	100 Point Project Checklist

	Project Area
	Evaluation Criteria

	1. Goal and Vision
	1. A business case was created for the project. Project defined its vision and goals, or desired strategic results
2. Organization asked and answer the question “what are we really trying to achieve?” 
3. Organization documented the “why” into a succinct and clear vision
4. Project objectives are aligned with the overall business goals and strategy of the organization as a whole 
5. Project defines its vision and goals, and the document is used as a guide for subsequent decision making 
6. Multiple projects spread throughout the organization are well coordinated and dependencies are understood
7. Cultural conflict does not exist among organizations involved

	2. Leadership and Governance
	8. Project has clear top management support and commitment
9. Established governance structure is appropriate to the needs of the project (absence is a classic mistake) 
10. Effective leadership is established in the three leadership domains i.e. business, technical and organizational. Roles and responsibilities are clearly defined 
11. Project charter document completed and approved at early stage of project
Sponsorship
12. Sponsor has the experience, seniority, time and/or training to perform the role effectively 
13. Sponsor takes ownership of the project seriously and feels that the Project Manager is not the only person responsible for making the project a success
14. The organization environment is stable

	3. Stakeholder Engagement
	Project Level
15. Stakeholders are identified and engaged (absence is a classic mistake) 
16. Effective communications are established between individuals, groups or organizations involved in the project (absence is a classic mistake). 
17. Stakeholders are consulted on solution and their buy-in is sought. Project viewed through the eyes of the stakeholders 
18. Appropriate “change management” type activities are built into the scope of the project
Key Stakeholder and User Level
19. User and executive expectations are well managed
20. Key project stakeholders have signed the project charter and/or participate in major review meetings
21. Users are willing to cooperate; users can get involved because they understand the new system capabilities
22. Training policy and process and documentation was sufficient and appropriate.  
23. Users or technical support team does not feel threatened by a project to replace their legacy system

	4. Team
	24. Clear roles and responsibilities prevent confusion, errors and omissions 
25. There are sufficient team members to complete the work that the organization has committed to 
26. Team is stable; there is no key team member turnover after project kickoff  
27. The team has the skill or Subject Matter Expertise needed to complete the project successfully
28. The Project Manager addresses and manages poor team dynamics and/or obvious non-performance of an individual team member.
29. Leadership does not add more resources to an already late project which can cause addition strain on the leadership team resulting in even lower team performance.
30. Project team members have strong commitment to the project scope and schedule; other priorities do not compete with the project 
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	5. Requirements
	31. Formal scope definition process. Clear and defined requirements (not vague or open ended)
32. Functional, performance and reliability requirements and scope are well documented 
33. No significant goal, scope, or schedule requirements change immediately after project kickoff 
34. Scope volatility or scope creep is addressed and resolved (absence is a classic mistake) 
35. The operational context in which the product being produced needs to function once the project is over is fully understood (absence is a classic mistake). Analysis of business strategy alignment is well documented. 
36. Requirements are defined by directly consulting or involving those who will eventually use the product being produced. 
37. Individual requirements are vetted against the project’s overall objectives to ensure each requirement supports the project’s objective and has a reasonable Return on Investment (ROI)
38. Agreement is brokered between stakeholders with differing perspectives or requirements.

	6. Estimating and Contracting
	39. Budget, schedule, scope, and quality not mandated from outside the project team. Those who will actually perform the work are integral to the estimating process. Approved project budget in line with budget estimated by the project team
40. Estimates are provided with a corresponding statement of scope. Estimation is done based on sufficient information or analysis. The assumptions used for estimating are documented, discussed and validated
41. Commitments are not made to firm estimates. A contingency budget for known risks and rate of changes is included. Contingency is built in to handle unknowns 
42. Estimation is done referring back to a repository of performance data culled from prior projects
43. The Cost Benefit Analysis is reasonable and achievable. Does not assume a new tool, process or system being used by the team will deliver instant productivity improvements. A realistic benefits trajectory is included in the project plan. 
44. Schedules provide adequate time and resources for planning, development, review, testing and rework.
45. Contract language is clear, logical, concise and empowering (not ambiguous) 
46. Performance expectations are tied to compensation and supplier non-performance is not tolerated 
47. Service delivery is good and professionally managed 

	7. Plan
	48. Fundamental planning and project management disciplines are followed. Detailed project plans and critical path are practiced. Planning is not seen as the Project Manager’s responsibility but as a team activity
49. Complexity understood and not underestimated (absence is a classic mistake) 
50. Documented deliverable milestones and due dates. Appropriate planning and estimation documentation. Large scale master plan broken down into more manageable pieces that can be delivered incrementally. Team not subjected to working under constant and excessive schedule pressure. Schedule deadline has been reconciled to the project schedule. 
51. Well defined project success criteria. 
52. Management and customer expectations are well managed. 
53. Team commitments themselves to a schedule after or in conjunction with getting corresponding commitments from other groups and stakeholders who also have to commit to the schedule (team does not commit to "schedule suicide") 
54. Planning is transparent, inclusive, and logical. The duration of activities and expectations are understood by all project team members. Extended project team has ongoing access to the detail and assumptions contained in project plans. 
55. Team members are not allowed to become overloaded; imbalanced work assignments do not occur. 
56. Appropriate culture change activities included as part of the project plan (absence is a classic mistake)
57. Appropriate training or ramp up time is built into the plan
58. Change requests are handled formally, assessing their implications and/or agreeing to changes in schedule and budget. 
59. Resistance to change was anticipated and prepared for by using principles of change management at each step (such as excellent communication, participation, incentives) and having the appropriate leadership (executive pressure, vision, and actions) throughout the reengineering process.
60. [image: ][image: ]Operational plans and processes were appropriate, documented, and followed post-implementation.

