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Position of the Project Planning SMF Within the MOF IT Service Lifecycle
The MOF IT service lifecycle encompasses all of the activities and processes involved in managing an IT service: its conception, development, operation, maintenance, and—ultimately—its retirement. MOF organizes these activities and processes into Service Management Functions (SMFs), which are grouped together in lifecycle phases. Each SMF is anchored within a lifecycle phase and contains a unique set of goals and outcomes supporting the objectives of that phase. The SMFs can be used as stand-alone sets of processes, but it is when SMFs are used together that they are most effective in ensuring service delivery at the desired quality and risk levels.
The Project Planning SMF belongs to the Deliver phase of the MOF IT service lifecycle. The following figure shows the place of the Project Planning SMF within the Deliver phase, as well as the location of the Deliver phase within the IT service lifecycle.
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Figure 1. Position of the Project Planning SMF within the IT service lifecycle
Before you use this SMF, you may want to read the following MOF 4.0 guidance to learn more about the MOF IT service lifecycle and the Deliver Phase:

· MOF Overview
· Deliver Phase Overview 
Why Use the Project Planning SMF?

The Project Planning SMF should be useful to anyone who has the primary role in planning an IT service project, including preparing the functional specification and solution design and preparing work plans, cost estimates, and schedules.

This SMF addresses the following IT service project planning actions:

· Evaluate products and technologies.

· Write the functional specification.

· Package the master project plan.

· Create the master schedule.

· Review the Project Plans Approved Milestone.

Project Planning Service Management Overview

During project planning, project teams complete the bulk of their planning work—preparing the functional specification and solution design and preparing work plans, cost estimates, and schedules for the various deliverables—which they roll up into a master project plan and master schedule.

Project planning follows envisioning and is kicked off after the project team meets the requirements of the Vision/Scope Approved Management Review. Prior to beginning project planning, program management must choose a management discipline to apply to the project. Possibilities include Microsoft® Solutions Framework (MSF), agile software development, Capability Maturity Model Integration (CMMI) process management, Scrum, and Lean. While MSF is the basis for much of this SMF, organizations can easily adapt this SMF to any management discipline. For more information on agile software development, see Microsoft Visual Studio® Team System Process Guidance Home at http://msdn2.microsoft.com/en-us/teamsystem/aa718795.aspx.

The Project Plans Approved MR marks the end of project planning. At this management review, project teams and their customers agree in detail on what they will deliver and when they will deliver it. They also re-assess project risks, update priorities, and finalize resource and schedule estimates. At this management review, project teams submit a formal Request for Change (RFC) to IT operations. For more information about the Project Plans Approved MR, see the Deliver Phase Overview.
Project Planning SMF Role Types

The primary team accountability that applies to the Project Planning SMF is the Solution Accountability. The key role type for the SMF is Program Manager. All role types within the accountability and their primary activities within this SMF are displayed in the following table. 

Table 1. Solution Accountability and Its Attendant Role Types

	Role Type
	Responsibilities
	Role in This SMF

	Solution Manager
	· Accountable role
· Owns all SMFs in this accountability
· Acts as project director for all projects
· Resolves conflicts between projects
	· Ongoing oversight

	Program Manager
	· Drives design, schedule, and resources at the project level
	· Sets design goals

· Describes the solution concept

· Creates the project structure

	Developer
	· Builds the agreed-to solution
	· Builds prototypes

· Investigates development and technology options

· Analyzes the project’s feasibility

	Tester
	· Tests to accurately determine the status of solution development
	· Tests strategies

· Tests acceptance criteria

· Documents project implications

	Product Manager
	· Acts as the customer advocate
· Helps drive shared project vision 
· Manages customer expectations
	· Sets overall goals

· Identifies customer needs

· Determines project requirements

· Produces the vision/scope document

	User Experience
	· Acts as the user advocate on project teams
· Helps define user requirements
· Helps design to meet user requirements 
	· Documents user performance requirements

· Documents project test implications

	Release Management
	· Evaluates the solution design
· Documents operations requirements to ensure they’re met by the design
· Creates a pilot, deployment plan, and schedule
· Manages site deployment
	· Documents deployment implications

· Documents operations management and supportability

· Documents operations acceptance criteria

	Operations Experience
	· Advocates for operations on the project team

· Brings in operations experts as needed for detailed information 

· Coordinates with release management
	· Documents operations performance requirements 

