Project Structure Checklist


	I.
Roles and Responsibilities

	
During the Planning Phase . . .

	1.

How will we use past experience, project retrospectives, and reviews of other projects when developing our plan?

	2.

Will meetings be scheduled to develop the project plan?  When and where will these meetings be held?  Who will participate?

	3.

How will we identify third-party and other project dependencies in our plans (e.g., milestones, review tasks, etc.)?

	4.

Will we use major milestones as a focus of our project schedule (e.g., Feasibility Analysis Complete, etc.)?  How will they be determined?  What milestones do our customers and Project Sponsor want to see in the project plans?

	5.

Who will be involved in establishing the completion criteria to be used to determine whether each milestone has been successfully met or not?

	6.

Who will be involved in defining project risk and identifying possible contingencies?

	7.

Who will be involved in assessing the project plans before work begins (i.e., Project Sponsor, customers, other dependent project teams, third-parties)?

	8.

What tools will be used to develop and track project plans?  Who will need training in the use of the tools?

	

During the Development Phase . . .

	9.

What are the roles and responsibilities of each of the Project Leads in the development work required during the project (what work products are each of the groups responsible for)?

	10.
What role will the Project Sponsor play during the project?  Does this individual know what is expected of him/her?  Who will communicate the role and responsibilities to this individual and when?

	11.
  What organizations, customers, or third-party vendors will we need to interact with during the project?  Do we need contracts for the third-party vendors?  Who will create the contract?  Who needs to sign the contract?

	12.
Will we use contractors or vendors on the project?  In what areas will they be needed?  Who will select the contractors?  Who is responsible for contractor arrangements?  Who will be responsible for the quality of their work?

	II.
Communications Decisions

	1.

Who needs to be kept informed about project progress and how will we inform them?  How will they be kept informed?  What level of detail will they need?

	2.

What type of meetings will we hold (e.g., project status, information dissemination, problem solving, etc.)?

	· How often will we hold each type of meeting?

	· Who should be involved in each type of meeting?

	· Where will we meet?

	· Who will produce the agenda for each meeting?  How far in advance will the agenda be distributed?

	· Will these meetings be facilitated?  Who will facilitate?

	· Will minutes be distributed after the meeting?  If so, who will prepare them and who needs to receive them?

	
The Project File . . .

	3.

What information will be included in the project file (e.g., project charter, schedules, outstanding issues, distribution lists, project glossary, etc.)?

	4.

Who will create and maintain the project file?  How often will updates be made?  Who will have update/read only access to the file?  What version control processes and tools will be used?

	5.

After the project has been completed, how long will the project file be retained?  What will be kept?  Where and with whom will it be kept?

	
The Project Retrospectives . . .

	6.

When will a retrospective(s) be conducted?  Who should attend?  What subjects will be addressed?

	7.
Who will facilitate the retrospective?

	8.

Will a retrospective be held with third-party vendors and the project team?

	9.
What information will be collected as the project progresses to facilitate the retrospective(s)?  By whom?


	III.
Development Practices Decisions

	1.

What development practices will be used to complete the project?

	· Business Case Development/Feasibility Analysis

	· Software Development Methods

	· Quality Assurance Methods

	· Configuration Management Methods

	· Product Delivery and Support

	2.

How will completion criteria for the project specifications be determined?  By whom?  When?

	3.

How will updates to the project specifications be provided to the team?  How often?  By whom?

	4.

How will estimates be developed?  By whom?  Based on what information (i.e., personal experience, retrospectives, etc.)?

	5.

What tools will be used by each of the groups (i.e., compilers, operating systems, version control, project management software, etc.)?  Who needs training in order to be able to use the software effectively?  When will they need training?  Who will handle software and hardware support questions?

	6.

Who needs training in the final product?  When is it needed?

	IV.
Change Management Decisions

	1.

How will we define change on the project (i.e., a schedule slip of 2 weeks or more, a cost increase of 10% or more in any project milestone or phase)? 

	2.

Has a change management process been defined by our organization?  If not, who will define the change management process we will use?  Has the change management process been communicated to our team?  Has it been communicated to our customers?

	3.

How will proposed changes be identified and tracked?  Who will track this information?  Will a change log be developed?  Who will develop and maintain the change log?

	4.

How will we assess the impact of change?  How much deviation are we willing to accept before notifying the Project Sponsor that the project is in jeopardy and a major reschedule is required?  Who will communicate the impact of change with the customers and other dependent projects?

	5.
Do the contracts with third-party vendors define how change will be managed?  Has this information been communicated to the third-party vendors?  To our team?  To our customers?

	V.
Progress Assessment Decisions

	1.

How will we assess progress?  What information will be collected (and at what level of detail) to measure progress?

	2.

How will we obtain progress information from team members and others (i.e., third-party vendors)?  How often will we collect this information?  

	3.

How often will we update sub-project schedules with the information?  How often will we update the master schedule?

	4.

What information and at what level of detail does the Project Sponsor want to see to assess our progress?

	5.

Who will identify and assess the impact of each variance?

	6.

Who will be involved in developing and implementing adaptive actions?  Who will recommend and approve adaptive actions?  How will we track the effectiveness of these actions?

	7.
How will we document and track outstanding issues that arise?  Will an issues log be developed?  Who will develop and maintain the log?  Who will be responsible for following-up on the outstanding issues?

	8.

What criteria will we use to define an exception for exception reporting (i.e., tasks not starting or ending on time, tasks taking longer than estimated, etc.)?  Who will be involved in assessing and resolving the exceptions.  (Note:  Exceptions may be defined differently depending upon the roles and the audience.) 

	9.

How will problems and issues between the Project Leads be resolved?  If a problem or issue cannot be resolved between groups, will the issue be escalated and to whom?
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