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1 Executive Summary

The information in this PIR Guidance is intended to establish guidelines and promote common procedures for performing a PIR on systems deployed by the General Services Administration.  The document has defined objectives, activities and documentation to effectively perform a PIR.  Generic and reusable PIR support templates have been included in the appendices of this document.

The major roles and responsibilities have been defined:

· BSC
· ITC
· OCIO
· Project Sponsor
· Project Management Support Team
· Evaluation Team
Together, these individuals or groups set project goals, collect metrics, and provide the information and expertise necessary to perform a PIR. 

The PIR is a critical part of the Evaluate Phase of the CPIC process.  In fact, PIR results and appropriate action recommendations are key factors in evaluating a project’s success.  The PIR process includes four steps, with each built upon the successful completion of its predecessor:

· Step One - Assess mission needs and determine project goals.  Baseline goals are determined including cost, scheduling, risk and performance measures. 

· Step Two - Collect and analyze data.  The evaluation team compiles, analyzes, and records project results against established baseline goals. 

· Step Three - Provide major findings and issues.  Evaluation areas are documented with a summary of findings that support conclusions of PIR report.
· Step Four - Provide feedback and incorporate lessons learned.  Completed PIR Report is provided and process improvements are identified for future projects.
The PIR process is intended to be a dynamic process that is scaleable.  It analyzes qualitative and quantitative measures of the selected project, based on the project type, classification, and life-cycle status.  The institutionalization of the PIR process as part of the IT management process produces significant benefits for all PIR participants.  Not only may the evaluation affect the project being reviewed, but it may affect the planning and execution of future projects.  

2 Introduction

2.1 Purpose of the PIR Guidance
The purpose of the Post Implementation Review (PIR) Guidance is to establish guidelines and common procedures that define the objectives, activities and documentation required to perform a Post Implementation Review (PIR) on a General Services Administration major Information Technology (IT) initiative.  Service and Staff Offices (SSOs) may have additional activities to supplement those outlined in this guide.  As the Evaluate Phase of the IT capital planning process matures at the Agency-level, this document will be updated to reflect lessons learned to continually improve the process.  
This document includes generic and reusable PIR support templates.  The PIR Guidance represents GSA’s commitment to institutionalizing this process as part of its IT portfolio management.  The PIR Guidance identifies:

· The objectives of a PIR;

· The appropriate time to conduct a PIR;

· The roles of the personnel conducting and participating in a PIR;

· The steps to perform during a PIR;

· The type of information to collect for analysis to support a PIR;

· The resulting end products of a PIR; and

· Suggested templates and tools used during a PIR.

The resource commitment to each PIR will vary with the complexity, scope, cost, and other characteristics of each development effort.  The activities described in this Guidance should be tailored to the unique characteristics of each project being assessed.

2.2 Scope

The primary scope of the PIR Guidance is IT Systems.  However, this process can be applied to non-IT Systems, such as business process modernization efforts.
2.3 Background
PIRs serve as a key activity in the Evaluate Phase in accordance with the Capital Planning and Investment Control (CPIC) Process.  The CPIC process is a systematic, standardized set of procedures for selecting IT initiatives, and managing their risks and returns.  As depicted in Figure 1, it is a continuous, integrated management process focused on achieving desired business outcomes and provides a mechanism for the continuous selection, control, and evaluation of IT projects.  Information from each phase flows freely among all of the phases in the traditional Capital Planning and Investment Control model.

Figure 1: CPIC Process

[image: image1]
Once initiatives are fully implemented or cancelled, PIRs evaluate actual versus expected results to (1) assess the initiative’s impact on strategic performance, (2) identify changes or modifications that may be needed, and (3) revise the investment management process based on lessons learned.

2.4 Business and Regulatory Drivers

The requirement to conduct PIRs originates from a number of drivers, which are both business and regulatory in nature.
2.4.1 Business Drivers

A mature CPIC process delivers IT initiatives that support business needs.  Organizational requirements of a CPIC process include:

· Implementation of proposed initiatives aligned with strategic and tactical goals, as specified in the IT Strategic Plan

· A framework to balance potential benefits against costs and risks

· Continuous feedback to help senior managers make decisions on new or ongoing IT initiatives
· The integration of IT management and performance with GSA’s budget, strategic planning, and acquisition processes

· A protocol for setting IT priorities and making appropriate IT resource allocations based on those priorities

A fully implemented process yields numerous benefits to project managers, key stakeholders, and program and Agency executives.  These benefits include:

· Increased capability to achieve GSA’s mission and business objectives

· A forum for measuring performance and net benefits for dollars invested

· Increased capability to ensure the judicious spending of public funds

· Successful completion of initiatives on schedule, within cost, and to specification

2.4.2 Regulatory Drivers

There are a number of legislative reforms that emphasize the need for federal agencies to significantly improve how they plan, select, fund, control, and evaluate IT initiatives. The primary legislative mandate is the Clinger-Cohen Act of 1996 that requires federal agencies to focus on the results achieved through IT initiatives while concurrently streamlining their IT acquisition process.  It also mandates that agency heads implement a process for maximizing the value of IT initiatives, assess and manage the risks of IT acquisitions, and quantitatively benchmark the performance of IT activities against comparable processes and organizations in the public or private sector.  Other regulatory drivers include the Paperwork Reduction Act of 1995, the E-Government Act of 2002, the Government Paperwork Elimination Act 1998, the President’s Management Agenda, and the Federal E-Government Act of 2002.

To provide agencies with specific guidance on implementing the Clinger-Cohen Act, the Office of Management and Budget (OMB) regularly revises Circular A-130, Management of Federal Information Resources.  It requires agencies to follow the provisions of the Clinger-Cohen Act and OMB Circular A‑11, Preparation, Submission, and Execution of the Budget, which involve the acquisition, use, and disposal of IT as a capital asset.

The Government Accountability Office (GAO), also in response to the Clinger-Cohen Act, developed the Information Technology Investment Management Process Maturity Framework (ITIM/PMF).  The purpose of the framework is to identify critical processes for successful IT investment and management and organize these processes into a framework of increasingly mature levels.  GAO's ITIM/PMF provides a comprehensive model for evaluating and assessing an organization's capital planning process and helps identify specific areas for improvement.  This PIR Guidance will help GSA further develop and implement an integrated federally compliant ITIM process, as outlined in GAO’s ITIM Framework.
The ITIM/PMF provides a means of monitoring a Federal Agency’s progress in implementing the requirements set forth in the Clinger-Cohen Act and OMB Circular A-130.  As shown in Figure 2, the ITIM/PMF is a five-stage model:
Figure 2 – ITIM Maturity Stages
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An organization at Stage 4 maturity is focused on using evaluation techniques to improve its IT Investment processes and portfolio, along with maintaining mature control and selection processes. As described in Stage 3, PIRs typically identify lessons learned from the initiative and improve the understanding of the key variables in the initiative’s business case.  Analyzing a number of PIRs serves as the basis for creating recommendations for changing and improving the IT portfolio.
Portfolio categories are used to organize the lessons learned and recommendations from PIRs in Stage 3 and other sources of process or initiative information. The information within these categories is then used to fine-tune the processes and portfolio. Additionally, at Stage 4 maturity, the organization has the capacity to conduct IT succession actions and thus can plan and implement the “de-selection” of obsolete, high-risk, or low-value IT initiatives.
3 The PIR Process

3.1 Why Conduct a PIR? 

PIRs evaluate how the Agency implements its IT initiatives.  A PIR seeks to answer the question, “Did the Agency spend its money well?”  This question is answered by:

· Exploring a project’s Return on Investment (ROI) by examining the differences between estimated versus actual investment costs and benefits.  

