for Task Manager assignment.  In general this assignment is based upon the following generic activity listing by discipline:

Task Manager
 
WBS Level 5 
 
 
Construction
270, 285, 290, 295
Design
150, 160, 180, 185, 190, 205, 230, 255
Environmental
165, 170, 175, 235
Division of Engineering Services
210, 215, 240, 250, 260, 265, 275
Project Management
100
Right of Way
195, 200, 225, 245
Surveys
220, 300
 
 
 


	4. 
	Confirm Task Manager Assignment
	PM, Assistant
	Depending on the District after a Task Manager has been assigned either a manual or automated confirmation process will be used to ensure that the assignment has been effectively communicated. 
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CREATE WORKPLAN – Major Projects (Non-Emergency)

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Review and Update Cost Estimate
	PM, PDT
	The PM along with PDT will review resource estimates and validate the assignment and compare the target component ratios for the project.  The PM and PDT will adjust the resources assigned after the analysis is complete and then update the workplan in XPM based on these identified changes.  New comparison reports will be run to ensure the adjustments of the resources accomplish the desired outcome.
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	2. 
	Review and Update Schedule
	PM, PDT
	The PM and PDT will review the project schedule for team member concurrence and identify any issues that may be affecting the schedule.  Each team member will review the duration of the activities they are responsible to deliver to ensure the product can be delivered within the assigned timeframe.  This would include appropriate resource needs and availability as well as funding issues affecting the schedule.
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	3. 
	Review and Update Project Scope
	PM, PDT
	The PM will review with the PDT the existing scope statement to make sure the draft workplan supports the overall project scope.  At this point the team will identify any additional activities and/or resource needs to ensure the desired project scope can be delivered.

Remember a workplan is a living document.  The estimated hours needed for the project that were established at the PID stage, should be updated whenever there is a change in the project scope or schedule.  At a minimum, team members should revisit their workload estimates at the completion of the Project Report/Environmental Document, early in the PS&E phase, and at completion of PS&E phase.  At each of these milestones the project scope usually becomes more defined. 



	4. 
	Validate Workplan with Sponsor
	PM, Sponsor
	The PM will review the Draft Workplan, including support costs and schedule with the Project Sponsor.  This is to ensure concurrence that the workplan will deliver the desired outcome as envisioned by the sponsor.  This will provide input to the project charter.


CREATE WORKPLAN – Major Projects (Non-Emergency)

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Review Comments from Circulation affecting workplan
	PM, FM
	Accept or reject comments and provide feedback.

	2. 
	Update Workplan Per Accepted Comments
	PM, FM, Assistant 
	Update the workplan to reflect the agreed upon revisions.  This may include changes to the milestone dates, task start and end dates, durations and any other resource adjustments that are needed.  Potential impacts to related or critical path activities must also be addressed during the update of the workplan.   

Remember a workplan is a living document. The estimated hours needed for the project that were established at the PID stage, should be updated whenever there is a change in the project scope or schedule. At a minimum, team members should revisit their workload estimates at the completion of the Project Report/Environmental Document, early in the PS&E phase, and at completion of PS&E phase.  At each of these milestones the project scope usually becomes more defined. 




CREATE WORKPLAN – Major Projects (Non-Emergency)

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Review Workplan
	PM, PDT, FM
	The workplan is reviewed with team including prior revisions from the 60% review.

	2. 
	Review Target Ratios
	PM, SFP
	The target support to capital ratio is reviewed, and if it is not in compliance a plan for corrective action is developed.  Sometimes it is warranted for a project to exceed the target ratios.  In these instances a justification and exception are developed for the support to capital ratio to be outside the accepted target.

	3. 
	Target Ratios Communicated
	PM, FM
	The PM and FM discuss the revisions needed to bring the project within the accepted target ratios.  Negotiations for revisions to resource assignments result in an agreement on the revisions needed.

	4. 
	Workplan Updated
	PM, Assistant
	Workplan modifications are updated in XPM.  Reports are produced and reviewed to ensure the modifications accomplish the desired support to capital ratio.

