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[bookmark: __RefHeading___Toc29626781]1.0 Project Closeout
[bookmark: __RefHeading___Toc29626782]1.1 Key Process Area Purpose
A.	This guideline applies to the following knowledge areas:
	Knowledge Area
	Applicable?

	Integration Management
	

	Scope Management
	

	Time Management
	

	Cost Management
	Y

	Quality Management
	Y

	Human Resources Management
	Y

	Communications Management
	Y

	Risk Management
	

	Procurement Management
	


B.	Cost Management encompasses contract closeout. Closing a contract requires planning and attention to detail. 
C.  The purpose for Quality Management is continual improvement over the processes. Well-defined project closeout offers historical information that serves as a guide for additional projects. A repository of Lessons Learned can serve as examples, both positive and negative, for future projects and programs.
D.	Closing a project requires re-assignment of resources. Emphasis should be placed on a closing meeting to discuss the high and low points of the project and document them as Lessons Learned for future reference.
E.  The purpose of communications management is to ensure timely and effective flow of information for a finished project.  It includes communication planning, information distribution, performance reporting, and administrative closure. In project closeout, communication becomes important because of shared information.
D.	The purpose of Project Tracking and Oversight is to provide adequate visibility into actual progress so that management can take effective actions when the project’s performance deviates significantly from the plan. 
E.	Project Closeout is a valuable tool to close not only the deliverables but also make certain administrative issues are closed, including accounting, personnel, facilities and Lessons Learned.
[bookmark: __RefHeading___Toc29626783]1.2 Guideline Purpose
The purpose of this guideline is to define the process for successfully closing a project and/or phase in a timely efficient manner. Its objective is to define the importance of recording and archiving historical information about the project for future reference
[bookmark: __RefHeading___Toc29626784]1.3 Definitions  

	Term
	Definition

	Configuration Management (CM)
	(1) The disciplines that create and maintain a controlled environment that protects intellectual assets by identifying the assets being protected, allowing re-creation of the assets in any version, tracking and controlling changes over time, informing affected groups and individuals of the status and content of the assets, and supporting planning for the activities within those disciplines. (2) The group responsible for implementing those disciplines.

	Configuration Manager (CM)
	The person with Configuration Management responsibility within a project or organization.

	Georgia Technology Authority (GTA)
	The State’s Authority for coordinating a comprehensive statewide Information Technology (IT) vision.  The GTA will provide agencies with technical assistance in strategic planning, program management, and human resources development.

	Lessons Learned (LL)
	(1) A statement of actions taken and results obtained, derived from project experiences.  (2) A specific document prepared as a project deliverable using the Lessons Learned template (GTA-PMO-TEM-018) as a model.

	Project Administrator (PA)
	The member of the project team with responsibility for the technical aspects of project management, control, and reporting.

	Project Asset Library (PAL)
	The set of reference materials and historical project assets maintained by the GTA PMO as a knowledge repository for GTA project management.

	Program Management Consultant (PMC)
	The GTA PMO staff member assigned to provide consultation and mentoring in integrating the discipline of Project Management into all projects.

	Process Improvement  Lessons Learned (PILL)
	The mechanism for reviewing and improving policies, guidelines, forms, and templates contained in the GTA PMO Methodology.

	Program Management Office (PMO)
	(1) An organizational entity responsible for management and oversight of the organization’s projects. (2) As a specific reference in this document, the PMO for the Georgia Technology Authority.
Alternatively, the acronym may stand for Project Management Office, with the same meaning as definition (1), above.  An organization may use both forms, with the Program Management Office generally having responsibility for multiple Project Management Offices.

	Project Manager (PM)
	(1) The individual who directs, controls, administers, and regulates a project.  The project manager is the individual ultimately responsible to the customer. (2) The individual responsible for managing a project.

