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1 General Questions
1.1 Who is the authority behind the SDLC 3.0?

The CIO and other members of the Management Council have endorsed the implementation of the refined SDLC through their approval of the OCIO Transformation Road Map.  

1.2 How are we enforcing the SDLC 3.0 and ensuring that individuals are actually following the rules set forth in SDLC 3.0 instead of simply trying to get around them or doing things “their way?”

A consistent implementation of the methodology is critical to achieving the desired benefits.  There are two items that will reinforce adoption over time. First, the SDLC creates an environment where Project Teams are empowered to make project level decisions (project scope, what artifacts are needed, project task definition, who is going to do the work, artifact completeness/acceptability, Go/No Go decisions, etc.). This empowerment will not work as planned if the right persons are not included on the team AND if the team members do not hold themselves individually and collectively accountable to making the right choices. Many of our folks are on this path; others need some more encouragement.  Second, we are refining the independent review process that the QA Team will be performing of the “Project Team’s” deliverables and decisions. Once fully implemented, this IV&V will bring new transparency to project quality (artifacts and process) so that additional guidance may be provided to teams where it is needed.  Implementing this level of structure where it was not the common practice is not easy but it is a worthwhile and achievable effort that has proven benefits in many public and private enterprises.  It will take some time for all parts of the agency to weave it into their standard routines. 
1.3 How is this process better than SDLC 2.0?

SDLC 3.0 improves the development life cycle framework in several ways.  The key benefits are as follows:

· Requires use of a standard process for initiating new ventures that will minimize confusion about what projects are being supported.  

· Permits tailoring of SDLC steps on a project-by-project basis, eliminating the “one size fits all” approach
· Defines detailed roles for major support SDLC functions and responsibilities for each role and each SDLC activity. 

· Inclusion of Go/No Go decision points at the end of each phase guide project team decisions on the readiness to advance to the next phase of the life cycle. 

· All USPTO employees are required to follow SDLC 3.0 to ensure that all of the project success factors upon which SDLC 3.0 is based are addressed. 

1.4 When did the SDLC 3.0 go live?

SDLC 3.0 went into effect October 1, 2008.

1.5 Who has to use SDLC 3.0?

All USPTO projects must follow the guidance and policies laid out in SDLC 3.0 with the exception of emergency maintenance projects.
1.6 Who owns the SDLC 3.0?

You do!  There is no single group that “owns” SDLC 3.0.  The Program Management Group is responsible for organizing and updating SDLC 3.0 documentation, but without the support of you, the USPTO employees and contractors, SDLC 3.0 will not be a success.

1.7 The SDLC and artifacts are geared to software development projects; how can they be used for non-development projects?

The SDLC is a framework for identifying the critical analyses, documents, and approvals associated with the successful completion of a project. The framework is a guide that is useful for all projects, not only software development projects. Similarly, the artifact checklist is heavily populated with artifacts that are normally associated with software development projects.  However, it also contains generic artifacts that warrant consideration for all project types. For example, team selection, project sizing, project charter, project plans, cost estimates, etc. Project Teams are responsible for selecting the appropriate activities in the SDLC framework and artifacts from the checklist that are needed for each specific project. Teams are expected to review the activities and the artifact checklist and select those items that are necessary to enable a successful project. Also, Project Teams may add activities and artifacts to their specific project where warranted. 

2 Go/No Go Decision Questions
2.1 How does a project pass from phase to phase?

In order to proceed from one phase to the next, the project must pass through a Go/No Go Decision point.  This decision point could be in the form of a face-to-face meeting or as the result of agreement from all members of the Project Team that all requirements for advancing have been met. Agreements of the team members must be documented. The various phases’ Go/No Go Decision Meeting approval forms are available on the SDLC Web site.
2.2 Who do I need to speak to in order to schedule a Kick-Off Meeting?