	Test Manager
	· Owns all testing across all project teams

· Develops testing strategy and plans

· Ensures that best practice test methods are used
	· Ongoing oversight

	Architect (role type within Architecture Accountability)
	· Looks at future directions and solutions to propose across infrastructure

· Designs future state
	· Helps evaluate products and technologies being considered for building or deploying the solution


Goals of Project Planning
The ultimate goal of project planning is to deliver a clearly scoped plan for building and delivering an IT service solution, which is represented by a master project plan, a master project schedule, and a functional specification at the Project Plans Approved MR, when the project team, its customers, and its stakeholders agree that the team has met all interim milestones. They also agree that the schedule is realistic, the roles and responsibilities of team members are well defined, and procedures are in place to address project risk. At this point, the team also baselines and places under change control all project planning deliverables. 

Table 2 shows the desired outcomes of the Project Planning SMF goals and lists measures that can gauge how successfully the team has achieved these goals.

Table 2. Outcomes and Measures of the Project Planning SMF Goals

	Outcomes
	Measures

	The design and features of the solution are clearly documented in the functional specification
	· Number of bugs filed during development

· Number of change requests needed for clarification

· Functional specification approved by the team and stakeholders

· Signoff on the Project Plans Approved MR
· Support tickets during pilot or other phases of the project

	The design and features of the solution are clearly traceable to business, user, operational, and system requirements
	· Number of features that cannot be traced to requirements

· Functional specification approved by the team and stakeholders

· Signoff on the Project Plans Approved MR

	The project plans clearly describe the tasks for which the project team is responsible and the schedules for performing those tasks
	· Number of tasks completed on schedule and as planned

· Master project plan approved by the team and stakeholders

· Master project schedule approved by the team and stakeholders

· Signoff on the Project Plans Approved MR


Key Terms
The following table contains definitions of key terms found in this guide.

Table 3. Key Terms
	Term
	Definition

	Baseline
	A known state by which something is measured or compared. Baselines make managing change in complex projects possible.

	Bottom-up scheduling
	Team members representing each role generate time estimates and schedules for deliverables. Each team’s schedule is integrated into a master project schedule.

	Conceptual design
	Conceptual design involves understanding the business requirements and defining the features that users need to do their jobs. Product management takes the lead in creating the conceptual design, which begins during envisioning and continues with project planning.

	Customer
	For IT solutions, the customer is the person or organization that commissions and funds the project (typically management). 

	Interim milestone
	Early progress indicator that segments large work efforts into manageable portions. The Deliver Phase recommends a set of interim milestones, but project teams should define their own interim milestones that make sense for their projects.

	Logical design
	Logical design uses the conceptual design and the current state of the technology infrastructure to define the new architecture at a high level. 

	Milestone
	A project synchronization point. Major milestones mark the transition of a project from one phase to the next phase. They also transfer primary responsibility from one role to another role. The Deliver Phase SMFs correspond to major Microsoft Solutions Framework (MSF) milestones.

	Personas
	Describes various types of users and their job functions, including operations staff.

	Physical design
	Physical design describes the desired architecture in greater detail than the logical design. It also defines the hardware configurations and software products to be used. As a general rule, the design should contain enough detail to enable the team to begin work on the project plan.

	Scope
	A view of the project’s vision limited by constraints such as time and resources. Solution scope describes the solution’s features and deliverables. Project scope describes the work to be performed by the team.

	Solution
	A coordinated delivery of technologies, documentation, training, and support to successfully respond to a unique customer’s business problem. Solutions typically combine people, processes, and technology to solve problems.

	Stakeholder
	Individuals or groups who have an interest in the outcome of the project. Their goals and priorities are not always identical to those of the customer. Examples of stakeholders include departmental managers who will be affected by the solution, IT staff who will be responsible for running and supporting the solution, and functional managers who contribute resources to the project team.

	Users
	The people who interact with the solution to perform their jobs.

	Use case
	Describes an individual task performed in a use scenario.

	Use scenario
	Describes a particular activity that a user tries to accomplish, such as processing a transaction or checking e-mail.

	Vision
	Describes the fundamental goals of the solution.


Project Planning Management Flow

Figure 2 illustrates the process flow for project planning management. This flow consists of the following processes:

· Evaluate products and technologies.

· Write the functional specification.

· Package the master project plan.

