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        2  Stage Gate Review - Concept Phase

Project Section Review
The Project Selection Review (PSR) is a formal inspection of a proposed IT project by the IT governance organization to determine if it is a sound, viable, and worthy of funding, support and inclusion in the organization’s IT Investment Portfolio.  This Stage Gate Review is one of the four that cannot be delegated by the IT governance organization. 

The outcomes of the Concept Phase are selection to the HHS IT Investment Portfolio; approval of initial project cost, schedule and performance baselines; and issuance of a Project Charter.

Responsibilities

Business Owner Responsibilities in the Concept Phase Gate Review

The Business Owner is responsible for ensuring that adequate financial and business process resources are made available to support the investment once approved.   Responsibility may include the designation of the Project Manager.

IT Governance Organization Responsibilities in the Concept Phase Gate Review
The IT governance organization conducts the Project Selection Review.

Project Manager Responsibilities in the Concept Phase Gate Review  

The Project Manager develops the Business Case and preliminary Project Management Plan.  

Critical Partners Responsibilities in the Concept Phase Gate Review 

Critical Partners review and comment on the Business Case and participate in the Project Selection Review. 

Enterprise Architecture: Establish that the outcomes or results of executing the project are included in the Target Enterprise Architecture and that they are aligned to the HHS IT Strategic Plan.  Ascertain that the Alternatives Analysis considers the use of existing systems and/or GOTS/COTS products. Verify that the business processes are modeled in sufficient detail.

Security: Conclude that all applicable security and privacy standards have been considered in sufficient detail as part of the Business Case. Verify that a high level security analysis and a preliminary risk assessment are complete and justify proceeding to the Planning Phase. Verify that the investment has been appropriately categorized according to FIPS-199 and that an initial accreditation boundary has been established.

Acquisition: Ascertain if a preliminary Acquisition Plan that is appropriate to the level of the requirements definition is part of the Business Case, and includes performance-based acquisitions. Verify that the overall acquisition plan includes consideration of internal versus external acquisition, re-use, the use of commercial off-the-shelf technologies, and, if Requests for Information are necessary, how contracting work will be divided, and expected contract types. 
Budget: Establish that the Business Case includes a financing and budgeting plan and that there is sufficient requirements detail to support the detailed cost and schedule estimates needed during the Planning and Requirements Analysis Phases. 

HR: Determine the probability and/or impact of any anticipated workforce disruptions has been reviewed and make certain the need for staffing classifications such as new PDs, grade levels, etc., and potential workforce planning such as employee training or A-76 activities have been evaluated.  
Section 508: Make sure that plans are in place to incorporate Section 508 requirements in the contract(s).

CPIC: Review the Initial Project Plan and Sub-plan/s to ensure that they are adequately developed. Conclude that the required authority and project structural foundation is in place.
Performance: Ensure that the approval of the performance baselines is completed. Determine that appropriate potential performance goals are established as part of the Business Case. Conclude that the required authority and project structural foundation is in place. 
Suggested Review Questions

Below are some suggested questions that the reviewer may be able to use during the project review:

· What are the key objectives of the project?

· How is success measured?

· Does the business case identify high level requirements?

· Does the business case rest on a detailed gap analysis which validates the opportunity to improve business accomplishments or correct a deficiency related to a business need?

· Is the business case missing any key acquisition-related items (e.g., costs for hardware, software, and service acquisitions)?

· Does the Business Case details the business need and expected performance outcomes?

· Has an Alternatives Analysis been done to support the Business Case that incorporates recommendations by the IPT of a specific solution?

· Do the alternatives analyzed consider the use of existing systems, GOTS, COTS?
· Have business processes been modeled to a sufficient level given the phase of the project/investment?

· Have assumptions and constraints been identified with respect to each considered alternative?

· Does the Project Charter give adequate authority to the Project Manager to execute the project?

· Are there defined roles, responsibilities and approval levels in the project organization?

· Does this project require special planning considerations (constraints), or subsidiary planning documents? 

· Has the approach to Risk Management been tailored to suit the scale of the project?

· Have risks been identified for each high-level of the WBS?

· Have the risks been evaluated and assessed?

· Has the Basis of Estimate been risk adjusted?

· Have triggers for risks been identified?

· Does the preliminary acquisition plan include performance based acquisitions?

· Will there be a Change Control Board? Who will it include?

· Has an internal (government) configuration management process been developed?

· Have high level requirements been developed?

· Has the role of Line of Business Sponsor been considered in the Communications Plan?

· Has a system or process been developed or identified to manage the project and technical documentation of the project (Configuration Artifacts)?

· Does the initial WBS and Schedule have at least three levels and do all activities have dependencies?

· Are high level WBS nouns and activities verbs?

· Has an initial basis of estimate been prepared for each alternative under consideration?

· Have potential performance goals been identified as a part of the business case?

· Has a records disposition schedule been considered?

· Are there any anticipated potential workforce disruptions, Labor Relations or Employee Relations issues associated with the project/investment?

· Are there any staffing classification issues such as new position descriptions, grades, etc that are associated with this project/investment?

· Is the project/investment team collaborating with other OPDIVs or agencies, if needed?

· Are there any potential workforce planning issues such as employee development and training, staffing levels, filling skill gaps with contractors, and/or A-76 activities associated with this project/investment?