Project Teams assembled by the person in the role of Project Manager are empowered under SDLC 3.0 to schedule and conduct the Definition Phase Go/No Go Decision Meeting.  These meetings replace the former “kick off” meeting. The Project Team must complete all of the artifacts required for existing the Definition Phase before making the go/no go decision. In addition, the team members are all required to signify their approval of the artifacts and readiness to move to the Design Phase as part of the Go/No Go Decision process.
2.3 I am ready to proceed to a Go/No Go Meeting; who do I need to approve/sign off on the documentation so that my project can move onto the next phase?

You need the approval of the Project Team members.   For example, the team members assembled at the beginning of the Definition Phase should be present at the Definition Phase Go/No Go Decision Meeting and provide their consent for the project in order for it to proceed to the Design Phase.
2.4 What documents are needed before I can take a project to its Kick-Off Meeting?
The Kick-Off Meetings have been reframed as the Definition Phase Go/No Go Decision.  The list of documents required depends on the size of the project and are determined during the Concept and Definition Phases.

2.5 How does the SDLC 3.0 process ensure that all requirements for each phase are completed/addressed before the project is allowed to move onto the next phase?

Each SDLC phase has its own Go/No Go decision check point where the Project Team jointly approves the artifacts for accuracy and acceptability. There is also an independent review conducted by the QA Team is to determine if all the requirements of the phase have been completed and the team is ready to safely move on to the next phase.  

3 Procedural Questions
3.1 There are a lot of steps listed in the Phase and Activity Descriptions.  Do I have to follow all of them?

Not necessarily.  Once the project has been sized (see question #3), the Project Team will be able to determine what activities and artifacts are needed for the project to be a success. 

3.2 How is the size of the project estimated?

The size of a project is estimated using the information provided by the customer and assessed by the Project Team during the Concept Phase. 
3.3 My Project Team wants to develop a prototype to help us understand options for meeting business requirements. In what SDLC phase should that occur?

Development of prototypes is done in the Definition Phase of the SDLC. Prototypes are commonly used as an advanced form of defining requirements through proof-of-concept modeling. Prototypes can often provide insight into the design and development tasks as well.  However, working prototypes cannot skip the remaining phases of the SDLC and be placed directly into production as that would introduce risks that the SDLC phases are designed to mitigate.

3.4 How do I document the tasks associated with prototyping in the definition phase project plan?

The project planning templates incorporate the common SDLC tasks to help project managers define tasks in a consistent manner and simplify the task definition effort. Prototyping tasks are not part of the current project planning template for the Definition Phase. Therefore, project managers must work with the Project Team to define the specific tasks associated with any prototyping effort and add them to the project plan at the appropriate level of detail. 

3.5 Does SDLC 3.0 have specific steps or processes for Alternatives and Benefit/Cost Analyses?

SDLC 3.0 does not define a specific processes or artifacts for Alternatives and Benefit/Cost Analyses.  However, that does not mean that the process excludes such activities.  The analyses of alternatives and the related costs and benefits are encouraged wherever feasible.  These activities would logically fall into the Definition Phase where requirements and a specific architectural/technical approach are defined.  Conducting these analyses as part of requirements definition is not inconsistent with other methodologies such as prototyping, RAD, etc., which are part of the activities in the Definition Phase. Please see FAQs 3.3 and 3.4 to for more information on prototyping.  

3.6 Are the Project Teams expected to develop an accurate cost estimate for an entire project in the Concept Phase?

No. The cost estimate that is developed in the Concept Phase is for the costs through the Definition Phase only. If the team planned to conduct alternatives analyses as a component of finalizing requirements and the architectural approach, they would develop a project plan that defined the tasks needed to complete the number of alternatives they intended to review and any costs associated with implementing that plan. That information would be the cost estimate through the Definition Phase.  Cost estimates for the remaining phases of the project (design through deployment and annual operations) are prepared at the end of the Definition Phase and approved as part of the Go/No Go and project kick off decision.
4 Roles and Responsibilities Questions
4.1 Who assigns the roles for a project?

Roles are assigned by different persons in different phases of the SDLC. For example:

· The leadership in each business unit assigns persons to the roles of Business PM's Senior Management and Business Project Manager (Business PM). 