	Project Management Plan (PMP)
	 (1) At minimum, a documented statement of the intended actions an organization will take in pursuit of a project’s goals and objectives.  (2) A comprehensive statement of all key factors guiding a management team in their pursuit of project goals and objectives, the strategy and tactics the team will execute, and other information necessary to understand the project, its products and services, its organizational structures, and its intended actions.  (3) The specific document prepared as a project deliverable using the Project Management Plan template (GTA-PMO-TEM-030) as a model, the object of the methodology in this

	Quality Assurance (QA)
	(1) The function that ensures a project operates in a controlled environment that ensures the products and activities of the team comply with the following principles: Objective verification ensures products and activities adhere to applicable standards, guidelines, and requirements; affected groups and individuals are informed of project quality assurance activities and results; management addresses noncompliance issues that cannot be resolved within the project; and Quality Assurance activities are planned. (2) The disciplines employed by that group. (3) When quality initiatives are segmented into quality control, quality planning, and quality assurance, the specific disciplines concerned with ensuring management visibility into a project.

	Project Charter
	A document that formally authorizes a project.  It should include all the information necessary for senior management to make this decision including the business need, product description with business, technical and quality objectives, high-level budget and time estimates along with known constraints, assumptions, dependencies and risks.  The Project Charter contains the first agreed upon scope of the project.


	
	A deliverable oriented grouping of project elements, which organizes and defines the total scope of the project.  Each descending level represents an increasingly detailed definition of project components.  Project components may be products or services.



[bookmark: __RefHeading___Toc29626785]1.4 Process Owner
A.	The Georgia Technology Authority Program Management Office (GTA PMO) is responsible for the maintenance of this process.

[bookmark: __RefHeading___Toc29626786]1.5 General Logic
[image: ]
[bookmark: __RefHeading___Toc248248]Figure 1: Project Closeout Areas of Interest
A.	Project closeout has an administrative side and a contract side.  Completing both is a mandatory step in the life cycle process.  See Figure 1.
B.	The administrative side takes care of the organization’s internal needs, such as recording the last hours against the project and providing transition for the staff to other assignments.
C.	The contract side takes care of the contract needs, such as executing a procurement audit and formal acceptance of the project work products.
[bookmark: __RefHeading___Toc29626787]1.6 References

[bookmark: __RefHeading___Toc29626788]1.6.1 Guidelines

	Guideline Name
	Product Code

	PMP Development
	GTA-PMO-GLI-103

	Issue Management
	GTA-PMO-GLI-201

	Risk Management
	GTA-PMO-GLI-202



[bookmark: __RefHeading___Toc29626789]1.6.2 Third Party
A.	Project Planning, Scheduling & Control, James P. Lewis, 1991
B.	Mastering Project Management, James P. Lewis, 1998
C.	Project Management: A Systems Approach to Planning, Scheduling, and Controlling, Harold Kerzner, PH.D, 1996
[bookmark: __RefHeading___Toc29626790]1.6.3 Forms

	Form Name
	Product Code

	Lessons Learned Checklist
	GTA-PMO-CKL-018 



[bookmark: __RefHeading___Toc29626791]1.6.4 Guidebooks

	Guidebook Name
	Product Code

	Process Improvement Guidebook
	GTA-PMO-GUI-016




[bookmark: __RefHeading___Toc29626792]1.7 Guideline Procedural Overview
[bookmark: __RefHeading___Toc29626793]1.7.1 Administrative Closeout
[image: ]
[bookmark: __RefHeading___Toc248249]Figure 2: Administrative Closeout
A.	Administrative Closure occurs at both the end of phase and end of project.  This closure consists of verification that objectives and deliverables were met.  Acceptance is formalized and phase activities are completed and administratively closed out.  Administrative closure occurs on a “by-phase” basis in accordance with the Work Breakdown Structure (WBS) and should not be delayed to project end.  At that point, the burden of closing is too great and audits inaccurate.
B. Within the Administrative Closure, several items are closed out:
1.	Time Keeping – Before the phase can be administratively closed, all time must be recorded, submitted and approved.
2.	Cost Accounts – Cost accounts (identified via the WBS) are closed out and no further charges can be made against those accounts via Finance and Time Keeping.  Other Direct Costs and expenses must be fully accounted for and the cost accounted by deliverable closed.
3.	As a minimum, a report should be provided with similar information as shown in the following table.