· Providing a set of recommendations that can be used as the basis for improvements in the investment management process.  Wherever ROI or other non-financial outcomes fall short of the expected goals, lessons learned are provided that can be implemented for future efforts.

Each evaluation area analyzed in a PIR compares the benefits expected when the project began, to those realized after project completion.  PIRs are coordinated by the OCIO, who will work with Project Managers (PMs) to identify a list of potential candidates for ITC review.  The results and lessons learned of the PIR are used to help make better-informed decisions on future IT investment initiatives.  The PIR process validates that the Agency and its customers receive all of the intended benefits anticipated when the investment decision was made.

3.2 How does a PIR differ from an Audit?

Although it bears some of the hallmarks of an audit, a PIR is not considered an audit.  Upon completion of a PIR, copies are provided to the project manager, project sponsor, OCIO, and ITC.  

3.3 The Advance Package

In support of the PIR, during early stages of the systems development lifecycle (SDLC), an Advance Package should be provided to the project management support and project sponsor.  The Advance Package contains:

· A brief description of the PIR Process 

· A Recommendation Checklist (Appendix I)

· A list of documents required to support PIRs (Appendix C)

· The general PIR schedule

· The recommended PIR Report format (Appendix H)

· A sample Scorecard (Appendix G)

Providing these documents early in the process will help to foster and institutionalize the PIR process. In particular, the list of documents and the general PIR schedule will allow the PIR participants to provide timely and adequate information during the PIR process.

3.4 Scheduling a PIR

Typically, a PIR is conducted 3 to 12 months after the system (or a significant new release/version) becomes operational.  This timeframe permits the project development team to move the system into its production environment and stabilize it and permits users to put the system into day-to-day usage.  If the PIR is conducted too late, the benefits may be limited because the institutional knowledge of the project may be lost or the PIR results will be too late to provide timely guidance to future development efforts.  A PIR should be conducted on newly operational components of an initiative.  Applicable examples include major upgrades/releases, system modifications, etc.
The process of scheduling PIR project candidates begins with the OCIO, in collaboration with the project manager and project sponsor, to identify initiatives ready for a PIR.  OCIO will recommend candidate projects to the ITC for consideration.  Based on the recommendation, the ITC selects the PIR initiatives for analysis.  The OCIO announces the beginning of a PIR exercise and notifies the project manager, project sponsor, and evaluation team leader representative of upcoming events.  Projects are selected to participate in the PIR process based on a number of factors that include, but are not limited to: importance to GSA’s mission, system maturity, high development, operating, or maintenance cost, deployment/development of new technology, and realization of benefits.

Appendix B provides guidance on requirements and timing of conducting PIRs based on the following:

· Project type

· Project Classification
· Life-cycle status

In the case of a terminated system, the PIR should take place as soon as possible after termination.  The PIR should be modified, as needed, to accommodate the state of the project at termination  
3.5 When does a PIR begin?

The objective and scope of the PIR must be clearly defined and communicated to all participants.  Communication among participants will foster cooperation within the PIR process.  Thus, the Evaluation Team must be introduced to the project stakeholders and project development team in order to facilitate communication and cooperation.  

A PIR kick-off meeting marks the beginning of the PIR process and allows the participants to meet before the review begins.  The kick-off meeting helps to inform participants of the level of involvement that will be required to perform the PIR.  In addition, the items contained in the Advance Package are re-introduced.  Also, the evaluation team describes the PIR process, allowing participants to clarify any questions prior to beginning the review.  Regardless of the project selected to undergo the PIR, the objective of the PIR is to assess overall how well the project outcomes matched initial goals.

3.6 Step-by-Step PIR Process

Once the project has begun, the following steps in the PIR may be performed:
Step One - Review mission needs and project goals.

Step Two - Collect and analyze data.

Step Three - Provide major findings and issues.

Step Four - Provide feedback and incorporate lessons learned.

Each step is built upon the successful completion of the previous step.  This methodology focuses on determining if the system yielded the expected results in accordance with the initial goals, objectives, performance measures, and management and user requirements during the Select and Control phases of the CPIC process.  

3.7 Scoring of PIRs

Each Evaluation area of a PIR receives a score on the scorecard.  The following PIR Rating Key describes the possible scores:

	PIR Rating Key

	High (5)
	All goals in the PIR category documented and all of those documented project goals achieved.

	Medium High (4)
	80-99% of documented project goals achieved.

	Medium (3)
	60-79% of documented project goals achieved.

	Medium Low (2)
	40- 59% of documented project goals achieved.

	Low (1)
	Less than 40% of documented project goals achieved.

	Incomplete (0)
	Little or no documentation provided. Review could not be completed.


Any sections that do not apply to a particular project can be marked Not Applicable (N/A).  A section is considered not applicable only if it can be clearly shown through documentation that the evaluation area was outside of the scope of the review, as defined during the Kickoff Meeting.  For instance, a project’s task order might clearly assign the duties involved with security to a different task that is not part of the defined PIR scope.  If a section is considered N/A, the reasoning and documentation behind this decision should be cited in the PIR document.

3.8 Delivery Process

Upon completion of the PIR, the Evaluation Team will deliver a preliminary results briefing package to the Project Management Support Team, the Project Sponsor, and the CIO, and will schedule a presentation of the PIR results.  The briefing should also be open to ITC members to attend.  The results briefing should be conducted approximately one week after the briefing is distributed.  The presentation provides an opportunity to review the PIR results and provides a forum to discuss any issues that may be identified during the presentation.  
Any requests for changes to the findings or recommendations should be discussed and the solution agreed upon during the PIR briefing.

Summary results of the PIR should be presented by the OCIO at the next regularly scheduled ITC meeting. 

4 Roles and Responsibilities

4.1 Information Technology Council (ITC)
For the Evaluate Phase, the ITC approves the recommended candidates from the OCIO, reviews the findings of each PIR from the PIR evaluation team, reviews OCIO recommendations and lessons learned, and makes decisions based on the available information.

