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Overview
Once an initial understanding of the work request is established, a simple assessment of the work complexity will be conducted.  The assessment determines if the risks associated with the work warrant managing the request as a project and how much project management rigor will be applied. In addition, business transition criteria are utilized to ensure greater levels of acceptance for the changes that the project brings to the organization. 

This assessment measures both the business transition complexity and the technical complexity of the work request.  It is designed to take an individual or group approximately 30 minutes to complete.  The participant(s) rate business transition complexity attributes and technical complexity attributes on a scale from one to five.  Further information on the integration of project management and business transition management is available on the Project Management Office (PMO) website, http://www.oregon.gov/dhs/admin/pmo.

Where in the Process

The Business Transition and Technical Complexity Assessment (BTTCA) is used to assist in the development of a clear understanding of the proposed project costs, duration, and full-time equivalencies (FTEs) with limited detailed information.  The BTTCA is performed in the Pre-Initiating process and will be used as an input in the development of the Business Case and the Project Charter for the proposed project. It may also be used periodically throughout the project.
The following chart shows the integration of the Project Management and Business Transition process groups.  The BTTCA is conducted in Pre-Initiation as indicated by the circle.

[image: image3.wmf] 

      

 

 

 

 

 

 Close

 

 

 

    

 

Monitor 

 

 

 

& 

 

 

 

   

 

Control

 

 

 

 

 

 

 

   

 

Execute

 

 

 

 

 

 

 

Plan

 

 

 

 

 

Initiate

 

 

 

     

 

Operations

 

&

 

Maintenance

 

 

 

     

 

 

 

 

 

Close

 

 

 

     

 

 

 

 

 

    

 

Execute

 

 

 

     

 

 

 

Plan

 

 

 

 

 

Initiate

 

 

 

 

 

Pre

 

-

 

Initiate

 

 

 

Monitor and Control

 

 

 

Project Management

 

 

 

Business

 

Transition

 

Management

 

 

 

 

 


Scoring Business Transition and Technical Complexity
The following matrices are completed by reviewing each criteria and providing a rating from a “1” (low) to “5” (high).  Criteria that do not apply will be rated as “NA” (not applicable). 

Note that the absolute accuracy of each score is not necessary; the final result will be based on a scoring mode.  Completion of this assessment by a multidisciplinary group will yield a more accurate score and provide a higher degree of confidence.  Each member will individually rate the criteria.  Afterwards, the group will discuss the scores that are different and agree on a final rating.

Determining a Trend

The final ratings determine a business transition complexity and technical complexity trend which guides the amount of project management and business transition planning and controls.  This trend is used to estimate a Rough Order of Magnitude (ROM) of project costs, duration, and FTE’s of the project.

Once the complexity criteria have been scored it is necessary to calculate the business transition complexity and technical complexity mode.  The mode is not an average, but rather the value that occurs most frequently in a set of data.  Thus the column that has been checked the most determines the trend.  For example, three “4s,” two “5s,” two “2s” and three “NAs” on the business matrix would indicate a business complexity trend of “4”.  NA criteria are excluded from the overall score.

To obtain a trend where there is an evenly distributed set of scores, use the scores from the criteria that more heavily impacts or proposes the greatest amount of risk to this particular project.

Business Transition Complexity Criteria Table
	
	
	NA
	1
	2
	3
	4
	5
	
	Comments/Details

	
	Low  Complexity
	
	
	
	
	
	
	High Complexity
	

	Sponsor
	One
	
	
	
	
	
	
	None/Many
	

	Objectives
	Clear
	
	
	
	
	
	
	Vague
	

	Goals
	Clearly Defined
	
	
	
	
	
	
	Not Clearly Defined
	

	Business Processes
	Clearly Defined
	
	
	
	
	
	
	Not Clearly Defined
	

	Business Rules
	Few -  Known
	
	
	
	
	
	
	Many - Unknown
	

	Business Location
	One
	
	
	
	
	
	
	Many
	

	Federal/State Mandate
	Few Business Changes
	
	
	
	
	
	
	Many Business Changes
	

	Other Key Drivers (Audit Findings, Sanctions, Lawsuits)
	Simple
	
	
	
	
	
	
	Complex
	

	Stakeholder Impact
	Low
	
	
	
	
	
	
	High
	

	Duration of Effort
	3 Months or less
	
	
	
	
	
	
	More than 3 years
	

	Contract Need
	None
	
	
	
	
	
	
	Significant/Complex
	

	Conflicting Projects
	None
	
	
	