· Create the master schedule.

· Review the Project Plans Approved MR.
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Figure 2. Project plan management process flow
Process 1: Evaluate Products and Technologies

The first process in project planning is for the project team to create a customer baseline and evaluate the products and technologies that it is considering using.
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Figure 3. Evaluate products and technologies
Activities: Evaluate Products and Technologies

During this process, the project team evaluates products and technologies that it is considering using for building or deploying the solution. The team members with the Development and Test roles perform the evaluation to ensure that the products and technologies under consideration work according to the vendor’s specifications and meet the project’s requirements. This effort eventually produces a proof of concept and ultimately evolves into the development of the solution.

The project team must also baseline the customer’s environment during this process. This is the process of auditing the customer’s production environment to create an inventory that includes server configurations, network components, applications, and all relevant hardware. The customer baseline is useful for writing the functional specification and is necessary for building the development and testing lab.

The following table lists the activities involved in this process. These include:

· Creating a customer baseline. 

· Evaluating products and technologies.

Table 4. Activities and Considerations for Evaluating Products and Technologies

	Activities
	Considerations

	Create a customer baseline
	Key questions:

· Has the organization documented the network topology?

· Does the organization have an asset inventory? For more information about that see the Business/IT Alignment SMF and the Change and Configuration SMF. 
· Is a systems management infrastructure available that the project team can use to create an asset inventory?

Inputs:

System information
Output:

· Customer baseline (inventory)

	Evaluate products and technologies
	Key questions:

· Has the project team identified products and technologies that might fit the vision and scope of the project?

· Does the team have a requirement to use specific products or technologies?

· Is the project team already familiar with some of the products and technologies that they will be using in this project?

Input:

· Vision/scope document

Output:

· Product and technology evaluations
Best Practices:

· Use prototyping. Prototyping allows pre-development testing from many perspectives, especially usability, and helps to create a better understanding of user interaction. It also leads to improved product specifications.
· Consider agility and interoperability with existing tools and technologies.
· Consider manageability and reliability requirements.


Process 2: Write the Functional Specification

In this process, the project team documents the project requirements, creates the design documents, and writes the functional specification.
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Figure 4. Write the functional specification
Activities: Write the Functional Specification

At the beginning of this process, the project team analyzes and creates the requirements documents. There are four categories of requirements:

· Business requirements

· User requirements

· Operational requirements

· System requirements (requirements of the solution). 

As team members design the solution and create the functional specifications, they must maintain traceability between requirements and features. Maintaining traceability serves as a way to check the correctness of the design and to verify that the design meets the solution’s goals and requirements. The usual method of maintaining traceability is to tag items in the functional specification with requirement IDs.

The design process gives the team a systematic way to work from abstract concepts to specific technical details. This begins with an analysis of user profiles, or personas. The team refines these personas into a series of use scenarios. Finally, the team refines each use scenario into use cases. This process is called story-boarding and results in the use scenarios document.

The team then uses the requirements documents, the use scenarios document, and the product and technology evaluations from the previous process to develop a functional specification that it submits to its customer and stakeholders for review. This is a detailed description, from the user’s and customer’s perspectives, of what the solution will look like and how it will behave. The functional specification serves multiple purposes, including:

· Instructions to developers on what to build.

· A basis for estimating work.

· Agreement with the customer on exactly what will be built.

· A point of synchronization for the whole team.

The functional specification is also the basis for building the master project plan and master project schedule. After the customer and stakeholders accept the functional specification, the team baselines (places under change control) it and begins to formally track changes to it. After the functional specification is reviewed and a baseline made, the team can only change it with customer approval.

The project team also creates the design documents that record the results of the design process. These documents are separate from the functional specification and are focused on describing the internal workings of the solution. The project team can keep them internal and change them without burdening the customer with technical issues. The design process has three levels—conceptual design (owned by Product Management), logical design (owned by Program Management), and physical design (owned by Development)—so the team produces the following three design documents:

· Conceptual design document

· Logical design document

· Physical design document

The team completes and baselines each level in a staggered sequence.

The following table lists the activities involved in this process. These activities include:

· Documenting the project requirements. 

· Writing the functional specification.

Table 5. Activities and Considerations for Writing the Functional Specification
	Activities
	Considerations

	Document the project requirements
	Key questions:

· Does the organization have specific business requirements for the solution?