· Receives Final PIR Summary and Recommendation briefing from OCIO
· Determines appropriateness of recommendations 
· Identifies issues that merit presentation to the BSC

· Uses the results of the PIR as input into the CPIC Select process

· Implements approved process improvements
4.2 Business Systems Council (BSC)

For the Evaluate Phase, the BSC is responsible for reviewing and approving recommendations provided by the ITC
4.3 Office of the Chief Information Officer

The Office of the Chief Information Officer (OCIO) monitors the risk, political implications, and business benefits of the PIR process, and establishes appropriate implementation guidance and policy.  The OCIO also appoints the lead member of each PIR evaluation team.  The OCIO monitors each project investment at an executive level to ensure that the operational system supports organizational needs and also supports the Agency mission as a stable IT capital investment.  All lessons learned at the end of the PIR can be incorporated into future selection and control decisions.  This will assist the OCIO in strategic and capital investment planning.

The OCIO, in conjunction with the PM and Project Sponsor, is responsible for recommending PIR candidates to the ITC during the Select phase.  They review and evaluate IT initiatives and advise the ITC on strategic IT investment management issues.  In support of PIRs, the OCIO will review the PIR findings, the analysis, and the lesson learned identified.  They may capture additional lessons learned and make suggestions for process improvements.  The OCIO recommends significant and substantial changes identified from the PIR/Lessons Learned to the ITC for appropriate action, in accordance with applicable governance models. 
The OCIO will respond to the PIR and develop Lessons Learned based on key questions and considerations, including: 
· Is the Agency’s IT spending and project performance consistent with expectations?  If not, what adjustments are needed?
· How do the IT CPIC processes and procedures help or hinder the management of individual IT initiatives?

· Is the Agency effectively identifying business needs and subsequently developing IT solutions?

4.4 Project Sponsor

In support of the PIR, the project sponsor ensures that all appropriate project development team members and the project support management team assist the PIR evaluation team.  The project sponsor, or system owner, ensures complete and accurate information is provided to the evaluation team and reviews all information in the PIR briefing.  

4.5 Project Management Support Team

During system development, the project management support team monitors all project related costs, schedules and activities.  Thus, this team is responsible for all aspects of the system’s completion and implementation.  In addition, this team works with the stakeholders to define baseline project goals and performance measures.   The project management support team assists the PIR process by providing documentation and information to the PIR team, as well as clarification of any questions that arise during the PIR.  
4.6 Project Development Team
For the PIR, the project development team provides the project history and describes the project experience.  The project development team provides much of the required project documentation to the evaluation team.  The development team’s experiences and lessons learned, as discovered and recorded during the development and PIR processes, may result in changes in the planning and execution of future projects.  Likewise, their participation in the PIR process contributes to the success and realized benefits of the PIR process. 

4.7 Evaluation Team

The evaluation team performs the PIR under the direction of the OCIO and the project sponsor.  The evaluation team will review the system impact on GSA’s mission and assess the technical capability of the system, and analyze performance of the system versus projected performance.  The evaluation team collects data and reviews project documentation from OCIO, the project sponsor, and the project management support team   The evaluation team also reviews the lessons learned materials assembled during the course of the project by the PM support team, for broader applicability to other projects.  In addition, the evaluation team may collect independent customer and user feedback from other stakeholders.  At the end of the PIR process, the evaluation team provides the PIR briefing to the project management support team, project sponsor, and authorized management.  Subsequently, the results of the report will be provided to the OCIO for review.  
Team Composition:  The evaluation team should be created as an independent review group.  The members of the evaluation team should not have participated in the actual development of the system.  Though the team may include personnel that participated in the original requirements definition of the system or provided technical guidance, evaluation team members should not have performed actual implementation activities like design development or coding.  The Agency will receive the most productive PIR result from a team tasked and dedicated to factually reporting on the project’s results.

The evaluation team should be composed of members with varied skill backgrounds that relate to the project to be reviewed.  Experience for evaluation team members should include actual system development, security standards implementation, project cost and schedule management, and information technology product review.  A mixture of these skills will permit the evaluation team to provide a knowledgeable review, while limiting the amount of basic development project background information needed to complete the PIR.  One of the goals for an evaluation team is to minimize the intrusion or operational impact it has on the deployed system and its administrative staff.  Ideally, the evaluation team will have the experience to review the provided detailed project documentation without the need to interrupt any system support personnel or to perform outside technical research.

4.8 Process Steps – Roles and Responsibilities

4.8.1 Step One – Assess Mission Needs and Determine Project Goals 

Project baselines should be established in the Select phase of the CPIC process.  Effective pre-planning for conducting a PIR involves preparation early in the Select phase.  During this phase, the OCIO, in conjunction with the ITC, evaluates proposed initiatives and assesses how each initiative will strategically support the Agency’s needs and vision.  The project sponsor advocates a specific initiative or project that best supports the mission of the Agency.  Once a proposed IT solution has been selected, specific project goals and metrics are determined.  The baseline goals should include cost, scheduling, risk and performance measures used to control the project during the SDLC.  These measures help to define the deployed system’s functionality and project objectives.  

By the end of the Select Phase, the project management support team should have detailed project goals and metrics.  In addition, to ensure effective project management and appropriate CPIC control mechanisms, the PM support team should identify how those metrics will be captured during development.  

Step One involves assessing the Agency’s needs, identifying a proposed system implementation project, and determining the project goals and performance measures.  Goal setting early in the CPIC process supports management and measurement throughout the SDLC and CPIC phases. The actions of the participants are summarized in Table 1 below.

Table 1:  Step One of the PIR Process

	Step One - Assess Mission Needs and Determine Project Goals

	PIR Participant
	Actions

	ITC
	· Approve PIR project candidates

· Finalize PIR schedule for project initiatives

	OCIO
	· Identify PIR project candidates

· Support identification of strategic goals and vision during Select Phase of CPIC

· Review list of approved PIR candidates

· Offer recommendations based on prior PIR Results 

	Project Sponsor
	· Review Advance Package at onset of project

· Determine system goals and metrics early in life cycle

· Provide documentation to PIR evaluation team

· develop a plan that assigns the roles, responsibilities and schedule for all PIR tasks

	Project Management Support Team
	· Review Advance Package at onset of project

· Determine system goals and metrics prior to development

· Provide documentation to PIR evaluation team

· Collects project metrics data throughout the development effort

	Project Development Team
	· Review Advance Package at onset of project

· Review project goals and methods to be used to capture the associated metrics during development

· During development, create documentation needed for PIR

	Evaluation Team
	At Select

· Distribute Advance Package to:

· Project sponsor

· Project management support team

To Begin PIR

· Tailor PIR Checklist

· Tailor PIR Evaluation Worksheet Template

· Develop and distribute PIR Schedule at PIR kick-off

· Collect project documentation

· Review documentation to verify project goals


4.8.2 Step Two – Collect and Analyze Data

The most critical and often most time-consuming stage of the PIR process is the data collection and analysis.  This stage in the PIR process is dependent upon the successful completion of the previous activities of identifying the baseline goals and gathering the actual project results provided by the Project Sponsor and project management support team.  During Step Two, the evaluation team compiles these project results, records any variance between the planned results and actual results, and considers the documented reasons that explain these differences.  A variance in one project goal may impact multiple areas.  Table 4 summarizes this step of the PIR process.
Table 2:  Step Two of the PIR Process

	Step Two - Collect and Analyze Data

	PIR Participant
	Actions

	BSC
	· No action required

	ITC
	· No action required

	OCIO
	· No action required

	Project Sponsor
	· Ensure resources are available to evaluation team

· Confirm baseline goals during PIR

	Project Management Support Team
	· Deliver requested documents to evaluation team

· Remain available for consultation with evaluation team

	Project Development Team
	· Representatives remain available for consultation with evaluation team

	Evaluation Team
	· Collect data

· Translate data

· Deploy and analyze survey results

· Relate Findings to PIR objective

· Prepare draft PIR results Briefing


4.8.3 Step Three – Provide Major Findings and Issues 

In Step Three of the PIR process, each of the evaluation areas must be documented with a summary of findings that support the conclusion and recommendations of the PIR results briefing provided by the evaluation team.  Table 3 summarizes this step of the PIR process.
Table 3:  Step Three of the PIR Process

	Step Three - Provide Major Findings and Issues

	PIR Participant
	Actions

	BSC
	· Review PIR results briefing and ITC recommendations

· Consider decisions based on ITC recommendations and lessons learned

	ITC
	· Review PIR results briefing and Evaluation Team recommendations

· Consider if changes to the CPIC process are necessary based on PIR findings

· Consider system changes proposed by the Project Sponsor

	OCIO
	· Review PIR results briefing
· Determine if changes are necessary to the system based on report findings

· Consult with Project Sponsor to package recommendations to the ITC, including changes that may be appropriate based on the PIR findings.

	Project Sponsor
	· Review PIR results briefing
· Determine if changes are necessary to the system based on report findings; propose changes as applicable
· Consult with OCIO to package recommendations to the ITC

	Project Management Support Team
	· Receive PIR results briefing
· No action necessary

	Project Development Team
	· Receive PIR Report

· No action necessary

	Evaluation Team
	· Deliver PIR results briefing


4.8.4 Step Four – Provide Feedback and Incorporate Lessons Learned 

In Step Four, the results of the PIR will help formulate recommendations and lessons learned for future projects.  These findings may indicate an area of instability or an area with a potential for substantial improvement in future development efforts.  Since the PIR results briefing provides quantitative data on whether goals were successfully achieved and provides lessons learned, the Agency can begin to identify trends within and among projects. These lessons learned help identify planning and development process improvements that can be used for future projects.  Table 4-4, below, summarizes this step of the PIR process.

Table 4:  Step Four of the PIR Process

	Step Four - Provide Feedback and Incorporate Lessons Learned

	PIR Participant
	Action

	BSC
	· Make decisions based on ITC recommendations

	ITC
	· Make decisions based on the results of the PIR assessment 

· Incorporate approved PIR recommendations and lessons learned to improve investment management process

· Elevate decisions and recommendations to the BSC, as necessary

	OCIO
	· Review PIR findings and formulate recommendations and lessons learned to improve the investment management process

	Project Sponsor
	· Implement functional process improvements for future efforts

	Project Management Support Team
	· Incorporate PIR recommendations to improve project management process for future projects

	Project Development Team
	· Incorporate PIR recommendations to improve system development process, technology, and software

	Evaluation Team
	· Incorporate PIR lessons learned and PIR experiences to improve the review process for future PIR efforts


5 Project Types and PIR Evaluation Areas

5.1 Project Types
As an independent, objective review of a completed IT investment effort, a PIR serves as a fact-finding review focused on comparing the original project goals with the achieved project results and gathering any lessons learned to improve the success of future IT investment projects.  A PIR identifies the impact of the project on the Agency’s mission and the intended user groups.  In addition, a PIR should document any requirements or original project goals that were not met by the IT effort being reviewed.  Also, a PIR report should describe any process concerns, such as breakdowns in intra-group communications, inappropriate decision making, or ineffective management activities that detracted from the IT efforts’ success level.  

PIRs can be performed on several different kinds of projects.  Any investment that relates to an IT initiative and is supported by a business case can be chosen for review.  The following are project types that are applicable for a PIR, including:
System Development– The most common kind of IT project for a PIR is the development of a new system, such as a web site or standalone application. 

Software Development – An initiative may create a new piece of software that operates within a larger system framework.  One example would be a form that can be accessed, completed, and delivered using an intranet web interface.  In this case, certain sections such as the Technical Architecture or Security, may be out of the scope of the review.  In general, each core section should be addressed unless there is clear documentation indicating that the activity is performed within the scope of a different initiative.

System Maintenance – An IT initiative may focus on the support of an existing system.  Typically, these types of IT investments are funded at a fixed or flat rate per period of performance (e.g. month, quarter, year).

Environment – IT initiatives may support or upgrade hardware that is used to support other networks, web sites, or systems.  The hardware used to support a system resides in an environment.  An environment can be defined as an integrated technical architecture or technical support environment, such as the Virtual Data Center.

Process Re-Engineering or Visioning Effort – Significant funds may be invested to evaluate a business process and create a vision for future changes.  Although no IT system hardware or software results from this effort, a PIR may be conducted to determine whether the planned documents and guidelines have been adequately researched and presented, based on the goals discovered in source documents.  

5.2 Evaluation Areas

The following sections describe each of the evaluation areas.  Regardless of the type of PIR being conducted, the review should begin by considering the potential evaluation areas.  When considering the documentation available for each evaluation area, the PIR evaluation team should assess the applicability of each of the sections to the individual project.  The evaluation areas can be altered, removed or additional areas created as dictated by the specific PIR.  The following table summarizes the evaluation areas.  For each project type, the table indicates which sections should be carefully considered for possible omission or replacement.  