	
	
	
	Many
	

	Cross Departmental Involvement
	None
	
	
	
	
	
	
	Many
	

	Critical Business Processes Affected
	One
	
	
	
	
	
	
	Many
	

	Level of Training Effort Required
	Informal
	
	
	
	
	
	
	Formal/Classroom
	

	Number of Internal Users 
	20 or Less
	
	
	
	
	
	
	More than 2000
	

	Number of External Users 
	20 or Less
	
	
	
	
	
	
	More than 2000
	

	Delivery Schedule
	Compressed
	
	
	
	
	
	
	Flexible
	

	Funding Source
	Non-Constrained
	
	
	
	
	
	
	Grant /Time Constrained
	

	Human Resources Staffing Impact
	Low
	
	
	
	
	
	
	High
	


Technical Complexity Criteria Table
	
	
	NA
	1
	2
	3
	4
	5
	
	Comments/Details

	
	Low Complexity
	
	
	
	
	
	
	High Complexity
	

	Technology/Platform
	DHS Standard
	
	
	
	
	
	
	New Technology
	

	Development Locations
	One
	
	
	
	
	
	
	Many
	

	System Platform
	One
	
	
	
	
	
	
	Many
	

	Amount of Integration
	Simple
	
	
	
	
	
	
	Complex
	

	Number of Users
	Less than 20
	
	
	
	
	
	
	Greater than 2000
	

	System Availability
	8-5, M-F
	
	
	
	
	
	
	24-Hrs, 7 Days
	

	Internal Technical Resources
	Experienced
	
	
	
	
	
	
	Inexperienced
	

	External Maintenance Technical Experience
	Experienced
	
	
	
	
	
	
	Inexperienced
	

	Fed/State Mandate
	Few Changes
	
	
	
	
	
	
	Many Changes
	

	Conflicting Projects
	None
	
	
	
	
	
	
	Many
	

	Rough Estimate
	Under $75,000
	
	
	
	
	
	
	Over $1,000,000
	

	Contract Need
	None
	
	
	
	
	
	
	Significant/Complex
	

	Multiple IT Group Involvement
	No Other
	
	
	
	
	
	
	More than 5 Other
	

	Security/Roles
	Low (Less than 3)
	
	
	
	
	
	
	High (More than 6)
	

	Co-Location of Technical Team
	Local
	
	
	
	
	
	
	Outside Oregon
	

	Data Conversion
	One system
	
	
	
	
	
	
	Multiple Systems
	

	Hosting
	Internal
	
	
	
	
	
	
	External
	


Using the Assessment for Chartering a Project

Once obtained, the trends for the Business Transition and Technical Complexities are used to guide the selection of project management and business transition planning and controls appropriate for the project.  This is most easily understood by plotting the two scores on a simple grid.  A business transition trend “5” and technical trend “3” are illustrated in the following grid.  

	

	


The grid has been divided into three areas.  The trends of 5/3 (Business Transition/Technical Complexity) have fallen in the top area “High Complexity”, indicating that the potential project will be difficult to plan and manage. The overall risk of the potential project is high.
Extreme Trends

If the trends of a potential project are 5/5, management will seriously consider breaking the project into more manageable pieces.  For example, the project will be divided into phases (e.g., Feasibility Study, Requirements Analysis).  Or the system could be implemented in modules (core functionality first, enhancements second).  If it is decided that the work will be delivered in smaller pieces, the product description will be changed to reflect this decision, and the new work will be assessed using this technique.  It may also be appropriate to complete a complexity analysis trend and ROM estimate for each phase of the revised project.

On the other hand, if the trends are 1/1, management will consider using minimal project management methodologies and structure.  The delivery of a 1/1 solution is routine, requires minimal coordination, and contains little to no risk.

Rough Order of Magnitude (ROM) Estimate 

Using the project trends, complete the Rough Order of Magnitude (ROM) Estimating Spreadsheet located at:   http://www.oregon.gov/DHS/admin/pmo/data/initiating_templates/tools_and_techniques/rom_parametric_estimating_spreadsheet.xls
Example:

	
	Bus#, Tech#
	The ROM gives you a high-level estimate (Minus 50% or Plus 100%) of the project cost, duration, and FTE to be used when completing your Project Initiation documentation.



