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1. INTRODUCTION

1.1 Purpose

The purpose of this document is to provide a process for managing the document development and deliverable approval process within NJ SUCCESS and the UI Modernization Program projects. 

Document development and approval is a critical component in ensuring that requirements are being satisfied and project scope is being managed effectively by maintaining a structured document development, review, and approval structure.

1.2 Scope

This process describes the roles, tools, and activities involved in document development and approval.

1.3 Document Management

All versions of this document are managed and controlled by the NJ SUCCESS Program Management Office (PMO).  The PMO is also the owner of the processes supporting this document and is responsible for maintaining this document.  The document is accessible on the UI Modernization Document Repository web site, http://UIMOD/Default.aspx
1.4 Roles and Responsibilities

	Role
	Responsibility

	PMO
	Identifies the reviewers and approvers of documents, promoting a cross-section of the organization

	PMO
	Provide initial feedback on documents and facilitates resolution of competing opinions

	PMO
	Tracks deliverables through the process from development to approval

	PMO
	Provides final approval sign-off on all deliverables

	PMO
	Maintains signed copies of Acceptance Letters for each deliverable

	Project Manager
	Manages the development of all document deliverables for the project

	Project Manager
	Manages the delivery of each document deliverable

	Project Manager
	Provides status on the progress of each document deliverable

	Project Manager
	Maintains signed copies of Acceptance Letters for each deliverable

	Project Team
	Produces document deliverables

	Project Team
	Responds to comments on document deliverables as part of the review process


Table 1: Roles and Responsibilities

1.5 Materials

This section includes all documents necessary for the document deliverable and approval process.  The documents are broken down into templates, checklists, and tools.

	Type
	Title
	Location

	Checklist
	Document (Specific Deliverable) Checklist
	Document Repository

	Template
	MS Word for: Document (Specific Deliverable) 
	Document Repository

	Template
	Letter of Acceptance
	Document Repository

	Template
	Letter of Acknowledgement
	Document Repository

	Tool
	Deliverable Tracking Sheet
	Document Repository


Table 2: Materials

2. PROCESS DESCRIPTION

2.1 Overview

Document development and approval is a critical part of the project lifecycle.  It defines the approach for construction of deliverables that is presented in document form, and establishes the structure by which each document is reviewed and then approved.  This process promotes both consistency in the review and approval process, but also stresses the need to define the criteria for acceptance up front, and then facilitate the process to see that deliverables address those criteria and comments are within the bounds of the deliverable requirements.  This process supports the maintenance of scope and mitigates risk that can be created by continuous review and response cycles that cause schedule lapses and potential increases in scope.

	Step
	Activity

	1
	Review Document Architecture

	2
	Establish Acceptance Criteria

	3
	Construct Document Deliverable

	4
	Provide Drafts for Preliminary Input

	5
	Review with VV&T for Compliance

	6
	Submit for Formal Review

	7
	Address Comments

	8
	Submit for Approval

	9
	Deliverable Acceptance

	10
	Deliverable Baseline


2.2 Process Flow
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The following flowcharts depict the major steps of the document development and approval process:


Figure 1 – Document Development and Approval Process Flow

2.3 Process Detail

2.3.1. Entry Criteria for Document Development and Deliverable Approval Process

· Document Deliverable Requirements

2.3.2. Input

· Project Plan - Requirements

· Project Schedule – Timeframe  

· Document Architecture

· Document Template

2.3.3. Tasks

2.3.3.1. Review Document Architecture

For each type of project, there will be a document architecture that outlines the deliverables that must be produced in order to satisfy the requirements of the project. The suite of the deliverables can be modified with submission of a tailoring document detailing which document deliverables will not be required and why.  This approach allows for modification of the project lifecycle addressing the specific size and complexity of the project.  Based on the stated document architecture, retrieve the specific document template to provide the framework for the construction of the deliverable.

After removing the document template from the library, assign a unique identifier.  The project management can get the unique ID from the PMO.  Then place the template in the Work-in-Progress folder in the Document Repository under the project the PMO has established for the project.  This folder will be available to access only by the project team, and will be using version control under the MS Sharepoint product.

2.3.3.2. Establish Acceptance Criteria

The purpose of this step is to establish acceptance criteria for each deliverable in the project. Each deliverable should have a stated criterion by which the successful completion of the deliverable will be judged for approval.  The acceptance criteria are essential in providing an objective guide for knowing when a deliverable is both complete and compliant with the stated requirements of the project.  

A draft acceptance criterion is developed by the project manager and the subject matter expert responsible for the deliverable, and then presented to the Program Management Office and VV&T for review.  They will look at the criteria to see if it is complete, clear and objective.  The construction of robust acceptance criteria will generally be achieved through negotiation with the PMO and VV&T, but once completed will aid the author in addressing the requirements needed for acceptance. Once constructed and approved the acceptance criteria and the deliverable will be placed in the Document Repository to use as a reference for similar deliverables.  

Acceptance Criteria should cover, for example, the following topics:

· Target Delivery Dates

· Format/Appearance

· Content/Major functions

· Personnel level required to use/operate the product

· Performance levels

· Capacity

· Accuracy

· Availability

· Reliability

· Development Cost

· Operation Cost

· Security

· Ease of use

· Timings
2.3.3.3. Construct Document Deliverable

With the template and the criteria on which the deliverable will be mapped for approval, the author will then initiate construction of the document deliverable.  The construct should take place in the Work-in-Progress folder in the Document Repository set up by the PMO for the specific project.  This folder will facilitate routine backup and recovery procedures are adhered to, and that proper folder security is provided.