Table 5:  Evaluation Area Summary

	
	( =  applicable sections
( = areas for further review
	PIR Types



	Evaluation Area
	Evaluation Area Description
	System Development
	Software Development
	System Maintenance
	Environment
	Process Re-engineering/

Visioning Effort

	Business Case & Vision Planning
	Determines whether the implemented system has achieved its proposed outcome and has provided the desired benefits in support of the Agency’s mission and goals.
	(
	(
	(
	(
	(

	Functional Requirements Versus Implementation
	Determines if the system delivered the right products and services according to the customers’ specifications and users’ needs
	(
	(
	(
	(
	(

	Product Performance Metrics
	Provides an overall picture of how successfully a system implements the process improvements to speed or capacity capabilities.  
	(
	(
	(
	(
	(

	Data Framework
	Defines the outline for the implementation of a safe, accessible and quality data environment from which one or multiple systems may access.  
	(
	(
	(
	(
	(

	Capacity Analysis
	Undertaken in order to verify whether a system, usually hardware, will be able to handle the anticipated workload.
	(
	(
	(
	(
	(

	Data Architecture
	Focuses on the physical data architecture, organization, approach models and software tools that allow the Agency to manage its own data.  
	(
	(
	(
	(
	(

	Security
	Ensures that a complete security plan was developed, implemented and enforced.
	(
	(
	(
	(
	(

	Risks and Risk Mitigation
	Validates that all system risks have been identified and that individual risks have either been mitigated as they have occurred or that a plan exists to manage significant issues as they rise in criticality.  
	(
	(
	(
	(
	(

	Technical Architecture
	Ensures that the technical architecture provides a sound, stable execution and foundation that fully supports Agency’s business functions.
	(
	(
	(
	(
	(

	Cost
	Assesses whether the project was completed within planned budget
	(
	(
	(
	(
	(

	Schedule
	Assesses whether the project was executed within the scheduled timeframe.
	(
	(
	(
	(
	(

	Customer & User Satisfaction
	Surveys are conducted to gauge whether the project was completed to the satisfaction of the final customers and users.
	(
	(
	(
	(
	(

	Process Improvement and Innovation
	Measures whether the planned innovations meet industry standards and provide needed enhancements.
	(
	(
	(
	(
	(


6 Lessons Learned

To continually improve processes and increase IT investment success rates, each project should capture lessons learned during the execution of that project.  A careful review of lessons learned allows the Agency and its industry partners to benefit from any innovations, corrections or enhancements that arise during the project.  In addition, it can pass along valuable information to decrease costs and risks in future projects.  Compiling and reviewing lessons learned can provide a useful closure device for project team members, regardless of the project’s success.

The project management support team should produce a final lessons learned summary report.  To facilitate this report, events should be captured as they occur on a lessons learned summary form.  To provide the most value from this exercise, all information surrounding noteworthy events should be recorded.  The pre-event condition should be noted, a description of the event outlined, with results and post-event conditions clearly stated.  The main purpose of this exercise is to ensure that the value of the lesson learned is made available to everyone, including those personnel not directly involved in the event, or even the project.  

The collection mechanism for lessons learned can be as simple as a notebook containing all lessons learned summary forms.  However, in order to be accessible to all project personnel, a web site can be an invaluable clearinghouse for information.  Individuals involved in the project can post lessons learned, read postings written by others, and comment or add to information that has been posted by others.  

Lessons should be collected or compiled by those directly involved in the incidents being reported.  Most importantly, the feedback must be accessible during the project to all project members, external project support personnel, and management.  Choosing a standard format for compiling lessons learned will allow for more effective contributions from and wider participation by personnel at all levels.  Then, the final summary report should be made available to other projects and management as well.

The evaluation team reviews the final lessons learned summary report along with any other information concerning the lessons learned.  The evaluation team checks the records to determine whether events have been clearly documented and, likewise, whether the report has effectively summarized the lessons identified during the course of the project.   Also, the team will evaluate whether any lessons have been, misconstrued, or taken out of context.  In addition, any lessons learned that relate to the other evaluation areas will be identified and included in those analysis efforts.  The evaluation team focuses on confirming that valuable lessons learned information is available for future efforts.

Appendix A – Acronyms

BSC

Business Systems Council
CCA

Clinger-Cohen Act

CPIC

Capital Planning and Investment Control

GAO

Government Accountability Office

GPRA            Government Performance and Results Act

GSA

General Services Administration

IT

Information Technology

ITC

Information Technology Council

ITIM

Information Technology Investment Management
IV&V

Independent Verification and Validation

N/A

Not Applicable

NIST

National Institute of Standards and Technology

OMB

Office of Management and Budget

OCIO

Office of the Chief Information Officer
PIR

Post Implementation Review

PMF

Process Maturity Framework 
PRR

Production Readiness Review

QA

Quality Assurance

QIMS

Quality Information Management System

ROI

Return on Investment

RTM

Requirements Trace ability Matrix

SDLC

Solution Development Life Cycle

SIS

Share in Savings

TA

Technical Architecture

VDC

Virtual Data Center

Appendix B - Business Rules for PIR Timing
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Appendix C – List of Documents Recommended to Support PIRs

This is the list of project documents that can be used to support a PIR.  This list identifies the types of documents that can be critical to performing a complete system PIR, as well as several others that provide useful information for the evaluation.  The critical documents are necessary to ensure that the basic PIR areas are assessed.  The non-critical documents may become crucial, if the critical documents do not contain all the information that describes a particular PIR focus area.  For example, Schedule Change Requests may become a required document, if significant schedule changes are shown, but are not described, in the Final Project Schedule document.

The table below shows a list of typical project documentation that can be used to support PIRs for each of the thirteen PIR evaluation areas.  In addition, the table indicates which project personnel would most likely be able to supply the document.  The documents, that could be most valuable to performing a PIR, are followed by an asterisk.  Any of the suggested documents that are available should be provided to the evaluation team for inclusion into the PIR.  A ( in the table indicates that the document listed in that row might be provided by personnel in the role listed for that column.

List of Types of Documents to Support a PIR

	Required Documents by 

Evaluation Area Supported

(* = PIR-valuable Document)
	Document Sources

	
	CIO
	BSC
	ITC
	Project Sponsor
	Project Mgmt Team
	Project

Dev.
Team
	Evaluation

Team

	Business Case and Vision Planning
	
	
	
	
	
	
	

	Business Case*
	(
	(
	(
	(
	(
	(
	

	Business Vision
	(
	(
	(
	(
	(
	(
	

	Concept of Operations
	(
	(
	(
	(
	(
	(
	

	Project Plan
	
	
	
	(
	(
	(
	

	Production Readiness Review
	
	
	
	(
	(
	(
	

	
	
	
	
	
	
	
	

	Functional Requirements Versus Implementation
	
	
	
	
	
	
	

	Requirements Traceability Matrix*
	
	
	
	
	(
	(
	

	Requirements Document*
	
	
	
	
	(
	(
	

	Functional Specification*
	
	
	
	
	(
	(
	

	Test Plans
	
	
	
	
	(
	(
	

	Test Cases
	
	
	
	
	(
	(
	

	Test Results*
	
	
	
	
	(
	(
	

	Engineering Change Requests
	
	
	
	
	(
	(
	

	
	
	
	
	
	
	
	

	Product Performance Metrics
	
	
	
	
	
	
	

	Performance Test Plan*
	
	
	
	
	(
	(
	

	Performance Test Results*
	
	
	
	
	(
	(
	

	Capacity Test Plan
	
	
	
	
	(
	(
	

	Capacity Test Results
	
	
	
	
	(
	(
	

	Stress Test Results
	
	
	
	
	(
	(
	

	
	