	Enter Trend Here
	4,2
	

	
	
	

	Cost Estimate
	$$$
	

	Low
	$3,056,362
	

	High
	$12,225,447
	

	
	
	

	Duration Estimate
	Months
	

	Low
	19
	

	High
	76
	

	
	
	

	FTE Estimate
	Number of FTE
	

	Low
	7.5
	

	High
	30
	


Low Complexity Trends

Charter a project to:

1. Assign the project manager, sponsor, and any other key contacts needed to complete planning activities.  The project manager is expected to be senior staff or a team lead.  Small projects identify one--and only one-- sponsor.

2. Direct the project to be planned using the OIS Standard Project Management Methodology and a chosen Life Cycle model, e.g., Application Maintenance path, Development path, Hardware and LAN Acquisition/Installation, Application Software Acquisition.  These life cycle models are available on the PMO web site at http://www.oregon.gov/DHS/admin/pmo/sdlc_page.shtml. If no model is available direct three to seven generic phases to use for planning.  Use the Business Transition Management Process Flow Chart to manage changes occurring to the business. (wiki or web address here)
3. Direct the creation of a minimal Integrated Project Plan (two to four pages of content) that includes: 

· Project scope statement and two to four measurable objectives
· A work breakdown structure that lists 10-20 work activities of a high enough level to describe all the work that will be performed on the project. If other groups are needed to support the delivery of the solution, then their work activity must be included in the plan

· Percentage-based estimating will be used to estimate the project as a whole.  Any assumptions on which these estimates are based must be defined and documented.  Definitive-based estimating may be used to estimate each of the work phases/activities if the duration of the project warrants the work effort involved
· Assignment of the primary person responsible to perform each activity
· An indication of the budget or funding source for the project
· A brief statement of how informal status or other communications will be reported
· A brief statement on how business transition issues will be addressed and managed
· A brief statement of how issues will be resolved

· A brief statement of how changes to the work will be managed
· If there were other areas on the business transition or technical complexity matrices that were rated higher than a “2,” the plan will define how the project will address these “higher risk” complexities.  For example, an estimate over $1,000,000 due to a purchase or contract requirement may require the Integrated Project Plan to include additionally: a Contract Management Plan and a formal Quality Assurance (QA) plan.  For additional information, review the State’s Technical Strategy Development and Quality Assurance Reviews policy at http://www.das.state.or.us/DAS/EISPD/ITIP/docs/ QAPolicy107004030Final_posted_20040312.doc
4. Create a Standard Library Structure from the executable file on the PMO website under Planning Tools and Techniques http://www.oregon.gov/DHS/admin/pmo/publications/tools_and_techniques 
Medium Complexity Trends
Charter a project to:

1. Assign the project manager, sponsor, and any other key contacts needed to complete planning activities.  The project manager is expected to have a few years of project management experience using basic scheduling and control techniques as well as having an Oregon Project Management Associate (OPMA) certificate or equivalent certification.  Projects identify one – and only one – sponsor.
2. Direct the project to be planned using the OIS Standard Project Management Methodology and a chosen Life Cycle model, e.g., Application Maintenance path, Development path, Hardware and LAN Acquisition/Installation, Application Software Acquisition.  These life cycle models are available on the PMO web site at http://www.oregon.gov/DHS/admin/pmo/sdlc_page.shtml. If no model is available direct three to seven generic phases to use for planning.  Use the Business Transition Management Process Flow Chart to manage changes occurring to the business. (wiki or web address here)
3. Assign a Business Transition Coordinator who will coordinate business transition activities with the project manager.  The Business Transition Coordinator will work with business managers to develop business transition plans for the anticipated changes identified in the project’s gap analysis.  The Business Transition Coordinator is expected to have experience with project management methodologies, act as a liaison with the stakeholder, and be a change agent to facilitate the business’ transition needs.
4. Direct planning activities that will be compiled into an Integrated Project Plan with Controls (8-16 pages of content) that includes: 

· Development of a core work plan that defines the scope of the project, the work breakdown structure, effort estimates, resources requirements, schedule, and time-phased budget 

· The scheduled activities will be defined at a level in which they can be performed in a one to three week period.  Excessive detail is not necessary

· If other groups are needed to support the delivery of the solution, then their work activity must be included in the work breakdown structure and schedule

· If the complexity warrants it, develop a separate business transition plan to manage the changes that the delivered product will cause to the business.  Otherwise, include business transition elements into the project plan 
· Percentage-based and definitive-based estimating may be used to estimate each of the work activities.  Any assumptions on which these estimates are based must be defined and documented.  A total estimate for the project must be forecasted
· A project organization and staffing plan