· Does the organization have return on investment (ROI) requirements for the solution?

· Does the organization have scalability, availability, performance, or security requirements for the solution? See the Policy SMF for more information. 
· Do users have specific ease-of-use, reliability, performance, accessibility, language, or training requirements for the solution? See the Reliability SMF for more information.
· Does the solution have specific system and service dependencies? See the service map section of the Business/IT Alignment SMF for more information.
· Does the solution have interoperability requirements?

· Will the solution affect the network?

· Does Operations have scalability, security, manageability, supportability, availability, reliability, staffing, or training requirements for the solution?

· Does User Experience understand how users will interact with the solution? Can they document these interactions as user scenarios and use cases?

Inputs:

· Vision/scope document
· Policies

· Reliability requirements
Outputs:

· Usage scenarios document

· Requirements documents, including:

· Business requirements

· Operations requirements.

· System requirements.
· User requirements.

	Write the functional specification
	Key questions:

· Has the project team cut any features from the vision/scope document?

· What assumptions is the team making about the solution, the team’s customers, and the solution’s users?

· What dependencies does the solution have on other services, technologies, and people within the organization?

· Does the project team have a strategy for addressing security?

· Does the solution have specific installation and un-installation requirements?

· Does the solution have specific integration requirements?

· Is the solution’s business situation understood by the project team?

· Is the solution’s high-level architecture understood by the project team?

· Are all of the solution’s components understood by the project team, including how they behave and how they relate to other components?

· Does the solution have naming standards it must follow?

· Does the solution have rules it must follow for sizing and placing servers?

· Does the organization have an administration model that the solution must use?

· Does the organization have security guidelines that the solution must follow?

· Does the solution include any of the following infrastructure components: intranet communication, Internet communication, extranet communication, authentication, addressing, name resolution, remote access?

Inputs:

· Vision/scope document

· Requirements documents, including:
· Business requirements.
· Operations requirements.
· System requirements.
· User requirements.
· Product and technology evaluations

Outputs:

· Design documents, including:

· Conceptual design.
· Logical design.
· Physical design.
· Functional specification
Best practice:

· Avoid scope creep. Use the vision/scope document and specifications to maintain focus on the stated business goals and to trace critical features back to the original requirements. Apply the vision statement and specifications as filters to identify, discuss, and remove additional features that may have been added without proper consideration after the project has been defined.


Process 3: Package the Master Project Plan

In this process, the project team writes the individual project plans and packages them as the master project plan.
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Figure 5. Package the master project plan

Activities: Package the Master Project Plan

After the team baselines the functional specification, it can begin detailed planning. The team leads prepare project plans for the deliverables in their areas of responsibility and participate in team planning sessions. Examples of project plans are the deployment plan, the test plan, the operations plan, the security plan, and the training plan. As a group, the team reviews and identifies dependencies among the plans.
The master project plan is the collection of the individual project plans; it is not an independent plan on its own. Depending on the type and size of the project, different types of project plans may be merged into the master project plan. 

The benefit of a master project plan that contains a number of smaller project plans is that it allows for concurrent planning by various team roles and provides for clear accountability because specific roles are responsible for specific plans. It facilitates synchronization into a single schedule, facilitates reviews and approvals, and helps to identify gaps and inconsistencies.

The following table lists the activities involved in this process. These activities include:

· Writing individual project plans. 

· Rolling up individual plans into the master project plan.

Table 6. Activities and Considerations for Packaging the Master Project Plan

	Activities
	Considerations

	Write individual project plans
	Key questions:

· Does the organization have established standards for planning?

· Are specific tools available to the project team during the planning process?

· Has the project team previously planned similar projects from which the team can reuse existing planning documents?

· Does the project structure document assign team leads for each role?

· Does each planning document have a clear owner?

Input:

· Functional specification

Outputs:

· Project plans, including:

· Availability plan.
· Backup and recovery plan.
· Budget plan.
· Capacity plan.
· Communications plan.
· Deployment plan.
· Development plan.
· End-user support plan.
· Migration plan.
· Monitoring plan.
· Operations plan.
· Performance plan.
· Pilot plan.
· Purchasing and facilities plan.
· Security plan.
· Support plan.
· Test plan.
· Training plan.
Best Practice:

· Don’t work in isolation. Establish a collaboration methodology, such as a workgroup portal and a shared alias to share thoughts and work more collaboratively.