	
	
	
	
	
	

	Data Framework
	
	
	
	
	
	
	

	Framework Specification 
	
	
	
	(
	(
	(
	

	Framework Strategies
	
	
	
	(
	(
	(
	

	
	
	
	
	
	
	
	

	Capacity Analysis
	
	
	
	
	
	
	

	Environment Performance Goals
	
	
	
	(
	(
	(
	

	Environment Performance Results
	
	
	
	(
	(
	(
	

	
	
	
	
	
	
	
	

	Data Architecture
	
	
	
	
	
	
	

	Data Management and Organization Plan
	
	
	
	(
	(
	(
	

	Data Security Plan
	
	
	
	(
	(
	(
	

	
	
	
	
	
	
	
	

	Security
	
	
	
	
	
	
	

	Security Plan*
	
	
	
	(
	(
	(
	

	Contingency Plan
	
	
	
	(
	(
	(
	

	Disaster Recovery Plan
	
	
	
	(
	(
	(
	

	
	
	
	
	
	
	
	

	Risks and Risk Mitigation
	
	
	
	
	
	
	

	Risk Assessment
	
	
	
	(
	(
	(
	

	Risk Summary
	
	
	
	(
	(
	(
	

	Status Reports
	
	
	
	(
	(
	(
	

	
	
	
	
	
	
	
	

	Technical Architecture
	
	
	
	
	
	
	

	Technical Architecture Diagrams*
	
	
	
	
	(
	(
	

	Final or Current Technical Diagrams*
	
	
	
	
	(
	(
	

	Technical Specifications/Detailed Design
	
	
	
	
	(
	(
	

	
	
	
	
	
	
	
	

	Cost
	
	
	
	
	
	
	

	Original Cost Plan*
	(
	
	
	(
	(
	(
	

	Final Cost/Invoices*
	
	
	
	(
	(
	(
	

	Cost Change Requests
	
	
	
	
	(
	(
	

	Task Order Price Proposal
	
	
	
	(
	(
	(
	

	Schedule
	
	
	
	
	
	
	

	Original Project Schedule*
	(
	
	
	(
	(
	(
	

	Final Project Schedule*
	
	
	
	
	(
	(
	

	Schedule Change Requests
	
	
	
	
	(
	(
	

	Task Order Proposal (for each modification)
	
	
	
	(
	(
	(
	

	Final Project Deliverables
	
	
	
	
	(
	(
	

	Production Readiness Review
	
	
	
	
	(
	(
	

	
	
	
	
	
	
	
	

	Customer and User Satisfaction
	
	
	
	
	
	
	

	Independent Customer Feedback*
	
	
	
	
	
	
	(

	Independent User Feedback*
	
	
	
	
	
	
	(

	System Collected Survey Data
	
	
	
	
	(
	(
	

	System Collected Email Feedback
	
	
	
	
	(
	(
	

	
	
	
	
	
	
	
	

	Project Improvement and Innovation
	
	
	
	
	
	
	

	Statement of Objectives
	
	
	
	(
	(
	(
	

	Final System User Interface Description/Graphics
	
	
	
	
	(
	(
	

	
	
	
	
	
	
	
	

	Project Lessons Learned
	
	
	
	
	
	
	

	Final Lessons Learned Document
	
	
	
	
	(
	(
	

	IV&V Documents
	
	
	
	(
	(
	(
	


Appendix D – Evaluation Worksheet Template

	PIR EVALUATION SHEET

	General information

	Title:

	Description:

	PIR Conducted By:

	Date of PIR:

	Evaluation Area:  Business Case & Vision Planning

	Item
	Incomplete
	Draft Version Completed Date
	Final Version Completed Date

	Business Case
	
	
	

	Comments:



	Project Plan
	
	
	

	Comments:



	Evaluation Area:  Functional Requirements Versus Implementation

	Item
	Incomplete
	Draft Version Completed Date
	Final Version Completed Date

	Requirements Traceability Matrix
	
	
	

	Comments:



	Evaluation Area:  Product Performance Metrics

	Parameter
	Baseline Goal
	Actual Performance
	Variance

	Capacity
	
	
	

	Source of Information
	
	
	

	Comments:



	Speed
	
	
	

	Source of Information
	
	
	

	Comments:



	Evaluation Area:  Data Framework

	Parameter
	Baseline Goal
	Actual Performance
	Variance

	Data Access Methods
	
	
	

	Source of Information
	
	
	

	Comments:



	Data Standards
	
	
	

	Source of Information
	
	
	

	Comments:



	Data Quality
	
	
	

	Source of Information
	
	
	

	Comments:



	Data Ownership
	
	
	

	Source of Information
	
	
	

	Comments:



	Evaluation Area:  Capacity Analysis

	Parameter
	Baseline Goal
	Actual Performance
	Variance

	Environment Capacity
	
	
	

	Source of Information
	
	
	

	Comments:



	Environment Speed
	
	
	

	Source of Information
	
	
	

	Comments:



	Evaluation Area:  Data Architecture Analysis

	Parameter
	Baseline Goal
	Actual Performance
	Variance

	Organization and Management
	
	
	

	Source of Information
	
	
	

	Comments:



	Data Integrity and Security
	
	
	

	Source of Information
	
	
	

	Comments:



	Evaluation Area:  Security Analysis

	Component
	Insufficient Documentation
	Draft Version Completed Date
	Final Version Completed Date

	Security Plan
	
	
	

	Comments:



	Contingency Plan
	
	
	

	Comments:



	Disaster Recovery Plan
	
	
	

	Comments:



	Evaluation Area:  Risks & Risk Mitigation

	Component
	Insufficient Documentation
	Draft Version Completed Date
	Final Version Completed Date

	Risk Management Plan
	
	
	

	Comments:



	Evaluation Area:  Technical Architecture

	Item
	Incomplete
	Draft Version Completed Date
	Final Version Completed Date

	Technical Architecture
	
	
	

	Comments:



	Evaluation Area:  Cost

	Deliverable Number
	Baseline Cost
	Actual Cost
	Variance

	{Cost Item 1}
	
	
	

	Source of Information
	
	
	

	Item Description:



	Responsible Party:

	Comments:



	{Cost Item 2}
	
	
	

	Source of Information
	
	
	

	Item Description:



	Responsible Party:

	Comments:



	Evaluation Area:  Schedule

	Milestone/ Deliverable
	Baseline Date
	Actual Date
	Variance

	Requirements 
	
	
	

	Source of Information
	
	
	

	Comments:



	Preliminary Design
	
	
	

	Source of Information
	
	
	

	Comments:



	Detailed Design
	
	
	

	Source of Information
	
	
	

	Comments:



	Development
	
	
	

	Source of Information
	
	
	

	Comments:



	Testing

Type:
	
	
	

	Source of Information
	
	
	

	Comments:



	Deployment
	
	
	

	Source of Information
	
	
	

	Comments:



	Evaluation Area:  Customer and User Satisfaction

	Customer Survey 

	Survey Group:



	Source of Information:

	Results

Number of replies:

Percentage of positive replies:

Percentage of negative replies:

Summary of suggestions for improvement:



	Comments:



	User Survey

	Survey Group:



	Source of Information:

	Results

Number of replies:

Percentage of positive replies:

Percentage of negative replies:

Summary of suggestions for improvement:



	Comments:



	Evaluation Area:  Process Improvement & Innovation

	What innovations were used in the implementation?