	WBS Element
	Budget
	Actual Cost
	Cost Variance
	Schedule Variance

	Number/Description
	$
	$
	Difference
	Percentage
	Budgeted Time
	Actual Time

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	



4.	Contract Acceptance Letters – For every formal deliverable in theis phase, contract acceptance letters must be signed and filed in the project management baseline.  Additionally, approved change requests should also be added to the baseline in accordance with the change control procedure.
5.	Baseline Creation/Verification – Not all phases have a baseline, but, where they do, those baselines must be established, inventoried, verified and formally accepted.  Where phases do not have formal baselines, project deliverables should be inventoried and the project archives updated with the current artifacts.  Copies of these artifacts and baselines should be stored in a secure place.
6.	Staff Transition Completed – As the cost accounts are closed, staff members should be transferred to other active cost accounts to perform work.
7.	Lessons Learned – Lessons learned sessions should be conducted postmortem to the phase / project and incorporated into future project plans, procedures, and artifacts.
[bookmark: __RefHeading___Toc29626794]1.7.2 Contract Closeout
[image: ]
[bookmark: __RefHeading___Toc248250]Figure 3: Contract Closeout
A.  Contract closeout is similar to administrative closeout in that it involves product and process verification and administrative closeout of the ending phase.  However, the Project Charter itself may include provisions for contract closeout and actions. In addition to the administrative closure, the following actions must be taken:
1.	Procurement Audit – The contract administrators for the Buyer and Seller should review the contract Terms and Conditions to ensure all items are met and/or disposition agreed upon by both parties.
2.	Contract File Creation – A contract file, archiving all project and contractual documentations should be baselined and archived, including invoices, costs, and project documentation.
3.	Formal Acceptance and Closure – A contract letter that accepts the contract completion and closure should be submitted by the Seller, accepted by the Buyer and filed in the Contract File.
[bookmark: __RefHeading___Toc29626795]1.8 Key Process Area Goals
A.	Actual results and performance are tracked against the project plans and recorded as Lesson Learned.
B.	Corrective actions are taken and managed to closure, when actual results and performance deviate significantly with-in phases and the project plans.
C.	Changes to project commitments are agreed to by the affected groups and individuals and documented for verification during closing.
D.	A forum for management oversight is provided for closure of each project.
E.	Vertical communication and visibility to senior and executive management in 
GTA is increased.
F.	Horizontal communication and visibility across division projects and the GTA organization is increased. 
G.	Technical requirements, costing, staffing, and schedule performance reviewed against the Project Management Plan (PMP) are documented and closed.
H.	Corrected action items are reviewed, assigned, documented, and closed.
I.	A forum for QA, the Program Management Office (PMO), and the Program Management Consultant to report the results of their reviews and audits of activities and products is provided.
J.	All changes to commitments concerning schedule, requirements, and intergroup dependency deliveries are made and contractually accepted and closed.
K.	Document Lessons Learned, hold discussions, and archive of Lessons Learned.
[bookmark: __RefHeading___Toc29626796]1.9 Responsibilities
[bookmark: __RefHeading___Toc29626797]1.9.1 Program Manager
A.	Attends formal reviews, including project closeout
B.	Takes corrective action on unresolved closing items submitted by Project Manager
[bookmark: __RefHeading___Toc29626798]1.9.2 Project Manager
A.	Conducts project reviews, closing meeting and other status reviews as defined in this procedureguideline and other supporting procedures.
B.	Raises closing issues to Program Manager when the issues cannot be resolved
C.	Recommends corrective actions for closing when needed
D. Increases vertical communication and visibility to senior and executive management in 
GTA
E. Conducts Administrative Closure and Contract Closure in a timely manner
F. Ensures the implementation of accurate, timely, and complete project Lessons Learned
G. Ensures team members and stakeholders are notified of resource re-assignments
H.	Oversees the coordination of document disposition and the maintenance of project libraries
I.    Performs tasks of Project Administrator if one is not assigned
J. Assures tasks of Quality Assurance functions are performed
K. Assures tasks of Configuration Management are performed