2.3.3.4. Provide Drafts for Preliminary Input

At various points in the construction of the deliverable, it is important to get input from the PMO and other knowledgeable resources to ensure that the document will meet the objectives of the project and the ultimate client.  These periodic drafts provide markers of progress or check points, and facilitate the incorporation of constructive input in an iterative approach during the development of the document. The end result of this approach is draft document that has been constructed with significant input throughout the stakeholder group and should minimize the comments that will come out of the formal review.  Once the draft is completed, it is placed in the staging area within the Document Repository.

2.3.3.5. Review by VV&T for Compliance

Prior to submitting the draft document for formal review, the VV&T group will conduct an assessment to ensure that the document complies with the requirements for that deliverable, and that any processes used were in compliance with approved processes reviewed and possibly tailored for the size and complexity of the project. The VV&T group will view the document from the staging area using approved checklists designed for each of the document deliverable.  

Any needed compliance issues will need to be addressed prior to release for formal review. Once completed the project manager will notify the PMO that the deliverable is ready for formal review by email along with a “Letter of Acknowledgement” indicating the deliverable has been presented for review.

2.3.3.6. Submit for Formal Review

Once the PMO receives notification that the document has been revised and placed back the staging are, the PMO will remove the document and place it into a review folder with wider viewing.  The PMO Manager will sign and date the “Letter of Acknowledgement” and return it to the project manager for their records. The PMO will then send out a notification to the defined reviewers that deliverable is in the review folder ready for review. 

At this point the review cycle has begun, and will have specific time constraints as defined in the Project Plan, and project schedule.  The PMO will monitor the process and ensure that input is being received and that the reviewers are aware of the time constraints.

2.3.3.7. Address Comments

During the review cycle, comments will be coming in.  At one point it may be important to get clarification on the comments.  After the review period has ended, it will be necessary to address all of the comments submitted.  Many of the comments will be points that need to be expanded on to clarify the approach or recommendation.  In other cases there may be conflicting comments.  These will need to be addressed and the comments review session.  

A single comments review session should have been built into the project schedule at the beginning of the project for each major document deliverable.  At this session the comments that have been addressed will be presented.  Conflicting comments that need resolution will be discussed and a decision made during the meeting.  Any additional comments requiring clarification will be discussed and the solution determined.  At the end of the meeting all of the comments will have been presented and answered.

2.3.3.8. Submit for Final Acceptance

The resolutions for the comment review sessions will be incorporated into the final document and presented to the PMO for a final review by the primary review and sign-off.  A packet including an electronic and hardcopy version of the document will be provided to the PMO, along with two to three “Letters of Acceptance” for that specific deliverable. 

The primary distinction as to the number of letters will be if a vendor, contracting with the Department of Labor, submits the project deliverables.  If that is the case 1 signed Letter of Acceptance will go to the project manager for that deliverable or the author, a second signed letter will go to the PMO Contract Manager to be used in invoice processing/validation, and the third will be kept in the PMO. If the project is entirely internal to the state, there will only be two signed Letters of Acceptance, one the project manager, and one to the PMO.

2.3.3.9. Deliverable Acceptance

The PMO Manager and the PMO Contracts Manager will conduct a final review to make sure that the changes have been made and noted in the revision history.  At that point the PMO Manager and the PMO Contract Manager will sign the two “Letters of Acceptance”.  One will be placed in the PMO Library, and the other returned to the project manager for their record.

2.3.3.10. Deliverable Baselined

An email will be sent to the individual responsible for maintaining the Document Repository, who take the electronic versions of the revised document and place it in the “Approved Deliverable” Folder for the project, which is “read only”.  The version number on the cover will be set to X.0 to reflect a baselined version, and will available to the organization.

2.3.4. Output

· Approved/Baselined Deliverable

· Signed Acceptance Letter

· Deliverable Checklist

2.3.5. Exit Criteria for the Document Development and Deliverable Approval Process

· Required deliverable – approved and baselined.

3. MEASUREMENTS

· Deficiencies from checklist

· Deliverable Tracking

4. VERIFICATION

The Verification, Validation and Testing (VV&T) group reviews and audits the activities and work products for each deliverable, including mapping the submitted document against the checklist for that deliverable.  The project manager reviews the acceptance criteria with the PMO and defines the expectations for completion, and reviews the final product before submission to ensure compliance with the acceptance criteria and QA checklist.  The PMO facilitates the review processes and compliance with stated acceptance criteria.

5. REFERENCES:

	Title
	Code
	Location

	Program Glossary
	701-NJS-PMO-REF
	Document Repository

	Document Architecture
	702-NJS-PMO-REF
	Document Repository

	Document Template Library
	None
	Document Repository


6. CHANGE HISTORY
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	0.1
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	Draft for review

	1.0
	May 31, 2004
	Baselined Procedure


 





 





 





 





 





 





 





 








xxi
(2004 NJ UI Modernization Project and Tier Technologies, Inc. All rights reserved. Printed in the USA.