What were the results of the innovations?

Source of Information:

	Comments:



	Evaluation Area:  Project Lessons Learned

	Number: 1

Type:

Applicability:      Group        Office-wide        Future releases of current project only

Description:



	Number: 2

Type:

Applicability:      Group        Office-wide        Future releases of current project only

Description:

 

	Stakeholder Assessment

	Department Strategic Goals

	What strategic goals outlined by management were not accomplished?

Source of Information:

	What was the system’s impact on the Agency’s mission?

Source of Information:

	Recommendations 

	Comments:




Appendix E – Generic Questions for Customer Survey

	
	Survey Question
	Answer Options

	1. 
	What is your job title or description?
	Short Answer

	2. 
	How has the <Project Title> improved your ability to<perform the desired function established by the project goals>? 
	Short Answer

	3. 
	What types of performance issues, if any, are you experiencing?
	Short Answer

	4. 
	If the project did not meet its targeted schedule, what were some of the factors that caused the delay?
	Short Answer

	5. 
	How has <Project Title> helped you make better managerial decisions?
	Short Answer

	6. 
	In your opinion, are there any requirements, or functionality missing in <Project Title>? If so, what are they and why do you think these requirements were not included?
	Short Answer

	7. 
	If you were involved in the testing of <Project Title>, are you confident that <Project Title> has been adequately tested?
	Yes/No/Not Applicable

	8. 
	If you are involved with the maintenance of any components or subcomponents of the system, have you been satisfied with the maintainability of the system?  Please explain.
	Short Answer

	9. 
	How would you rate the availability of the system?
	Multiple Choice

· The system is always available.

· The system is occasionally unavailable.

· The system is unavailable for several hours at a time.

· The system has been unavailable for more than one day.

	10. 
	If you had problems using the system, how long did it take for your problems to be resolved?
	Multiple Choice

· 1 hour or less

· Several hours

· More than 1 day

· Several days

· I had no problems using <project title>

	11. 
	Were any technical issues/problems resolved quickly and to your satisfaction? 
	Yes/No/Not Applicable

	12
	Do you believe the technology used in the implementation of <Project Title> is on par with current industry standards?  If not, please explain.
	Short Answer

	13
	Do you have any security concerns regarding <Project Title>?  If so, please describe them.
	Short Answer

	14
	What additional observations or suggestions for improvement can you make regarding <Project Title>?
	Short Answer


Appendix F – Generic Questions for User Survey

	
	Survey Question
	Answer Options

	1
	What is your job title or description?
	Short Answer

	2
	How has the <Project Title> improved your ability <to perform the desired function established by the project goals>?
	Short Answer

	3
	What issues/problems do you have with the <Project Title>?
	Short Answer

	4
	Do you like the way <Project Title> presents information? 
	Yes or No

	5
	Do you believe <Project Title> is easy to use? 
	Yes or No

	6
	What features of <Project Title> do you think are useful or helpful? 
	Short Answer

	7
	What features of <Project Title> do you think are difficult to use? 
	Short Answer

	8
	What, if any, data accuracy or data quality problems have you experienced?
	Short Answer

	9
	Are you satisfied with <Project Title> overall? 
	Yes or No

	10
	Compared to similar web sites that you access, how would you rate the response time of <Project Title>?
	Multiple Choice

· The system responds promptly

· Navigation is sluggish 

· The system ‘times out’ or returns error messages

	11
	How would you rate the availability of the system? 
	Multiple Choice

· The system is always available

· The system is occasionally unavailable

· The system is unavailable for several hours at a time

· The system has been unavailable for more than a day

	12
	If you had problems using the system, how long did it take for your problems to be resolved?
	Multiple Choice

· 1 hour or less

· Several hours

· More than 1 day

· Several days

· I had no problems using <project title>

	13
	Were any technical issues/problems resolved quickly and to your satisfaction? 
	Yes/No/Not Applicable

	14
	Were you satisfied with the Customer Service Representative’s demeanor and approach to solving problems encountered?
	Yes/No/Not Applicable

	15
	Do you have any security concerns regarding <Project Title>?  If so, please describe them.
	Short Answer

	16
	What additional observations or suggestions for improvement can you make regarding <Project Title>?
	Short Answer


Appendix G – PIR Scorecard Template

	PIR Categories
	Project Review Status

	Business Case & Vision Planning
	SCORE (#) – Description

	Functional Requirements Versus Implementation
	SCORE (#) – Description

	Product Performance Metrics
	SCORE (#) – Description

	Data Framework
	SCORE (#) – Description

	Capacity Analysis
	SCORE (#) – Description

	Data Architecture
	SCORE (#) – Description

	Security
	SCORE (#) – Description

	Risks & Risk Mitigation
	SCORE (#) – Description

	Technical Architecture
	SCORE (#) – Description

	Cost
	SCORE (#) – Description

	Schedule
	SCORE (#) – Description

	Customer & User Satisfaction
	SCORE (#) – Description

	Process Improvement & Innovation
	SCORE (#) – Description


	PIR Rating Key

	High (5)
	All goals in the PIR category documented and all of those documented project goals achieved.

	Medium High (4)
	80-99% of documented project goals achieved.

	Medium (3)
	60-79% of documented project goals achieved.

	Medium Low (2)
	40- 59% of documented project goals achieved.

	Low (1)
	Less than 40% of documented project goals achieved.

	Incomplete (0)
	Little or no documentation provided. Review could not be completed.


