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This template can be used to manage a group of similar preliminary engineering and/or final design projects through the use of PEPS contracting capacity.  While the sections shown in the table of contents can be applied to any group of projects, the content within each section is specific to transportation projects.  The content can be customized as needed to fit your specific group of projects.
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Introduction & Signature Page

This Program Management Plan document outlines how projects in the District Name (the District) will generally be managed. Each project will be assigned a Project Manager from Team Name. 

The Program Management Plan document is a joint effort between Team Name and the District to ensure proper expectations have been set, communication channels are open, and Project Managers are set up to successfully deliver projects for the District. 

In addition to this document, each Project Manager will create a short, project-specific Project Management Plan document (see Project Management Plan Template) that contains project-specific information pertinent to successful planning and project management or identifies information that is otherwise an exception/deviation from that which is included in this document. 
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Supervisor/Manager
	Date:



	Signature:


Name, Transportation Planning and Development (TP&D) Director, District
	Date:
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The yellow highlighted text contained in this template identifies items that need to be updated.
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[bookmark: _Toc451523346][bookmark: _Toc451523347][bookmark: _Toc451523348][bookmark: _Toc451523349][bookmark: _Toc451523350][bookmark: _Toc451523351][bookmark: _Toc451523352][bookmark: _Toc451523353][bookmark: _Toc451523354][bookmark: _Toc451523355][bookmark: _Toc478114122]Scope Management & Project Change
[bookmark: _Toc478114123]Scope Management
The Project Manager will assume all responsibilities related to capturing the various requirements of the project scope definition.  Once the scope definition is determined, the Project Manager will ensure that scope is delivered as agreed upon.  The Project Manager will review all deliverables with the Director of TP&D Director to verify that the expectations of the project scope were met

Change Management Process
[All stakeholders recognize that issues arise which may result in changes to the project. In order to ensure that the project is delivered within the budget, on time, and meets the agreed scope, a Change Management Process will be followed.  This process manages all changes to the project and it will mitigate the impact of changes as they occur.] 
Any team member, consultant, or stakeholder may submit a change request for the project in writing to the Project Manager. The Project Manager will evaluate the request and its impact to the scope, schedule, and budget to determine if the change should be escalated to the TP&D Director, or appointed designee, for consideration and approval. All change requests will be documented in the change control register by the Project Manager whether approved or not.  Any risk(s) associated with the proposed change requests should also be submitted to the Project Manager.Read and Delete

The red text contained in this template provides general guidance and should be deleted once the section has been completed.

· Consultant Work Authorization (WA) or Contract Changes: Only the TP&D Director, or appointed designee, may approve a WA or consultant contract change requests. Upon approval, the Project Manager will coordinate the necessary steps outlined by the PEPS Division to issue a supplemental work authorization.
· Minor changes to the project, which have no impact to the Consultant WA or contract, are approved by the Project Manager in concurrence with the project team or at the discretion of the TP&D Director. 
[bookmark: _Toc451523359][bookmark: _Toc451523360][bookmark: _Toc451523361][bookmark: _Toc451523362][bookmark: _Toc451523363][bookmark: _Toc451523364][bookmark: _Toc451523365][bookmark: _Toc478114124]Schedule Management Plan
Schedules will be managed in accordance with the Schedule Guide for TxDOT Transporation Projects document. The Project Manager will assume all responsibilities related to creating and maintaining the project schedule. The District P6 controls staff will be notified of major changes, including the assigning of baselines or other impacts to schedule reporting.

