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Document Purpose

The primary purpose of this document is:

· To create a framework of generally accepted project management principles from which project teams should consult with to structure and guide their projects.

· To encourage the use of a common and standardized project management vocabulary throughout the PNC organization, in an effort to facilitate clear and concise project communications.

· To act as a reference document to facilitate a clearer understanding of project management methodologies and best practices for PNC project teams and stakeholders.

This document is meant to serve as a declaration of best practices for managing projects at PNC.  Whether the project is large or small, the principles and processes outlined should be applied to the maximum extent possible. As a communications tool, this document provides a common lexicon upon which all project stakeholders can reach agreement, arrive at clear understanding, and work in a common direction.

Within this document, common project management processes and deliverables are outlined in a “check list” style to ensure that important aspects of projects will not be overlooked. This document also provides an excellent road map for navigating through particularly difficult projects. A Project Life Cycle is generally thought of as containing the following five phases; Initiating, Planning, Executing, Controlling, and Closing. These phases and their related sub-processes herein described should be used as the central guiding force in accomplishing project success. 

Finally, this document is intended as a reference tool for Project Managers who are new to PNC. This document will serve as a guide in an attempt to shorten the learning curve for new project managers to learn and incorporate PNC approved project management methodologies and best practices into their projects. 
Document Scope 

The scope of these Guiding Principles is focused on the description of elements that are critical to the success of effectively managing projects.  

This document is not intended for use as a detailed job description for the position of Project Manager. Although general management skills and knowledge of specific technical, management, and industry elements are also critical factors to the successful completion of projects, they are not included within the scope of this document.  

This document is to be used as a basic reference tool; it is not necessarily all-inclusive of all project management principals, methodologies, processes, or best practices. The documented guidelines will apply to the vast majority of projects, but not necessarily to all projects. In other words, it is not expected that every listed deliverable will apply to every project. However, every project is expected to conceptually follow the Project Life Cycle and the corresponding processes described within this document. Specific project deliverables will vary depending on the type, size, scope and intended purpose of the project. The Project Management team of each project is responsible for determining the appropriate deliverables for their project.

These fundamental guidelines are tailored to the practical aspects of Project Management and are generally consistent with the Project Management Institute (PMI®) standard; “A Guide to the Project Management Body of Knowledge” (PMBOK® Guide).
 Although the PMBOK® Guide was consulted in preparing this document, this is not to be construed as a formal endorsement by PNC of the PMBOK® Guide.

Definition of “Project”

In the context of this document, the term “project” refers to any temporary endeavor undertaken to create a unique product or service. Temporary means that every project has a definite beginning and end. Unique means that the product or service is different in some distinguishing way from any similar product or service. The purpose of any project should be to bring about a change to an existing system, process, or product, or the creation of a new system process or product.  

It is important to distinguish between projects, ongoing operations, and small or general support requests. Operations and projects differ primarily in that operations are ongoing and repetitive, while projects are temporary and unique. In this context, projects often bring about changes to operations, making them more effective or efficient in their ongoing purpose. Small or general support requests are those work items that typically do not require full consideration as a formally approved project. For small requests, a disciplined adherence to these Guiding Principles would prove more costly than the project itself. Small requests and general support are typically managed on an ad hoc basis and require only minimal guidance and supervision.  

Project Life Cycle

Projects are unique undertakings; therefore, they involve a degree of uncertainty. To provide better management control, projects are typically divided into logical phases. Collectively, these project phases are known as the Project Life Cycle.

Each project phase is marked by completion of one or more deliverables – a tangible, verifiable work product or outcome. One of the most important aspects of the successful management of projects is the clear definition and understanding of the deliverables of the phases. 

This document defines a general Project Life Cycle that should be used throughout the PNC organization to manage projects. Although the methodologies within each business segment may use different terminology, each Segment should follow the same conceptual framework of the Project Life Cycle outlined below. 

The following sections describe the Project Life Cycle. The following diagrams represent the typical flow of the project phases, whereas the phase descriptions document the processes that occur within each phase. Common deliverables associated with each phase are noted, however this list is not all-inclusive of all the deliverables that may be applicable to a given project. Required deliverables for PNC managed projects are denoted with an asterisk. 

Project Life Cycle diagram:




Note:  While “Control” is identified as part of  Phase III, “Execute and Control”, it should be recognized that the process of “Control” is inherent throughout each phase of a project life cycle to assure that the objectives of each phase are met. Additionally, it should be recognized that events which occur in the “Execute and Control” phase may require additional or supplemental planning in order to accommodate changing conditions.

· Phase I - Initiate


The Initiation phase of a project is generally concerned with the capturing and understanding of the project, that may or may not have been identified by a business owner within PNC. A feasability study, or business case, is completed at this time if not already done by the business unit. The feasability study focuses on the technical, economic, compliance and strategic impact of the project. If it is determined that the project should proceed, the project will be prioritzed, relative to its importance in relation to other projects. 

