Lesson 5 Exercise
1.1 – Problem Statement
Stakeholder requirements are not clearly, completely and consistently captured during the project's planning phase.  This generates assumptions between the stakeholder and project team members, sets stakeholder with wrong expectations and team members with unclear project deliverables.

Without signed and documented requirements it could lead to the following downstream effects:

· Stakeholder expectations not being met
· Scope Changes
· Decisions based on unclear priorities
· Unknown success criteria
· Loss of credibility and revenue for the company and team
· Unclear deliverables and milestones
· Wrong resources (people and materials) allocated to the project
· Incomplete work duration estimates
· Increased rework because stakeholders and team members are working from different perspectives

· Project schedule delays or project never completed
· Budget overruns
· Decrease in morale and increase in stress levels of stakeholder and project team members
· Inefficient communications
1.2 –  Develop Solution’s Goals, Objectives and Risk Strategies

Note: The solution for gathering and documenting stakeholder requirements must achieve the goal by meeting measurable objectives and implementing defined risk strategies.
    1.2.1 - Process Goal:
· To continually improve the complete gathering and documentation of clear project requirements now and in the future.


1.2.2 - Process Objectives:
· Work performed meets contract requirements
· Milestones Completed On Time
· Project Completed Within Budget
· Customer Satisfaction Achieved (Survey)
Approved Post Installation Review


1.2.3 - Process Risk Strategies:
Institute processes and governances around putting a solid contract in place, clearly documenting project stakeholders and team members, requirements, deliverables, dates, measurable milestones, change control policy and process, as well as, financial liability. This should assist with managing stakeholder expectations, managing change properly, minimize budget overruns, minimized risk of rework, allow us to define major, measurable milestones, and, in the end, enable us to maintain credibility with our clients.

Institute an approval process that ensures buy in from both internal and external parties. This should assist with managing stakeholder expectations.

Institute a process for acquiring data on resource skill sets, and through internal (and possibly some external) collaboration, assign qualified resources to each task. Identify risks where gaps exist, and plan accordingly (e.g., learning curves). This should minimize the risk of assigning unqualified resources to project tasks.

· Institute a communication plan that ensures clear communication internally and externally, and establish an “open door” policy with regards to identifying concerns and addressing them quickly and effectively. This should result in increasing morale, reducing stress of stakeholders and project team members, and keep stakeholders and team members focused on common goals.

 1.3 – Design Solution
Note: The solution for completely gathering and documenting clear stakeholder requirements must consider the following program components and interfaces.

· Solid contracting: when working with external clients/parties, it’s important to clearly outline what can and cannot be expected from ACME, as well as what is or is not expected of external clients/parties, at the outset of the project. This should include:
· Project Charter: clearly defining key players, and their roles on the project, along with a high level description of the project.
· Project Scope Document: define what project deliverables are in scope, and what is out of scope.
· Business and Technical Requirements Documents: Instituting standardized requirements gathering tools and governance, resulting in detailed business requirements.
· Change Control Process: Implement a formal change control process (agreed upon by all key stakeholders) with participation on both sides.
· Approval Process: Require sign off from key stakeholders, project business owner, sponsor, on deliverables and during stage gate reviews (decisions).
· Project Schedule: Develop a detailed project schedule with key milestone dates and measurable milestones.
· Roles and Responsibilities: Formally document roles and responsibilities.
· Financial Liability: Anticipated Costs attached to deliverables, Not to Exceed Language, etc.

· Knowledge Management: Implement a shared workspace to improve the collaboration and coordination of process activities and their deliverables.
· Project Status Meetings: these would be regular meetings with the project team to obtain updates on progress, issue reporting, risk reporting, and to provide guidance on future, short term objectives for the team.
· Project Status Reports and Stakeholder Meetings: these would be less frequent, regular meetings with both internal and external key stakeholders to provide status reports on project progress, noteworthy issues and risks, and upcoming milestones.
· Stage Gate Reviews: Define process, players and incorporate them, as needed, within the project schedule.  These would be ad hoc meetings with the project team and key stakeholders that will occur after the completion of phase for each major deliverable (or minor deliverable, as needed). This is an opportunity to revisit business and technical requirements (for gap analysis and revision, if necessary), original estimates (for revision, if necessary), baseline project schedule (for revision, if necessary), and to determine if a Change Request is required for any work “missed” in the planning process.