[bookmark: _Toc478114125]Frequency of Schedule Updates
All projects will be updated at least once a month, at a minimum, in accordance with the Schedule Guide. Project Managers may elect to update projects more frequently, as necessary.
[bookmark: _Toc478114126]
Cost Management Plan
[The Budget defines how the costs on a project will be managed throughout the project’s lifecycle.  It sets the format and standards by which the project costs are measured, reported, and controlled.  Budget approval is agreed upon at project start. All budget decisions, to include budget updates and reporting, reside with the District TP&D Director. 
Working within the cost management guidelines is imperative for all project team members to ensure successful completion of the project. These guidelines may include cost accounts that will be created and the establishment of acceptable variances.  
The Cost Management Plan: 
· Identifies who is responsible for managing costs 
· How cost performance is quantitatively measured and reported upon 
· Report formats, frequency and to whom they are presented ]
[bookmark: _Toc478114127]WA Costs and Invoice Process
The Project Manager will track committed and available budget amounts for WAs and master contracts for individual project use and in case of any supplemental agreements. 
The Project Manager will review monthly invoices to ensure the expenses are within reason for the work performed and within budget as identified in the associated WA.  The Project Manager will review all invoices for accuracy, approve, sign and recommend for approval to the District TP&D Director.  All invoices will be electronically signed and forwarded to the TP&D Director. The Project Manager will review WA costs during regularly scheduled project status meetings with the District.

[bookmark: _Toc478114128]Construction Cost Estimate
The Project Manager will be responsible for tracking the Construction Cost Estimate through the course of the project. The Project Manager will notify the District if there is a deviation of more than 10% from the planned Construction Cost, as shown in DCIS, compared to the current estimate.
[bookmark: _Toc398555203][bookmark: _Toc398555485][bookmark: _Toc398627434][bookmark: _Toc398629024][bookmark: _Toc398642147][bookmark: _Toc398642206][bookmark: _Toc451523368][bookmark: _Toc478114129]
Read and Delete
The red text contained in this template provides general guidance and should be deleted once the section has been completed.

1. Resource Management Plan
[bookmark: _Toc478114130]Roles and Responsibilities
	Role
	Responsibility 

	TP&D Director
	provide authorization for the project

	TP&D Director
	approve final deliverables

	TP&D Director
	approve major changes to the project scope, budget, and schedule

	TP&D Director
	approve final closeout of the project

	[TBD]
	provide consultative support and direction in areas containing ambiguous scope

	[TBD]
	provide subject matter expertise and review of deliverables

	Program Manager
	manage personnel to ensure the successful delivery of program

	Program Manager
	update the Program Management Plan and associated management plan documentation

	Project Manager
	Follows and provides input to Program Manager on content of Program Management Plan

	
	


 [A RACI (Responsible, Accountable, Consulted, and Informed) matrix describes the participation by various roles in completing tasks or deliverables for a project. A RACI table should be individualized and customized for each particular project. Column heading are shown as an example only.] 
The District-level RACI (Responsible, Accountable, Consulted, and Informed) table outlines the participation anticipated from the typical resources in the District. Project-specific RACI tables may be developed if there is any deviation from the District-level table ( see RACI matrix template).
[Project Organizational Chart is optional, but should be revised for every district, and may need to be revised for every individual project.]Read and Delete

The red text contained in this template provides general guidance and should be deleted once the section has been completed.




Project Organizational Chart

Read and Delete

The red text contained in this template provides general guidance and should be deleted once the section has been completed.


[bookmark: _Toc478114131]Communication Management Plan & Document Control
[This plan should be revised as necessary for each district. The plan should entail the District’s normal communication channels and responsibilities.]