During the Initiation phase, the Project Manager is assigned and high level planning is started. The key deliverable in this phase is completion of the Project Proposal and/or Key Business Initiative (KBI), documents that include the project scope and objectives, the project benefits, project deliverables, initially identified risks, assumptions made while creating the Proposal, initial estimates and critical success factors. Business approval sign-off is acquired before the project can move to the next phase. The steps within the Initiation phase of a project do not necessarily have to be performed in sequential order. 

Common Phase I Deliverables

*
Formal Request for Service


Business Case or Feasability Study


Scope and Objectives Statement


Technology Initiative Document (TID)

*
Detailed Project Proposal and/or KBI

*
Assumptions, Dependencies, and Risks

*
End-of-Phase Sign-off

* Required deliverable per PNC Project Methodologies

· Phase II - Plan/Organize


The Planning and Organizing phase of the project life cycle focuses on activities associated with defining the project and selecting the best course of action to take in attaining those objectives. During this phase, the project is defined in terms of scope, time, cost, quality, staffing, risk, communications, and resource requirements. Planning and Organizing activities ultimately determine how a project will balance the competing demands of the triple-constraint - time, cost, and scope (quality). 

One of the key deliverables in the Planning and Organizing phase is the project plan, which encapsulates the deliverables noted above as well as other deliverables from the Initiating phase. As with all life cycle phases, approval from relevant stakeholders is required prior to moving into the next phase.
Project Planning and Organizing can be viewed as laying the foundation for the project, and therefore, typically involves more processes than that of other life cycle phases. It should be emphasized that Planning and Organizing, not unlike other phases, is an ongoing and perpetual effort that is continually refined throughout the total project life cycle.

Common Phase II Deliverables

*
Key Contacts / Roles & Responsibilities Matrix


Client Business Description / Statement of Work


Detailed Scope Statement

*
Project Schedule/Milestones

*
Communications Plan

*
Risk Management/Response Plan

*
Escalation Procedures


Change Control System

*
End-of-Phase Sign-off

* Required deliverable per PNC Project Methodologies

· Phase III – Execute and Control


The Execute phase of the project life cycle focuses on activities associated with development of a product or service. The Execution phase breaks down into the following sub-phases: Requirements, Analysis, Design, Development, Test, and Implement. During these sub-phases, detailed business and technical requirements are gathered, specific tasks associated with the design and creation/development of the product or service is completed. The product or service is tested and implemented.

The key deliverable in the Execute phase is the project’s product or service. As with all life cycle phases, approval from relevant stakeholders is necessary prior to moving into the next phase. However, in this phase it is important to solicit approval and sign-off prior to implementing the product or service to ensure alignment with the stakeholder’s original intent.
An external vendor may be used in place of in-house staff to develop a product or service, or an off-the-shelf solution may be purchased. This situation requires analysis and evaluation of the vendor or vendor product, and has slightly different deliverables then projects where the product or service is developed in-house.

An important aspect of the entire project life cycle is ensuring the project is on time, within budget and following the scope and requirements. As stated earlier, this phase is identified as Execute and Control, but controls are required throughout the life of a project.  It is essential to the success of the project to continuously evaluate the scope of the project, the project’s budget and schedule, and monitor quality and overall status. All of these activities occur throughout the entire project life cycle with the objective of controlling the project and managing the scope and requirements. These activities are formally referred to as the Controls phase of the project. Controlling changes to scope, requirements, budget or plan is an integral part of project success.

Common Phase III Deliverables

*
Documented Requirements including Interfaces

*
Solution Options Analysis, including Build vs. Buy, if applicable

*
Solution Recommendation/Presentation 


Package Gap Analysis, if Applicable


Signed Package Contract, if Applicable

*
Documented Design


Solution Prototype

*
Systems Specifications

*
Conversion Plan, if Applicable

*
Systems Test Plan 

*
Acceptance Test Plan

*
Implementation Plan


Training Plan, if applicable


Service Level Agreement


Business Resiliency Plan, Including TRM/BIA

*
Progress / Status Reports

*
Risk Monitoring / Change Control Plan

*
End-of-Phase Sign-off

* Required deliverable per PNC Project Methodologies

· Phase IV – Closeout


This is the final phase of the Project, which includes formal project acceptance and bringing the project to an end. At this time, the Project should be reviewed and evaluated by the team participants and the stakeholders, with focus on lessons learned. These lessons learned can be beneficial for future projects and project teams and appropriate experiences should be disseminated for possible benefit to the entire PNC organization, especially if such lessons are appropriate to the project management methodology. Any deliverables that were considered for post implementation should be documented and planned. Final closeout tasks should be completed, including closing of contracts, where applicable. After final Project Sign Off is obtained, all appropriate documentation should be archived, as required.
Common Phase IV Deliverables

*
Project Evaluation Survey

*
Project Evaluation Report / Lessons Learned


Closed Request for Service (Protractor)

*
Closed Technology Initiative Document


Completed Post Implementation Plan


Completed/Closed Contract


Archived Documentation

*
Customer Acceptance and Project Sponsor Sign-off

* Required deliverable per PNC Project Methodologies

Key Project Management Principles for Success
· Successful projects use a time-tested and proven life cycle concept as its foundation

· The project owner(s) and the project team are equally committed to the success of the project

· The measure of project success is clearly defined at the beginning of the project

· Planning is everything – planning and re-planning is a continuous process throughout the project

· The project manager focuses on the three core dimensions of each project; completing it in time, within budget, and to the level of quality specified

· Use of effective and efficient policies and procedures for project control, including formal approvals and sign-offs

· A single point of responsibility and communication exists between the project owner(s) and the project manager.