	Roll up individual plans into the master project plan
	Key questions:

· None

Inputs:

· Project plans, including:

· Availability plan.
· Backup and recovery plan.
· Budget plan.
· Capacity plan.
· Communications plan.
· Deployment plan.
· Development plan.
· End-User support plan.
· Migration plan.
· Monitoring plan.
· Operations plan.
· Performance plan.
· Pilot plan.
· Purchasing and facilities plan.
· Security plan.
· Support plan.
· Test plan.
· Training plan.
Output:

· Master project plan
Best Practice:

· Maintain consistency in structure and use of terms across all documents.


Process 4: Create the Master Schedule

In this process, the project team uses the master project plan and the detailed schedules to create the master schedule. 
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Figure 6. Create the master schedule
Activities: Create the Master Schedule

The master schedule includes all of the detailed project schedules, including the release date for the solution. Like the master project plan, the master schedule combines and integrates all the schedules from each team lead (bottom-up estimating). The team determines the release date after creating drafts of the functional specification and master project plan. Often, the team will modify parts of the functional specification and master project plan to meet a required release date. A fixed release date causes the team to prioritize features and plan adequately.

Table 7. Activities and Considerations for Creating the Master Schedule
	Activities
	Considerations

	Create the master schedule
	Key questions:

· Does the organization have a standard defined for scheduling?

· How does the chosen management philosophy impact scheduling?

Inputs:

· Master project plan

· Detailed schedules

Output:

· Master schedule

Best practices:

· Establish fixed schedules. Internal time limits (time-boxing) keeps the project team focused on prioritizing features and activities.

· Use bottom-up scheduling. Estimates for IT projects should be made by those who will do the work. Bottom-up estimating provides better accuracy, accountability, and team empowerment. The result is a schedule that is fully supported by the entire project team.

· Prioritize by using risk-driven scheduling. Risk assessment by the team identifies which features are riskiest. Problems requiring major changes to the architecture can be handled earlier in the project, thereby minimizing the impact to schedule and budget.

· Add buffer time to project schedules to permit the team to accommodate unexpected problems and changes. The amount of buffer to apply depends on the amount of risk. By assessing risks early in the project, the likeliest risks can be evaluated for their impact on the schedule and compensated for by adding buffer time to the project schedule.


Process 5: Review the Project Plans Approved Milestone

In this final process, the project team, customers, and stakeholders sign off the milestone review report for the Project Plans Approved Milestone, which is also a MOF Management Review.
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Figure 7. Review the Project Plans Approved Milestone
Activities: Review the Project Plans Approved Milestone

Prior to this process, the team, customers, and stakeholders have reviewed the functional specification, master project plan, and master project schedule. They have agreed that all interim milestones have been met, that the due dates are realistic, and that the projects, roles, and responsibilities are well defined. They also agree that mechanisms are in place to address project risks.

After the team approves the specifications, plans, and schedules, the documents become the project baseline. The baseline takes into account the various decisions that are reached by consensus by applying the three project planning variables: resources, schedule, and features. After the team defines a baseline, it is placed under change control. This does not mean that all decisions reached in the planning phase are final. But it does mean that as work progresses in the developing phase, the team should review and approve any suggested changes to the baseline.

After approving the project plans, the team is ready to move on to the development of the solution.

Table 8. Activities and Considerations for Reviewing the Project Plans Approved Milestone

	Activities
	Considerations

	Sign off the milestone review report for the Project Plans Approved Milestone
	Key questions:

· Have the project team, customers, and stakeholders reviewed the functional specification, master project plan, and master schedule?

· Do the project team, customers, and stakeholders agree that the project team has met the requirements of the Project Plans Approved Milestone?

· Do the project team, customers, and stakeholders agree that the master schedule is realistic?

Inputs:

· Functional specification

· Master project plan

· Master project schedule

Outputs:

· Milestone review report document

· Request for Change


Conclusion

The Project Planning SMF addresses how to plan an IT service project, including how to write a functional specification and solution design, as well as how to prepare work plans, cost estimates, and schedules.

This SMF addresses the following IT service project planning actions:

· Evaluate products and technologies.

· Write the functional specification.

· Package the master project plan.

· Create the master schedule.

· Review the Project Plans Approved Milestone.

Feedback

Please direct questions and comments about this guide to mof@microsoft.com.
FPO
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