· Assigning Qualified Staff: Use of a skill set database / repository may facilitate assignment of tasks to skilled/experienced resources.
Assignment 1.4 – Develop Requirements Improvement Process

Note: The solution integrates with PMI’s Process Groups to assist the Program Management Staff and Project Managers in working with a common understanding and standard reference point.

 Initiation Process Group
1. Continually Assess Business Environment and Corporate Strategies

2. Review Business Case and Project Charter

3. Document Goals and Objectives

4. Document Constraints and Assumptions

5. Identify all Stakeholders

6. Discover Stakeholder Expectations Using Standard Collection Templates

7. Analyze Expectations with the Project Team

8. Align Stakeholder Expectations with Business Environment and Corporate Strategies

9. Develop Requirements Document

10. Get Stakeholders to Sign-off on the Requirements Document

11. Create a Project Sharepoint Site with Standard Templates, Dashboards, Business Case, Project Charter, and Requirements Document

Planning Process Group
12. Measure Project Plan against the Requirements Document and Recommend Corrective Action
13. Approve the Project Plan

Execution Process Group

14. Align Contracts to Requirements Document

15. Review Outcomes of Quality Assurance Activities

 Monitoring and Controlling Process Group

16. Attend Status Meetings

17. Measure Project Results to Requirements Document and Post on Sharepoint Site

18. Distribute Requirement Status Reports to Stakeholders

19. Implement Corrective Actions

20. Escalate Issues to Stakeholders

21. Attend Change Control Meetings

22. Approve Project Transitions

23. Update the Project Requirements Dashboard

Closing Process Group

24. Measure and Approve Project Results against Contract Requirements

25. Approve Project Transition into Operations

26. Measure Project Results against the Program’s Objectives and Benefit Realization Plan

27. Update the Program’s Performance Dashboard

28. Complete the Customer Satisfaction Survey

29. Document the Program’s Lessons Learned

30. Archive Sharepoint Site and Project Files

31. Complete Post-Installation Review (3) Months After Transition to Operations

32. Continually Improve Requirements Gathering Process with Lessons Learned

Assignment 1.5 – Quality Review Meeting

The Program Management Team should formally meet with its stakeholders to review the proposed solution, implement corrective actions through the change management process and secure buy-in for its implementation.
Assignment 1.6 – Implement Requirements Improvement Process
Solution: Initiate, setup and deliver the benefits of a Research Program whose core competency is to completely gather and document clear requirements from project stakeholders, and whose resource capacity is bound to project demand for its services, and protected with buffers to mitigate the effects of risk events. 

 Initiation Process Group
1. Continually Assess Business Environment and Corporate Strategies

2. Review Business Case and Project Charter

3. Document Goals and Objectives

4. Document Constraints and Assumptions

5. Identify all Stakeholders

6. Discover Stakeholder Expectations Using Standard Collection Templates

7. Analyze Expectations with the Project Team

8. Align Stakeholder Expectations with Business Environment and Corporate Strategies

9. Develop Requirements Document

10. Get Stakeholders to Sign-off on the Requirements Document

11. Create a Project Sharepoint Site with Standard Templates, Dashboards, Business Case, Project Charter, and Requirements Document

Planning Process Group
12. Measure Project Plan against the Requirements Document and Recommend Corrective Action
13. Approve the Project Plan

Execution Process Group

14. Align Contracts to Requirements Document

15. Review Outcomes of Quality Assurance Activities

 Monitoring and Controlling Process Group

16. Attend Status Meetings

17. Measure Project Results to Requirements Document and Post on Sharepoint Site

18. Distribute Requirement Status Reports to Stakeholders

19. Implement Corrective Actions

20. Escalate Issues to Stakeholders

21. Attend Change Control Meetings

22. Approve Project Transitions

23. Update the Project Requirements Dashboard

Closing Process Group

24. Measure and Approve Project Results against Contract Requirements

25. Approve Project Transition into Operations

26. Measure Project Results against the Program’s Objectives and Benefit Realization Plan

27. Update the Program’s Performance Dashboard

28. Complete the Customer Satisfaction Survey

29. Document the Program’s Lessons Learned

30. Archive Sharepoint Site and Project Files

31. Complete Post-Installation Review (3) Months After Transition to Operations

32. Continually Improve Requirements Gathering Process with Lessons Learned

