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End of Approval Phase Checklist

What:  A checklist of activities and deliverables that should be completed by the end of the Approval Phase.  This checklist can be used during an end-of-phase management review.  This is one of a series of end-of-phase checklists, one for each of our representative project phases.


Why:  The theme of an end-of-phase management review is to ensure that sufficient work has been completed in the current project phase to allow the project to enter the next phase without an unacceptable increase in project risk.  Thus the checklist is not only for what work was done in last phase but also for what foundation has been set for the work that is coming next.  Projects that don’t lay a good foundation in risk reduction activities such as planning, requirements management, design and testing can become “overextended” in later project phases, increasing the schedule time, cost, and risk of the project, and decreasing the fitness for use of the project’s result.  A checklist that tracks the status of key activities and deliverables in each project phase can help the team and stakeholders decide if a sufficient foundation has been laid in the current project phase to allow the project to continue into the next phase.

 
How:  If you are at the beginning of your project, download this checklist and the other end-of-phase checklists and use them to make the general plan for the entire project.  If you are in mid-project, examine the checklists of previous phases to ensure that your project is not already overextended.  Try to avoid examining these end-of-phase checklists late in the project phase or on the eve of the end-of-phase project review -- they lose much of their value as a planning tool if they are not used early.

Edit these checklists to remove items that don’t apply to your particular project, and to include additional items that are key gating items in your organization’s development process.  You can also adapt these checklists to your organization’s project lifecycle phases -- more on that below.  Try to do this editing EARLY in your planning, when you’re not under pressure to complete a particular phase.  Then hold the checklist steady both during and at the end of the phase -- resist making changes and removing items in order to have “a better review”.

Don’t be put off by the number of items on these checklists.  For example, note that the term “plan” does not necessarily mean a formal document -- it means your team has done some critical thinking in the subject area and has captured the results of that thinking into a plan that specifies activities and deliverables.  The plan should be in some written form so that it can be systematically applied to the project over time without complete reliance on human memory.  In some organizations, you can substitute “planning” for plan and show the results implicitly in other items like schedules.  Or you may have a few paragraphs each for some of these “plans”, captured in one general planning document.  In other organizations, you’ll want to show a more formal written plan or other auditable evidence that you’ve done the early critical thinking about the subject area. 

Start actively using each checklist EARLY in the project phase to ensure completeness of the activities and deliverables that you are trying to accomplish during the phase.

As part of the end-of-phase review, the checklist should be prepared with either a “YES” or “NO” in the “Done?” column.  Items with a “NO” are “punch list” items.

The Punch List

Not all activities and deliverables may be completed at the end of a project phase.    The goal of a “gating” end-of-phase management review is NOT to rigidly enforce a “waterfall” development methodology where everything must be completed, approved, and signed off before any activities in the next phase can begin.  There should be overlap between phases and as much concurrency as possible without exposing the project to unacceptable risk.  The point of the gating review is to examine the state of the current phase’s activities and deliverables and MEASURE THE RISK OF OVEREXTENDING THE PROJECT by moving the “center of effort” of project activities heavily into the next phase at this point in time.

If there is an activity or deliverable that has not been completed by the end-of-project review, the team and stakeholders may make a consensus decision is that there is no severe risk in allowing the project to continue into the next phase as long as the activity or deliverable is COMPLETED IN A TIMELY WAY AND SCHEDULED TO BE COMPLETED BEFORE ITS ABSENCE WOULD RAISE RISK.  If this case can be made for the item, then enter a “NO in the “Done?” column and enter the item’s completion date in the “Punch List Date” column.  This activity or deliverable is now considered to be on the “punch list”, a to-do list of activities that the project manager recognizes as exceptional -- a carefully controlled overextension of the project.  These items must be carefully tracked to closure before the end-of-phase review can be considered complete.  The project manager takes an action item from the end-of-phase review to track each item on the punch list and report the closure of each item.   One mechanism for doing this is to by amending the review minutes as each punch list item is closed out.  Progress on the punch list should be reported regularly and frequently.   The review is not considered complete until the punch list has been cleared. 

Project Phases

The project phase methodology that we use is a representative one, but by no means the only one or the best one.  You don’t have to use our project phases  -- you can adapt these checklists to your own development or project life-cycle methodology.  For example, product development organizations might split the “Execution” phase into two distinct phases of “design” and “prototype and test”.   Organizations with complex manufacturing may want to have two phases for “Delivery”.  Other industries may have completely different phases.  The point here is that a project lifecycle should have periodic progress reviews where the work to date is examined and the risk of continuing with the project is assessed.

To guide your use of this checklist and its possible adaptation to your own development model, we repeat here our definition of this phase of the project.

Approval Phase

We call this phase the "project endgame". This is the phase where the product or system's "fitness for use" -- the degree to which the design meets the requirements -- is measured. This measure is made by thorough performance testing, environmental testing, product reviews, and process reviews. Changes to the design in this phase are often very expensive, and even minor changes to the design at this point often have a high risk of side effects. 

Interestingly enough, one of the challenges of this phase is determining when you are done. How do I determine when my design meets requirements? Does "fitness for use" mean that every single product requirement has been satisfied? How do I mediate between marketing, engineering, quality assurance, and production when test results and reviews are generating issues? What is the difference between "white box" testing and "black box" testing and how are they used? I wish I had done things differently earlier in the project, but I didn't and now I'm painted into a corner -- what can I do right now to save my project? Why does manufacturing need so much documentation? Why did QA "change the rules" on me? 

Read our white paper Handling the Endgame of a Project (In Papers and Presentations on www.projectconnections.com) to gain some insight on why projects go south during the endgame, what you can do about it while you're in the middle of a bad one, and what you can do early in the next project to avoid bruising endgames. 

End of Approval Phase Checklist
	Activity or Deliverable
	Done?
	Punch-list Date

	Vision reviewed and reconfirmed 
	
	

	Reviewed marketing launch schedule and progress
	
	

	Product pricing finalized
	
	

	Reviewed  product risk and hazard analysis and mitigations
	
	

	Final hardware validation testing completed, reviewed, and passed
	
	

	Final software validation testing completed, reviewed, and passed
	
	

	Updated product cost/cost-of-goods-sold/mfg. labor 
	
	

	Audited design configuration management for completeness
	
	

	Released design drawings and bills of materials
	
	

	Released software  
	
	

	Removed restrictions on volume parts procurement 
	
	

	Evaluated pilot and process validation
	
	

	Final manufacturing plan
	
	

	Initial production schedule finalized
	
	

	Initial production started
	
	

	Updated project portfolio priority
	
	

	Reviewed and updated project budget
	
	

	Patent submissions completed or synchronized with announcements
	
	

	Reviewed project schedule
	
	

	Reviewed Reliability/Compliance/Quality testing 
	
	

	Final Field Service/Customer Support/Technical Support Plan
	
	

	Field Service/Customer Support/Technical Support training scheduled/in progress
	
	

	Released product documentation (manuals, labeling); started printing
	
	

	Design responsibility transfer from development to sustaining engineering started
	
	

	Team celebration!
	
	

	Updated team names, roles, and responsibilities;  ramp-down is scheduled
	
	

	Reviewed project issues; critical issues have scheduled tasks
	
	

	End of Approval Phase Go/No Go management review
	
	