[bookmark: __RefHeading___Toc29626799]1.9.3 Program Management Consultant
A.	Provides guidance and mentoring on the execution of the project closeout, including administrative and contractual issues
B.	Serves as liaison between the project and the PMO, especially with coordination of Lessons Learned and process improvement initiatives
[bookmark: __RefHeading___Toc29626800]1.9.4 Program Management Office
A.	Provides Program Management Consultant (PMC) services for project consultation and mentoring
B.	Maintains the project management closing process
C.	Reviews project closures
D.	Provides for the evaluation, support, and acquisition of tools and training for project planning, such as GTA standard project management tools

[bookmark: __RefHeading___Toc29626801]1.10 Activities
[bookmark: __RefHeading___Toc29626802]1.10.1 Timekeeping & Cost Accounts
When a phase is completed and/or the project is finished, the Project Manager will notify Accounting that no time can be charged to the cost accounts after the phase or project close date.  This date is determined via the contract letter formally accepting the closure of the phase or project.  After that date, no time or expenses can be charged to the cost account.
[bookmark: __RefHeading___Toc29626803]1.10.2 Performance Analysis
Performance of a project by phase, especially in projects spanning multiple months or years, is imperative.  The planned versus actual expenses and the planned versus actual work (via the tangible deliverables) should be objectively compared and reported.
[bookmark: __RefHeading___Toc29626804]1.10.3 Contract Acceptance Letters
A.	Contract letters should be completed for every contract deliverable in accordance with the life cycle of the project.
B.	These contract letters should be inventoried and accounted for by the Project Manager and any discrepancies brought to the attention of the Program Manager.
[bookmark: __RefHeading___Toc29626805]1.10.4 Baseline Creation/Verification
A.	The Project Manager should create the phase baselines as dictated in the Project Management Plan.
B.	Baselines and completed project archives should be archived for future reference and Lessons Learned.
[bookmark: __RefHeading___Toc29626806]1.10.5 Staff Transition Completion
A.  It is not unusual for people to get nervous as the end of a project approaches. Well in advance of a staff transition, the Project Manager should coordinate the staff transition plan with Resource Management.  The Resource Manager should ensure that there is a new cost account for the individual to charge to on the date they are no longer authorized to charge to their current cost account.
[bookmark: __RefHeading___Toc29626807]1.10.6 Lessons Learned
A.  Lessons learned sessions are conducted in accordance with the individual PMP for the project and documents produced that support the Lessons Learned.
B.  Lessons Learned should be discussed and understood in a closing business meeting. Valuable feedback is obtained and documented for a learning exercise and future reference.
C.  All Lessons Learned should be archived and controlled.
[bookmark: __RefHeading___Toc29626808]1.11 Progress Tracking / Measurement
A.	Progress tracking for project control activities can be assessed through the evaluation of key milestones:
1.	Management reviews are held regularly.
2.	Regular technical reviews are conducted to ensure that identified problems are tracked to resolution.
3.	Corrective actions are taken that include:
a.	Scope changes
b.	Staffing changes
c.	Development resource changes
4.	Replanning is conducted when required and documented in the PMP.
[bookmark: __RefHeading___Toc29626809]1.12 Verification
A.	The activities and process will be reviewed by the PMO on a regular basis.  The PMO will conduct periodic audits of the process.
B.	The PMC will examine the process and the product by use of the following checklist and guidebook against the listed guidelines, forms and deliverables:

	Guideline, Deliverable or Form
	Document Number

	Lessons Learned Checklist
	GTA-PMO-CKL-018

	Process Improvement Guidebook
	GTA-PMO-GUI-010
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