· The project and the project team has full commitment and support of senior management

· Risk analysis and contingency planning is incorporated throughout the project life cycle

· Projects must continually be sold and resold to maintain commitment from the stakeholders

Common Project Management Terminology
The following project management terms are commonly used within project teams. Although the use of these terms is not necessarily endorsed by PNC, this list outlines some of the more universally accepted terminology used within the project management profession.

Best Practice – A documented strategy, experience, approach, process, and/or tactic that has proven to be valuable or effective within an organization and may have applicability to other organizations. 

Critical Path – The sequence of activities that must be completed on schedule for the entire project to be completed on schedule. It is the longest duration path through the schedule. If an activity on the critical path is delayed by one day, the entire project will be delayed by one day (unless another activity on the critical path can be accelerated by one day).  

Deliverable – A deliverable is any tangible outcome that is produced by the project such as documents, plans, computer systems, buildings, banking products, etc. Internal deliverables are produced as a consequence of executing the project, and are usually only needed by the project team. External deliverables are those that are created for clients and stakeholders.

Life Cycle – The sequence of phases through which the project will evolve. While project life cycles may use varying terminology, all essentially follow a common generic sequence: Initiation, Planning and Organization, Execution and Control, and Close Out. Life cycle phases typically contain an evaluation and approval point or 'gate' that must be satisfied before the project can progress into later phases.

Methodology - A common system of processes, techniques, templates, and language used in a specific discipline.

Milestone – A point in time representing a key or important event during the life of a project. A milestone should be capable of validation by meeting all of the items prescribed in a defining checklist as agreed with the stakeholders. They are also used as high-level snapshots for management to validate the progress of the project. By definition, a milestone is an activity with zero duration.

Objective – A concrete statement describing what the project is trying to achieve. The objective should be written at a low level, so that it can be evaluated at the conclusion of a project to see whether it was achieved or not. A well-worded objective will be Specific, Measurable, Attainable/Achievable, Realistic and Timebound (SMART). 

Policy – A guiding principle designed to influence decisions, actions, etc. Typically a policy designates a required process or procedure within an organization.

Project – A temporary undertaking requiring a concerted effort to produce a unique product, service, or result. A project has a specific begin date and end date, specific objectives and specific resources assigned to perform the work. 

Program – A group or series of related projects that are managed in a coordinated way to realize benefits greater than managing the projects independently. 

Project Management – The application of knowledge, skills, tools, techniques, and methodologies to project activities in order to assure project success. 

Project Manager – The individual assigned the responsibility and authority to manage projects and is, therefore, ultimately accountable to senior management and the project requestor. Typical responsibilities of a project manager include organizing, coordinating and directing the project, resolving conflicts between project team members, communicating requirements to the team, and serving as a liaison between the project team and others.

Project Phase – A major logical grouping of work on a project. A phase also represents the completion of a major deliverable or set of related deliverables. 

Risk – An uncertain event or condition that, if it occurs, has a positive or negative effect on a project objective. A risk has a cause and, if it occurs, a consequence. Risks include both recurring, scaled, events and non-recurring, one time only, or discrete events. 

Scope – The work involved in the design, fabrication and assembly of the components of a project's deliverable into a working product. Scope is the way that the boundaries of the project are described, including what the project will deliver and what it will not deliver. 

Sponsor (Executive Sponsor and Project Sponsor) – The individual who has ultimate authority over the project. The Executive Sponsor champions the project, provides funding, resolves issues and scope changes, approves major deliverables and provides high-level direction. The Project Sponsor represents the Executive Sponsor on a day-to-day basis, and makes most of the decisions requiring sponsor approval. 

Stakeholder – Specific individuals, groups, or organizations having a vested interest in the outcome of the project or may be affected by project activities. 

Standard – A required approach or parameter for conducting an activity or task. Also, an acknowledged measure of comparison for quantitative or qualitative value; a criterion.

Steering Committee – A group of high-level stakeholders who are responsible for providing guidance on a project’s strategic direction. A Steering Committee does not take the place of a Sponsor, but helps to spread the strategic input and buy-in to a larger portion of the organization. The Steering Committee is usually made up of organizational peers, and is a combination of direct clients and indirect stakeholders.

Future Changes
This document is subject to change.  The purpose of the Post Project Evaluation process during the final phase of the Project Life Cycle is to develop “Lessons Learned”, which identify ways of doing things more effectively, efficiently, and accurately.  Appropriate “Lessons” should be incorporated into these guidelines to the benefit of the entire organization.  Project “Lessons Learned”, and any suggestions for changes to this document should be submitted to the Project Management Advisory Committee.  
Each lesson and suggestion will be evaluated for approval by the Project Management Advisory Committee and applied as necessary.
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