· Creating a time-phased budget, spending plan, and indication of the budget or funding source for the project

· A simple change management plan

· A project communication plan that includes how status will be reported

· A business transition communication plan

· A simple decision or issue management plan

· A time and cost-tracking plan

5. If there were other areas on the business transition or technical complexity matrices that were rated higher than a “4” the plan will define how the project will address those “higher risk” complexities.  Optionally it may need to include a formal:

· Quality Management Plan

· Contract and Procurement Management Plan

· Risk Management Plan

6. Create a Standard Library Structure from the executable file on the PMO website under “Planning Tools and Techniques” http://www.oregon.gov/DHS/admin/pmo/publications/tools_and_techniques
High Complexity Trends
Charter a project to:

1. Assign the project manager, sponsor, and any other key contacts needed to complete planning activities.  The project manager is expected to have several years of project management experience on equally complex projects, have a thorough knowledge of all project management disciplines as well as having an Oregon Project Management Associate (OPMA), Project Management Professional (PMP), or equivalent certification.  Projects identify one – and only one --   sponsor.

2. Direct the project to be planned using the OIS Standard Project Management Methodology and a chosen Life Cycle model, e.g., Application Maintenance path, Development path, Hardware and LAN Acquisition/Installation, Application Software Acquisition.  These life cycle models are available on the PMO web site at http://www.oregon.gov/DHS/admin/pmo/sdlc_page.shtml. If no model is available direct three to seven generic phases to use for planning.  Use the Business Transition Management Process Flow Chart to manage changes occurring to the business. (wiki or web address here)
3. Assign a Business Transition Manager to plan, direct, coordinate, monitor, evaluate, and approve business transition management activities.  The Business Transition Manager will work with business managers and the project manager to direct and manage business transition activities for the anticipated project changes.  The Business Transition Manager is expected to have experience with project management methodologies, be a stakeholder liaison, and be capable of directing and aligning the business with the organizational change using Business Transition Management methodologies. 
4. Direct planning activities that will be compiled into an Integrated Project Plan that includes: 

· Development of a core work plan that defines the scope of the project, the work breakdown structure, effort estimates, resources requirements, schedule, and time-phased budget 

· The scheduled activities will be defined at a level in which they can be performed in a one to three week period.  Excessive detail is not necessary

· If other groups are needed to support the delivery of the solution, then their work activity must be included in the work breakdown structure and schedule

· Percentage-based and definitive*based estimating may be used to estimate each of the work activities.  Any assumptions on which these estimates are based must be defined and documented.  A total estimate for the project must be forecasted
· Business Transition Plan 

· Project Organization and Staffing Plan

· Creating a time-phased budget, spending plan, and indication of the budget or funding source for the project

· A formal change management plan

· A communication plan that includes who will receive what type of communication from whom and with what frequency.  It is expected to cover all types of communications such as status reporting, emails, newsletters, and presentations 

· A formal Issue Management plan

· A formal Time and Cost Tracking plan

· A formal Quality Management Plan

· A formal Contract and Procurement Management Plan

· A formal Risk Management Plan

· A formal Facilities Plan

· A formal Project Team Training Plan

5. If there were other areas on the business or technical complexity matrices that were rated lower than a “4,” the plan defines less formal ways of dealing with those “Lower Risk” complexities.  

6. Create a Standard Library Structure from the executable file on the PMO website under “Planning Tools and Techniques” http://www.oregon.gov/DHS/admin/pmo/publications/tools_and_techniques
	
	Low Complexity Trends
	Medium Complexity Trends
	High Complexity Trends

	Assigned Staff
	· Project Manager

· Sponsor

· other key contact
· as needed to complete planning activities

	
	
	· BT Coordinator
	· BT Manager

	Experience / Qualifications
	· Senior staff

· or a Team Lead
	· a few years of project 
management experience

· basic scheduling

· control techniques
	· Project manager with several years 
of project management experience 
on equally complex projects.



	Certifications
	
	· Oregon Project Management 
Associate (OPMA) or equivalent.
	· Oregon Project Management 
Associate (OPMA) or equivalent.

· Project Management Professional 
(PMP), or equivalent.

	Methodology
	· OIS Standard Project Management Methodology

· A chosen Life Cycle model.  These life cycle models are available on the PMO web site at http://www.oregon.gov/DHS/admin/pmo/sdlc_page.shtml
· If no model is available direct three to seven generic phases to use for planning.