	5. 
	XPM Model Updates
	PMO, Assistant
	In some Districts the workplan is placed into the XPM model on a weekly basis.  

	6. 
	XPM Front End

Updated
	PMO, Data Management
	Some Districts have a graphical front end that simplifies the interface with XPM data.  The new XPM model data file, which contains the updated workplan, is loaded into the Front End Application one day after the associated XPM update.

	7. 
	Programming Sheet

Developed
	PM, Assistant
	A new programming sheet is created to provide the current programming targets as reflected in the workplan.

	8. 
	Programming Sheet Approved
	PM, FM
	The programming sheet is available and included in the 90% and 95% PID document for review, signature and approval.
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WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	1.  
Project Baseline/Programming:

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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Program Project
	HQ Programming
	The approved PID is used to program the project in the approved programming document during the programming cycle.



	2. 
	Baseline Project workplan
	HQ Project Management
	The programmed project workplan is baselined.  This is the commitment of support costs and the schedule commitments.
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WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Update task status


	PM, TM, FM
	Actual start dates will be statused based on the PM, FM or TM beginning work on the deliverables as scheduled.  The PM, FM or TM will provide the percent complete as the task begins and progresses.

Actual end dates will be statused based on the completion of deliverables as scheduled.  The PM, FM or TM will provide the percent complete as the task is complete.  Milestone Status is based on the preceding task end date and it being 100% complete which then causes the milestone to become 100% complete.

	2. 
	Monitor Charging
	PM,
Assistant, TM
	Capital Support employee charges occur through the time sheets submitted through Staff Central.  To analyze charging information data is collected through Trams and included FIDO system.  Depending on the District the expended resources are posted into a system for comparison of the planned and expended hours.  The match fields include the Charge Dist, EA, Phase, Source Dist and Source unit as in the sample below, including additional information needed to monitor expenditure information. 
Sample Expended Weekly File:

fn
ln
fy
week_of
sd
su
cd
ea
PE
Component
Task
sj
specd
msa
K**
E**
2008
8/15/2007
01
028
01
262001
2010
025
500
P15
K**
E**
2008
8/15/2007
01
028
01
262001
2010
025
500
P15
Second part of Expended Weekly File:

fae
ao
od
coe
dlrs
hrs
wbs
descr
newcharge
ea5
phase
sb45category
wp
1
185
003
061000
559.30
16.0
3.185.15
PREP**
0
26200
1
PE
0
1
185
003
061000
838.95
24.0
3.185.15
PREP**
0
26200
1
PE
0


	3. 
	Dates review
	PM, TM, FM, 
Assistant
	Predecessors and successors tasks are reviewed on a periodic basis to ensure that the schedule remains on track and deliverables are met.  Any delays may have an impact that will require monitoring.  

	4. 
	Compare to baseline commitments
	PM, TM, FM
	The project’s baseline financial commitments need to be continuously monitored by the PM and the project team to ensure that consistent and reliable information can be provided.  Some Districts provide Monthly or Quarterly reports to their Local Agencies or Metropolitan Planning Organizations.  The reports provided need to be reviewed by the Project Manager prior to submittal.  
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WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Assignment or Update of Task Manager
	PM, Assistant
	Based on the activity deliverable the PM, or Assistant will assign the appropriate TM to the activity.  Every level of WBS specified in the workplan should have a TM assignment.  

	2. 
	Use Picklist for Assignment
	PM, Assistant
	In some Districts the PM or their assistant uses a pre-defined list of assigned cost centers that can be assigned to the task.  Only source units that have assigned hours to the activity in the workplan can be assigned as the TM.  
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103-145 Gffce of Project Management Support Unit (Sukhi Johal)

55.265 Executive Mamt Design & Teoh Sves (Roberts Lacalle)

103:285 Offics Engineer (Laurts Lammar)

103117 Project Manager Ml (Doug Lange)

66:201 Proj Sched & Support Brian Les)

103.255 Design Branch - S5 (Cathy Luke)

03-183 Envitonmental Support(Tammy Massengale)

03:164 Enviranmantal Enginaring Norh (David Melendrez)

103:375 Gffce of Highuay Ops (Rick Monire)

103.345 Landscape Atch - 530 (Ken Murtay)

/55:220 Executive Mgt Bidge Dasign North (Tom Dstiom)