Appendix H – Sample PIR Briefing Outline
Executive Summary

1.0 Introduction

1.1 Identification of Document

1.2 System Background

1.3 Scope of Review

1.4 Document Overview

2.0
Referenced Documents

3.0
Findings

3.1
Business Case & Vision Planning

3.1.1
Strategic Goals

3.1.2
Goal Measurements

3.1.3
Variances

3.1.4
Evaluation

3.2
Functional Requirements versus Implementation

3.2.1
Function Requirements

3.2.2
Goal Measurements

3.2.3
Variances

3.2.3
Evaluation

3.3
Product Performance Metrics

3.3.1
Project Goals

3.3.2
Goal Performance Measurements

3.3.3
Variances

3.3.4
Evaluation


3.4 
Data Framework



3.4.1
Data Framework and Specification Goals




3.4.2
Goal Measurements



3.4.3
Variances




3.4.4
Evaluation


3.5 
Capacity Analysis



3.5.1
Environment Capacity Goals




3.5.2
Goal Measurements



3.5.3
Variances




3.5.4
Evaluation

3.6 
Data Architecture



3.6.1
Data Architecture Goals




3.6.2
Goal Measurements



3.6.3
Variances




3.6.4
Evaluation

3.7
Security

3.7.1
Security Goals

3.7.2
Goal Measurements

3.7.3
Variances 

3.7.4
Evaluation

3.8
Risks and Risk Mitigation

3.8.1
Risk Goals

3.8.2
Goal Measurements

3.8.3
Variances

3.8.4
Evaluation

3.9
Technical Architecture

3.9.1
Technical Architecture Goals

3.9.2
Goal Measurements

3.9.3
Variances

3.9.4
Evaluation

3.10
Cost

3.10.1
Financial Goals

3.10.2
Goal Measurements

3.10.3
Variances

3.10.4
Evaluation

3.11
Schedule

3.11.1
Schedule Goals

3.11.2
Goal Measurements

3.11.3
Variances

3.11.4
Evaluation

3.12
Customer Satisfaction & User Satisfaction

3.12.1
Customer Satisfaction

3.12.1.1
Customer Definition

3.12.1.2
Customer Feedback Collection Method

3.12.1.3
Customer Feedback Results

3.12.2
User Satisfaction

3.12.2.1
User Definition

3.12.2.2
User Feedback Collection Method

3.12.3.3
User Feedback Results

3.13
Process Improvement and Innovation

3.13.1
Process Improvement and Innovation Goals

3.13.2
Goal Measurements

3.13.3
Variances

3.13.4
Evaluation

3.14
Project Lessons Learned 

Appendix A
Acronyms

Appendix B
Customer Survey Used

Appendix C
User Survey Used
Appendix I – Recommendation Checklist for PIRs

	Recommendation Checklist

	This document contains a checklist of recommended items that will help to improve the probability of success for any IT project and provide a solid foundation to assist the project manager in preparing for a PIR.  Sections are broken down to address each of the eleven PIR evaluation areas outlined in the PIR Process Description.

	Business Case & Vision Planning

	Yes
	No
	Recommended Items

	(
	(
	Do you have an Executive Business Case (EBC)/Exhibit 300 that includes the following information?

· Description of why the proposed system is an appropriate investment

· An overall timeline with milestones

· Definition of primary goals of the system

· An estimated budget

	(
	(
	Do you have a Vision Document that describes how the project supports the mission of the Department?

	(
	(
	Do you have a Concept of Operations that includes the following information?

· Description of quantitative and qualitative characteristics

· Description of organizational objectives

· Definition of user community

	Functional Requirements vs. Implementation

	Yes
	No
	Recommended Items

	(
	(
	Do you have a Functional Requirements Document?

· Is each requirement unambiguous, testable, and concise?

	(
	(
	Do you have a Detailed Design Document?

	(
	(
	Do you have a Requirements Traceability Matrix?

	(
	(
	Do you have a mechanism for capturing requirements?

	Product Performance Metrics

	Yes
	No
	Recommended Items

	(
	(
	Do you have a Performance Plan that outlines detailed performance goals?

	(
	(
	Do you have a Performance Testing Plan that measures the following elements?

· Technical Performance Factors

· System Performance

· Response Times

· Storage Capabilities

· Data Integrity

	(
	(
	Have you generated detailed test scripts that support the performance test plan?

	(
	(
	Are all techniques and mechanisms that will gather the testing metrics in place? 

	(
	(
	Have you generated final test results?

	Data Framework

	Yes
	No
	Recommended Items

	(
	(
	Do you have a Framework Specification that includes the following:

· Data Access Methods

· Data Standards

· Data Quality

· Data Ownership

	(
	(
	Have you implemented and validated the Framework Specification.

	Capacity Analysis

	Yes
	No
	Recommended Items

	(
	(
	Do you have a Data Capacity and Utilization Plan

	(
	(
	Do you have Capacity Test Results

	Data Architecture

	Yes
	No
	Recommended Items

	(
	(
	Do you have a Data Organization and Management Plan?

	(
	(
	Do you have a Data Quality Assurance Plan?

	(
	(
	Does the physical architecture include security measures?

	Security

	Yes
	No
	Recommended Items

	(
	(
	Do you have a Security Plan that complies with Department standards?

	(
	(
	Do you have a Contingency Plan?

	(
	(
	Do you have a Disaster Recovery Plan?

	(
	(
	Is there a mechanism in place to document corrective actions taken and outcomes realized?

	Risks & Risk Mitigation

	Yes
	No
	Recommended Items

	(
	(
	Do you have a Risk Management Plan?

	(
	(
	Do you have a mechanism for documenting risks as they occur?

	Technical Architecture

	Yes
	No
	Recommended Items

	(
	(
	Do you have a detailed technical architecture document that includes the following elements?

· Ensures compliance with industry standards

· Description of the physical layout of the system

· Description of reporting, processing and storing capabilities

· Network diagrams

· Architecture connectivity models

	(
	(
	Does the technical architecture define quantifiable goals regarding the following elements?

· Processing speed

· Capacity

· Security

	(
	(
	Do you have a change control process?

	Cost

	Yes
	No
	Recommended Items

	(
	(
	Do you have a written budget plan that includes the following elements?

· Clearly stated baseline cost goals

· Assignment of budget responsibilities

	(
	(
	Have you defined a method to record expenditures?

	(
	(
	Do you have cost revision documentation and a change approval process?

	Schedule

	Yes
	No
	Recommended Items

	(
	(
	Do you have an original project schedule that includes the following elements?

· Specific milestones

· Clearly defined durations for each implementation phase

· Development tasks clearly assigned to specific phases of the effort

· Mechanism for identifying assigned/responsible personnel

	(
	(
	Do you have a change tracking mechanism?

	Customer & User Satisfaction

	Yes
	No
	Recommended Items

	(
	(
	Are the customers and users of the specific system clearly defined?

	(
	(
	Are clear goals defined for each kind of customer or user?

	Process Improvement and Innovation

	Yes
	No
	Recommended Items

	(
	(
	Are process improvements and innovations clearly outlined in project documentation?

	(
	(
	Are specific plans for implementing improvements clearly documented?

	(
	(
	Is there a clear description of measurable benefits?

	(
	(
	Are metrics clearly defined?

	Project Lessons Learned

	Yes
	No
	Recommended Items

	(
	(
	Is there a mechanism in place to collect lessons-learned that includes the following elements?

· Accessibility by all project personnel

· Standardized submission format

· Ability to submit throughout all phases of project
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� Version 1.1 of the GAO ITIM Framework (March 2004) can be obtained from � HYPERLINK "http://www.gao.gov/cgi-bin/getrpt?GAO-04-394G" ��www.gao.gov/cgi-bin/getrpt?GAO-04-394G�.
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