· Use the Business Transition Management Process Flow Chart to manage changes occurring to the business. (wiki or web address here)


	Business Transition Management

(BTM)
Tasks
	
	Assign a BT Coordinator who will: 

· coordinate business transition activities with the project manager
· develop business transition plans for the anticipated changes identified in the project’s gap analysis
	Assign a BT Manager to: 

· direct and manage business transition activities for the anticipated project changes 
· plan, direct, coordinate, monitor, evaluate

· approve business transition management activities

	BTM
Experience necessary
	
	BTM experience to include:

· clear understanding of project 
management methodologies

· being a stakeholder liaison

· capability of directing and aligning the business with the organizational change using BTM methodologies. 

	
Integrated Project         Plan  (IPP)

Integrated Project         Plan  (IPP) 

(continued)

Integrated Project         Plan  (IPP)

(continued)


	Develop an informal core work plan that defines:
· project scope statement and two to four measurable objectives

· work breakdown structure (wbs) that lists 10-20 work activities of a high enough level to describe all the work that will be performed on the project. If other groups are needed to support the delivery of the solution, then their work activity must be included in the plan

· percentage-based estimating will be used to estimate the project as a whole.  Any assumptions on which these estimates are based must be defined and documented.
· definitive-based estimating may be 
used to estimate each of the work phases/activities if the duration of the project warrants the work effort involved
· assignment of the primary person 
responsible to perform each activity

· indication of the budget or funding source for the project

· brief statement of how 
· informal  status or 
other communications 
will be reported
· business transition 
issues will be 
addressed and 
managed
· issues will be resolved
· changes to the work will 
be managed

If there were other areas on the business transition or technical complexity matrices that were rated higher than a “2,” please view the detailed version of the Low Complexity Trends  7.0 above.  Review the State’s Technical Strategy Development and Quality Assurance Reviews policy at:  http://www.das.state.or.us/DAS/EISPD/ITIP/docs/ QAPolicy107004030Final_posted_20040312.doc
	Develop a formal core work plan that defines:
· the scope of the project

· the work breakdown structure (WBS)

· effort estimates

· resources requirements

· project schedule

· time-phased budget 

· schedule of activities to be defined at a level in which they can be performed in a one to three week period. 
(Excessive detail is not necessary) If other groups are needed to support the delivery of the solution, then their work activity must be included in the work breakdown structure and schedule

· use percentage-based and definitive based estimating to 
estimate each of the work activities.  Define and document any assumptions on which these estimates are based. Forecast a total estimate for the project.
· the Business Transition Plan 

· the Project Organization and Staffing Plan

· a time-phased budget, spending plan, and indication of the budget or funding source for the project



	
	
	· simple change management plan

· communication plan that includes:


· who 

· what 

· from whom 

· what frequency

· all types of communications such 
as :

· status reporting

· emails

· newsletters

· presentations 

· develop a separate business transition plan to manage the changes that the delivered product will cause to the business. Otherwise, include business transition elements into the project plan 

· project organization and staffing 
plan
· time and cost-tracking plan

· creating a time-phased budget, spending plan, and indication of the budget or funding source for the project

· simple decision or issue management plan

If there were other areas on the business transition or technical complexity matrices that were rated higher than a “4”, please view the detailed version of the Medium Complexity Trends  8.0 above. 

Optionally it may need to include a formal:

· Quality Management Plan

· Contract and Procurement 
Management Plan

· Risk Management Plan


	· formal change management plan

· communication plan that includes:


· who 
· what 
· from whom 

· what frequency
· all types of communications such 
as :

· status reporting

· emails

· newsletters

· presentations 

· formal Issue Management plan

· formal Time and Cost Tracking plan
· formal Quality Management Plan

· formal Contract and Procurement Management Plan

· formal Risk Management Plan

· formal Facilities Plan

· formal Project Team Training Plan

If there were other areas on the business or technical complexity matrices that were rated lower than a “4”, please view the detailed version of the High Complexity Trends  9.0 above. 



	Standard Library
	Create a Standard Library Structure from the executable file on the PMO website under Planning Tools and Techniques http://www.oregon.gov/DHS/admin/pmo/publications/tools_and_techniques
	Create a Standard Library Structure from the executable file on the PMO website under Planning Tools and Techniques http://www.oregon.gov/DHS/admin/pmo/publications/tools_and_techniques
	Create a Standard Library Structure from the executable file on the PMO website under Planning Tools and Techniques http://www.oregon.gov/DHS/admin/pmo/publications/tools_and_techniques
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