· The OCIO Customer Liaison assembles OCIO persons to fill the roles needed to support the activities of the Concept Phase by requesting OCIO managers in the applicable technical disciplines to assign persons to the appropriate roles.

· The OCIO PM also requests OCIO managers in the applicable technical disciplines to assign persons to the appropriate roles for activities in the Definition through Deployment Phases. 

4.2 May a person support more than one role?

It is possible for one individual to hold several roles simultaneously for the same project as long as he/she is qualified to do so.

4.3 What are the roles associated with SDLC 3.0 projects and where are they documented?

The roles and their respective responsibilities can be found on the OCIO Intranet Web site in the Phase and Activity Description and the Roles and Responsibilities documents.

4.4 Does the person assigned to a role have to be from a specific department?  

For example, does the Project Manager have to be from the Program Management Group and does the Systems Development Lead have to be from the Systems Development Management Group?

No.  The roles in SDLC 3.0 are not specific to any particular group.  Groups come and go, while the roles will not frequently change.  Organizational assignments are not a barrier to filling a role as long as the person assigned to a role is qualified to complete the role’s responsibilities.  Persons filling roles must meet all of the responsibilities of the accepted role.
4.5 Who serves on the “Project Team” in the Concept Phase? 

The team must include all the entities that have a stake in the successful completion of the project (e.g., security, operations, telecommunications, system develop, architecture, etc.). Membership by these entities minimizes down stream surprises and problems that are likely to surface when all of the necessary information was not considered when the project was being assessed. 

4.6 Who selects the “Project Team?”

The OCIO Customer Liaison and the Business Project Manager are required to identify and request participation of staff from the entities that have a stake in the successful completion of the project (see the response to FAQ #25). 
4.7 Can the “Project Team” make all of the decisions in the Concept Phase? 

Generally, yes. The team members are empowered to complete the project sizing worksheet and select the artifacts needed to support successful completion of the project (Activity A12). In addition, the team approves these artifacts and the project charter and project plan that defines the work required to advance through the Definition Phase.  These functions do not have to be escalated beyond the team for most projects. However, the project’s OCIO PM must make a judgment call to include higher level management if the OCIO PM believes that the project warrants that higher level of awareness.
4.8 What are the differences in the responsibilities of the Project Manager and the Systems Development Lead?

The SLDC 3.0 Roles & Responsibilities document provides a description of the roles and the step-by-step description of what each role does at each step of the project that is provided in the activity descriptions. Please review those documents to understand the differences between these roles.
5 Artifact-Related Questions
5.1 There are a lot of artifacts and activities listed in the Artifacts and Activities Checklist; do I need all of these deliverables?

Not necessarily.  Project size (determined by completing the project size classification score sheet and the artifacts checklist) determines what artifacts the project will need to be successfully deployed.  

5.2 I downloaded/obtained a hard copy of a SDLC 3.0 document a few weeks ago, is this document still usable?

The SDLC 3.0 documentation is constantly changing.  Therefore, the document you obtained a week or two ago may no longer be the most current version.  You should check the SDLC Web site for the latest version of templates or forms just before you begin populating them.

5.3 A document I used to complete an activity was up to date when I used it, but has since been modified; do I have to go back and redo this activity?

No.  Once an activity has been completed, it is completed.  No one will ask you to redo a task because the associated documentation has been updated since you completed it.
5.4 The Enterprise Program Management System (EPMS) uses Microsoft Project 2007 while many individuals still use Microsoft Project 2003.  This is a problem because Microsoft Project 2007 is not backward compatible with Microsoft Project 2003.  How can we overcome the Microsoft Project versions issue?

All projects will ultimately be published and maintained in EPMS.  Project plans that are created in MS Project 2003 may be uploaded into EPMS once the PM or scheduler has received the necessary training. There should not be any reason to move project plans from EPMS back to a 2003 version. Accordingly, use of MS Project 2003 will not present a problem once the plans are loaded and maintained in EPMS.
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