03.367 Gffce of Traic Safety (Rabert Paterson)

103.511 Construction Support (James Picard) E







	3. 
	Use Directive or Guidelines for Assignment
	PM, Assistant
	Some Districts have Directives and/or guidelines for Task Manager assignment.  In general this assignment is based upon the following generic activity listing by discipline:

Task Manager
 
WBS Level 5 
 
 
Construction
270, 285, 290, 295
Design
150, 160, 180, 185, 190, 205, 230, 255
Environmental
165, 170, 175, 235
Division of Engineering Services
210, 215, 240, 250, 260, 265, 275
Project Management
100
Right of Way
195, 200, 225, 245
Surveys
220, 300
 
 
 


	4. 
	Confirm Assignment
	PM, Assistant
	Depending on the District after a Task Manager has been assigned either a manual or automated confirmation process will be used to ensure that the assignment has been effectively communicated.
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WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	8.  
Status Updates:

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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Update Progress
	PM, FM, TM
	Depending on the District the PM, FM or TM provides the reported progress of open activities.  
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	2. 
	Review Progress
	PM, TM
	Depending on the District the PM or TM uses the compiled progress from subordinate tasks provide the overall task progress.  Some Districts have systems that will forward progress updates to both the PM and higher level TM.  The proposal shows the existing percent complete in the workplan and the proposed percent complete updated by the PM, FM or TM.


	3. 
	Accept/Update Workplan Progress
	PM, Assistant
	Some Districts have systems that forward progress updates to the PM for acceptance.  Progress cannot be denied only accepted and updated to the workplan.  
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WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Proposal to Change Workplan Activity

	FM, TM
	A FM or TM can make a proposal to change an existing workplan activity or to propose a new one.
Some Districts have an application that facilitates this process.  The following example shows a new task being requested in the workplan.  The FM provides the Start date, End Date, Resource needs, Source Unit(s) and the progress that should be shown on the activity.  Comments are also required to ensure the request is understood by the TM or PM to make an approval.
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WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Proposals for

 Resource needs
	FM, TM
	If a change is needed to the current resource assignment in the workplan the FM or TM can make a proposal to have the hours updated.  The change request can be for more hours, less hours or to move the existing or remaining hours  to another cost center as the project may be re-assigned.
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WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	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).



	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Approval of submitted proposals
	TM, PM
	Depending on the District a manual or automated process is in place to approve resource requests or changes to workplan activities.  The higher level TM or PM will evaluate the impacts to the overall workplan of any proposed change and work with the Requestor to refine the information as necessary prior to approving, denying or deferring the proposed change.
For resource requests the TM or PM can approve, deny or approve hours with modification.    Example:  the proposal is for 20 hours and the TM needs to keep the budget of the task balanced he may move hours or approve the 20 and move the 20 from another resource assigned.  Any time proposals are denied the TM or PM are required to enter a comment. 
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For new activity requests the TM and PM will work together to incorporate the logic and start/end dates with the overall workplan prior to it being approved.




WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Process approved changes
	PM, Assistant, PMSU
	Once the TM or PM approved the proposal, depending on the District the PM, Assistant or PMSU will update the workplan.

Some Districts have applications that monitor the approval process of workplan change proposals.  In the following example the approved proposal moves from the PM list to the Project Assistant listing as shown.  The pending (Aprvl) identifies the change proposals that have to still be evaluated by the PM or TM.  Once a change proposal is decided upon its status moves to Pending (Proc). 
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The Project Assistant listing shows the date approved and that it needs to be processed.  The process box is not marked until XPM is updated.
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WORKPLAN MAINTENANCE – Update and Monitor a Workplan

	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.


	Step
	Step Title
	Step Actor
	Step Description

	1. 
	Create Reports
	All
	Depending on the District a workplan reporting application has been developed to allow users to create reports.  In some Districts the ability to create reports is limited to their access rights.  The sources of information in these District reports can come from but are not limited to:  XPM, Project Management Control System, TRAMS, FIDO, CTIPS, Construction Management System, and Right of Way Database.
Any user can create any report they have access rights for.
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Additional reports are available based on user accounts.
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For example, only Design can create data for the QMP or Lookahead reports.  However, All users can view the reports.
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