	8. 
Risk
	61. The risk analysis documentation and process was appropriate 
62. Major new risks were not identified after the project kickoff 
63. Risk identification, testing and mitigation are practiced in comprehensive fashion 
64. Systems changes are frequently tested prior to production, not in production where they might impact state productivity.
65. Dependencies are fully considered or well understood 
66. Project involves implementing a stable, "vanilla" version of hardware or software (not custom or beta) 

	9. Architecture, Configuration and Information
	67. Control over document or component versions is maintained to ensure clarity on which version is current. Compatibility problems and other issues that disrupt progress are prevented by good version control. Appropriate tools are put in place for organizing and managing information so that key information is maintained and/or controlled.
68. Choosing wisely: Organization did not allow a pet idea to become the chosen solution without considering if other solutions might better meet the project’s overall goal OR did not allow developer "gold plating". OR was not seduced into using leading edge technology where it is not needed or inappropriate; OR did not try to solve all problems with a specific tool simply because it is well understood rather than because it is well suited to the job in hand 
69. Teams thinks through an overall architecture or how the different components will be integrated together before it starts developing individual components
70. Non-functional requirements are taken into account when designing a product, system or process (especially performance requirements)
71. The project team is provided with adequate training and/or has arranged for appropriate vendor support before new tools are used by the team. 
72. Few or no interfaces to other systems are required and data conversion is appropriately planned 
73. IT operations infrastructure and network infrastructure is stable to limit impact on project team productivity 

	10. 
Quality
	74. Appropriate levels of quality assurance are a component of the project. 
75. Quality requirements are frequently discussed and quality is viewed in terms of a culture of working (not just testing) 
76. Appropriate reviews, tests and checkpoints at which quality can be verified are planed into the project 
77. The team developing the project’s deliverables sees quality as a shared responsibility, not just the responsibility of the Quality Assurance group 
78. Testing focuses on more complex situations such as error and recovery handling when things go wrong, not just the simple test cases
79. Team performs ongoing, incremental testing and verification to find and fix problems early
80. Testing is performed in a test environment that is configured the same as target production, or operational environment in which the project’s deliverables will be used.
81. There are established performance and reliability requirements metrics tracking processes. Project met its key performance indicators 
82. Performance requirements satisfy user needs
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	11. Project Management
	83. Organization and project team apply a formal, appropriate project management methodology 
84. Early project delays are not ignored — appropriate revision to the overall project schedule occur as needed. Deliverable due dates are not missed during the first 10 percent of the project schedule 
85. The project plan is published and there is sufficient follow up or tracking to allow issues to be surfaced and addressed early. Insufficient tracking of issues result in delays and other follow-on problems 
86. Information that might show that the project is running into difficulties is raised and carefully considered (and acted on when needed). Bad news is not glossed over when presenting to customers, managers and stakeholders (no “Green Shifting“). 
87. Schedule and budget are only considered in relation to quality so that it is not is compromised. Schedule and budget do not become the only driving forces. 
88. Project is tracked based appropriate increments, not just large work items 
89. Change control process is appropriate and consistently applied. 
90. Project managers have sufficient and appropriate training for the level of project to which they are assigned 
91. Project manager(s) have successfully managed a project of this scale before 
92. Project management and organization have appropriate lines of reporting and responsibility which provide adequate technical and managerial oversight of the project. 
93. The right level of project oversight is applied (e.g. the Project Manager neither micromanages the project causing the team to become de-motivated or fails to track things sufficiently closely allowing the project to run out of control).

	12. Decision Making
	94. Key decisions (strategic, structural or architectural type decisions) are made by people who have the subject matter expertise to be making the decision. When making critical decisions, expert advice is solicited and applied. 
95. Critical decisions are brought to closure, reducing wheel-spin and inaction over extended periods of time
96. Group decisions are facilitated towards arriving at the best possible answer, rather than made at the lowest common denominator  
97. Key decisions are made after identifying and considering alternatives not falling prey to “First Option Adoption“
98. Answers are complete and decision fragments are not left unanswered (parts of the who, why, when, where and how components of a decision are made, but others are never finalized) 
99.  Clear ownership of decisions and/or the process by which key decisions will be has been established. This reduces indecision and confusion.
100. [bookmark: _GoBack]Project stakeholder decisions are not delayed and due dates are not missed as a result of waiting on decisions. Key stakeholders review and sign off deliverables on a timely basis.
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