The Project Manager will take the lead role in ensuring effective communications on this project.  The Project Manager will coordinate the participation and communication with the team members identified in the RACI table and the stakeholders listed in this document.  
[bookmark: _Toc389832240][bookmark: _Toc390071420][bookmark: _Toc386650516][bookmark: _Toc386650714][bookmark: _Toc386650786][bookmark: _Toc386650884][bookmark: _Toc386650980][bookmark: _Toc386651472][bookmark: _Toc386651593][bookmark: _Toc478114132]Project Documentation
All project documents will be stored in the appropriate District ProjectWise folders.  
The Project Manager will be responsible for providing information to identified stakeholders. 
[bookmark: _Toc478114133]Project Status Reporting
The Project Manager will schedule regular monthly meetings with the Consultant and appropriate staff. District or Division staff may be asked to attend, as deemed appropriate by the Project Manager.
[bookmark: _Toc478114134]Internal Status Reporting
The Project Manager will establish a regular monthly meeting to report project status to the District TP&D Director and other staff, as needed. These meetings will utilize the standard status reporting template.
[bookmark: _Toc478114135]Public Involvement
If applicable, the Project Manager will coordinate with District TP&D Director when requesting consultive services from Public Involvement Section of TPP region coordinators found here.
[bookmark: _Toc478114136]External Reporting and Stakeholder Communication
The Project Manager will be responsible for providing information to identified stakeholders. 
[Describe reporting approach to stakeholders outside of the project team such as monthly status updates, as well as any additional reporting process that may be necessary.] 
[bookmark: _Toc478114137]Project Team Communications
· Kick-off Meeting: 
All projects shall have a kick-off meeting, to be scheduled by the Project Manager.
· Status Meetings:
Meetings are to be documented with respect to their agenda, content, and frequency.  Use a Status Meeting Checklist when preparing for regular team meetings and all other meetings, such as those between the PM and the District, the PM and consultant, the PM and the TP&D Director, etc.  Although having weekly team meetings is a common meeting frequency, the Project Manager and/or the District may wish to adjust the frequency of team and other meetings in accordance with project complexity, duration, size, etc.

[bookmark: _Toc386650519][bookmark: _Toc451523371][bookmark: _Toc451523372][bookmark: _Toc386650523][bookmark: _Toc386650716][bookmark: _Toc386650788][bookmark: _Toc386650886][bookmark: _Toc386650982][bookmark: _Toc386651474][bookmark: _Toc386651595][bookmark: _Toc386650524][bookmark: _Toc386650717][bookmark: _Toc386650789][bookmark: _Toc386650887][bookmark: _Toc386650983][bookmark: _Toc386651475][bookmark: _Toc386651596][bookmark: _Toc478114138]Procurement Management Plan
[Describes how the procurement process will be planned, approved, executed and controlled.   
The procurement management plan can include roles and responsibilities and processes for executing Work Authorizations. Follow best practices described in CTR 615 - Consultant Management/Administration.] 
The Project Manager will maintain all WA and contract information in PSCAMS and ProjectWise.
Quality Management PlanRead and Delete

The red text contained in this template provides general guidance and should be deleted once the section has been completed.


[Describe the overall, high-level approach to quality management needed to complete project deliverables. Identification of roles during plan review meetings should be well documented.] 
All members of the project team will play a role in quality management.  It is imperative that the team ensures that work is completed at an adequate level of quality from individual work packages to the final project deliverable.  The following are the quality roles and responsibilities for the project:
The District TP&D Director will have final sign acceptance of the project deliverables.  The Project Manager is responsible for quality management throughout the duration of the project, as well as ensuring that all tasks, processes, and documentation are compliant with the scope of work.  The Project Manager is also responsible for communicating all quality issues with the project team and stakeholders.  The project team members are responsible for ensuring the quality of their own work.  The project team members, as well as the stakeholders, will be responsible for assisting the Project Manager in ensuring all deliverables meet minimum quality standards and will communicate any concerns regarding quality to the Project Manager.

Plan ReviewRead and Delete

The red text contained in this template provides general guidance and should be deleted once the section has been completed.