· Is any aspect of this project/investment supporting an essential Continuity of Operations (COOP) business process?

· Have the applicable security and privacy standards been considered as a part of the business case? 

· Is the basis of estimate realistic and thoughtfully prepared?

· Does this project/investment contain a financial analysis that meets OMB requirements?

· Is this project/investment a financial or mixed financial system that will exchange data with UFMS, which encompasses NBRSS and HIGLAS?

· Is there any potential redundancy with any E-Gov or HHS initiative?

· Has this project/investment been reviewed and approved by the OPDIV Chief Enterprise Architect (CEA)?
· When did the OPDIV CEA make the compliance determination?

· Are Segment and BRM mappings/alignment consistent between HHS Enterprise Architecture Repository (HEAR) and Portfolio Management Tool (PMT)?

· Does this project/investment honor the HHS EA principles?

· Does this project/investment leverage an FTF initiative?

· Is the proposed project/investment included in the target enterprise architecture and the EA transition strategy?

· Have a preliminary Acquisition Plan been developed that is appropriate to the level of requirements defined in the Business Case?

· Are there adequate plans in place to incorporate Section 508 requirements in the contract(s)?
Stage Gate Review - Concept Phase Form

Project Selection Review
Informatics Governance Approval
Project: <SYSTEM NAME>
<NC> Organization: <e.g. Division/Branch>
Project Threshold (<250K): Yes
Reviewing Body: <IT Governance>
Date of Review: <##/##/2010>
Stage Deliverables 

	Deliverable Name
	Comments

	Business Case w/ components (Final)
	Verified (Combine with Project Charter)

	Project Charter (Final)
	Verified

	Project Management Plan w/components (Preliminary)
	Verified


Mandatory Exit Criteria:

The objective is to determine if the project has been clearly defined and has the supporting organizational structure to proceed with full planning.

	Exit Criteria
	Pass (P)
	Not Pass (NP) 

	The scope of the project has been adequately described in the Business Case and that the high level requirements meet the business need. 
	P
	

	The project organizational structure is scaled to support the project and the project manager and the project team are qualified 
	P
	

	The Preliminary Project Management Plan adequately defines how the project will be executed, monitored and controlled and includes high level estimates of the baselines. 
	P
	

	The high level analysis demonstrates that the outcomes will be aligned with the Target Enterprise Architecture. 
	P
	

	All applicable security and privacy standards have been considered in sufficient detail as part of the Business Case. FIPS-199 categorization and an initial assessment of system accreditation boundary are established. 
	P
	


Known Issues/Risks

	Risk Description
	Area of Risk 
(Communication, Cost, Quality, Schedule, Scope)
	Impact
(High, Medium, or Low)
	Probability of Occurrence (High, Medium, or Low)

	Schedule variance due to lack of knowledge of XXXXXX
	Schedule
	Medium
	Low

	Schedule variance due to complexity of current sequence structures in file share
	Schedule
	Medium
	Medium


Critical Partner Recommendations
	Function
	Name of Critical Partner w/ Title
	· Recommend

· Not Rec.

· Rec. w/ Condition
	Conditions or Notes

	Enterprise Architecture
	<Enterprise Architect Name>
	Recommend
<##/##/2010>
	

	Information Security
	<Information Systems Security Officer Name>
	Recommend <##/##/2010>
	

	Acquisition Management
	<Project Manager Name>
	Recommend <##/##/2010>
	No COTS available; no acquisitions; work to be completed with previously purchased development tools

	Finance
	<PMO or Business Steward>
	Recommend <##/##/2010>
	

	Budget
	<PMO or Business Steward>
	Recommend <##/##/2010>
	

	Human Resources
	<Project Manager Name>
	Recommend <##/##/2010>
	Use of In-house staff  (see budget information, Project Management Plan, section 6)

	Section 508
	<Project Manager Name>
	Recommend <##/##/2010>
	Front-end of application has already been developed using XXXXXX.  The <SYSTEM NAME> is mainly the back-end database.

	CPIC
	<CPIC Manager Name>
	Recommend <##/##/2010>
	

	Performance
	<PMO or Business Steward>
	Recommend <##/##/2010>
	Strategic Alignment (see Project Charter, section 3.3)

WBS and Project Schedule (see Preliminary Project Management Plan, sections 3.6 and 5.2)

	Health Science
	N/A
	
	As Needed

	Epidemiology
	N/A
	
	As Needed


<NC> SGRC Recommendation: 
	Approval Level (check one)
	Explanations, Caveats or Conditions

	Recommend    [image: image1.png]



	Recommend proceeding to next phase

	Recommend with Conditions
	

	Not Recommend
	

	SGRC Representative Name
	<IT Governance>

	SGRC Representative Signature
	< IT Governance signed here>

	Comments: <NC> IRGC approval not needed on a project <250K



<NC> Informatics Governance Council Approval
	Approval Level (check one)
	Explanations, Caveats or Conditions

	Date of Review
	

	Approve
	

	Approve with Conditions
	

	Discontinue Project
	

	Forward to CDC IRGC (Y/N/NA)
	

	Chair Name
	

	Chair Signature
	
	Date: 

	Comments:








B





B
























































For Internal CDC Use Only, Sensitive But Unclassified
PAGE  
Revision Date: Error! Unknown document property name.

Page 2 of 59
-NC Name- Stage Gate Reviews Example.docx