[Describe the approach for plan review within each District. This may include roles, standard review times, format to receive reviews, etc.]
The review of plans and deliverables, along with the names of those reviewing the plans, is agreed upon with the proper authority in each District. Deliverables and plans will be reviewed by appropriate project team members.  Additionally, other members of the team as well as external stakeholders are encouraged to review and comment on any deliverables.  There are two ways reviewers can record their comments:
a) A copy of the draft document(s) will be placed in the project file folder that will allow for multiple reviewers to open the document at the same time and add comments using the “track changes” function of MS Word along with comments, or
b) Utilize the Review and Comment Log upon each deliverable. 
[bookmark: _Toc478114141]Risk Management Plan 
[Describe how risks will be identified and managed on the project, and if they occur how the resulting issues are documented, managed and/or escalated] 
Risks will initially be identified during the Project Kickoff/Design Concept Conference. The risk identification process will be managed by the Project Manager. Any risks identified during the project should be escalated to the Project Manager as soon as possible.
The approach for managing project risks is to create and maintain a risk register that enables us to proactively identify and address risks.  As risks are identified, the Project Manager assesses, responds to and monitors the risks.  Updates to the risk register can occur at any time and should be communicated by the Project Manager during weekly internal status meetings.  The regular status meetings have a permanent agenda item to discuss new risks or changes to existing risks.
Once a risk is realized on the project, it should be moved to the issues log.  Other issues that arise outside of risk register may also be added to the log.  The Project Manager will be responsible for developing an action plan to help reduce the impact of the issue(s) or modify the project plan to account for the impacts.
Upon the completion of the project, and during the closing process, the Project Manager will analyze each risk as well as the risk management process.  Based on this analysis, the Project Manager will identify any improvements that can be made to the risk management process for future projects.  These improvements will be captured as part of the lessons learned knowledge base.

[bookmark: _Toc478114142]Issue Resolution Process

The Issue Resolution Process is intended to be used to resolve issues that arise on the project. 
Level 1 – Technical Issues: Level 1 is the lowest level and generally takes place between the District/engineering personnel and/or with consultant personnel.  Discussions between affected parties should commence promptly once an issue is discovered.  Most issues can and should be resolved at this level; generally with only cursory input from the Project Manager, these issues are typically resolved within two (2) working days. 
Level 2– Cost, Scope, Schedule, and/or Quality Issues: Level 2 is intended to resolve issues elevated from Level 1 because of potential cost, scope, schedule, quality and/or contractual issues. The Project Manager will be contacted and asked for an opinion on the issue and proposed resolution. If the Project Manager agrees with the proposed resolution, then no further action is necessary.  If the Project Manager does not agree or proposes a different solution due to cost, scope, schedule, and quality issues, discussions should commence immediately and the issue should be resolved within an agreed upon time or if necessary be referred to Level 3. 
Level 3 – Technical, Cost, Scope, Schedule, Quality, and/or Contractual Issues: Level 3 will be utilized upon failure to resolve an issue among project team members.  At this level, the Project Manager will take an active role in coordinating a resolution between TP&D Director and any other identified Division or District personnel.  Upon resolution, the Project Manager will communicate the result or direction to the entire team. 
The Project Manager should always be included in any issue when the cost, scope, schedule and/or quality are expected to be affected – regardless of the level the issue has reached. All Level 2 and higher issues as defined above must be documented in the Issues Log, and the Project Manager will track the issue resolution documentation. Issues will be resolved within the timeframe agreed upon.  If necessary, Level 1 and Level 2 issues will be included in the status meeting minutes.  The meeting minutes will contain action items for the resolution of issues within the project team according to the Project Management Plan. 
In the event that the issue is related to the consultant contract, the Project Manager will coordinate directly with TP&D Director, to discuss the contract issues. The TP&D Director has final approval authority for any changes to the contract.
[bookmark: _Toc478114143]Project Closeout
Upon completion of the project, the Project Manager will review all deliverables with the Director of TP&D Director to confirm that the expectations of the project were met.  Once the TP&D Director is satisfied, the Project Manager will complete the project closeout documentation via a project closeout meeting.  All closeout documents will be stored in the ProjectWise project folder. The Project Manager will also complete all appropriate contract closeout documents as required by PEPS.



[bookmark: _Toc478114144]Appendix to Project Documents (from Crossroads PM Tools page)
Kickoff Meeting Checklist 

Status Meeting Checklist 

Issue Log 

Project Closeout Meeting Checklist

Change Control Log 

Invoice Ledger for Preliminary Engineering

Risk Register 

Review Comments Resolution

Communications Log

Meeting Minutes Document

Public Involvement Plan (documents from Public Involvement Section of TPP Division)

Stakeholder Log 

RACI Matrix

PM Capacity Tool
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