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What is a Project?

A temporary endeavor undertaken to 
create a unique product, service, 

enhancement, deliverable, or result.

What is Project Assessment & Review?

A Phase & Gate process used to move a 
new request from a simple idea to a 

formal project authorization.

Review: Project Management 101
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What is a Phase & Gate process?

“Phase & Gate” is a widely employed process that divides effort into distinct time-

sequenced phases separated by management decision gates. Multifunctional teams must 

successfully complete a prescribed set of related cross-functional tasks in each phase 

prior to obtaining management approval to proceed to the next phase of the process

Phases

Phases are where the action occurs. 

The players on the project team 

undertake key tasks to gather 

information needed to advance the 

project to the next gate or decision 

point.

Gates

Preceding each phase is a decision 

point or gate which serves as a Go/Kill 

and prioritization decision point. Gates 

provide the funnels where mediocre 

projects are culled out and resources 

are allocated to the best projects. 

Review: Project Management 101

 

What are the benefits of Project Assessment & Review?

• Puts discipline into an otherwise ad-hoc, chaotic process.

• Provides improved focus via gates, where poor projects are killed and efforts can be 

redirected to more promising projects.

• Ensures a complete process - no critical errors of omission and no missing steps.

• Builds the voice of the customer into new projects.

• The process is visible, relatively simple, and easy to understand and communicate.

• The requirements are clear: expectations of teams and leaders at each phase and gate 

are spelled out.

• Phase-Gate manages business risk by breaking resource commitments into increments 

or phases.

• Clearly defined gates with pre-specified deliverables mean faster decision-making.

The result:
A more effective, efficient, faster process that produces more successful projects!

Review: Project Management 101
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Project Assessment & Review: Context Diagram

Project Assessment and Review Process: Context Diagram
v1.0

Customer

Relationship Mgmt

BPOs

BRDs

Request ESC
Priorities

RoadmapDiscussed
Requests

Phase 1 Phase 2 Phase 3 Phase 4 Phase 5

Concept

Gate 1

Insight Prioritization Business Case

Project Assessment and Review Process: Flow Diagram
v1.0

Inputs

Request Types

Request Mechanism

Gate 2 Gate 3

✓ IS Request Central

Project Selection

Gate 4 Gate 5

Outputs

✓ Project Sponsor

✓ Funding Source

✓ Business Case

✓ Estimated Timeline

✓ Team Structure

✓ High-level scope

✓ New system functionality

✓ Enhancement to existing 

system functionality

✓ Major system performance 

enhancements

Request Submission

✓ Any USC Associate

BPO: Business Process Owner

BRD: Business Relationship Director

Objectives:

Participants:

✓ Requestor, BPO, BRD

Objectives:

✓ BRD, Delivery Team(s)

Objectives:

✓ Prioritization Committee

Objectives: Objectives:

✓ Sponsor, Owner, BRD ✓ Exec Steering Committee

Deliverables

Decision Maker(s)

✓ IS Delivery Teams

✓ BPO

✓ BRD

Deliverables

Decision Maker(s)

✓ Prioritization Committee

✓ Delivery Team(s)

Deliverables

Decision Maker(s)

✓ Sponsor, Champion

✓ Delivery Team(s)

Deliverables

Decision Maker(s)

✓ Executive Steering 

Committee

Deliverables

Decision Maker(s)

✓ Requester’s Manager

✓ BPO

✓ BRD

G1.1 Manager Approval

G1.2 BPO Approval

G1.3 BRD Approval 

G1.4 High level estimate of 

benefit

G1.5 High level requirements 

G2.1 Rough estimate of 

cost (ROM)

G2.2 Completed Project 

Evaluation Form

G2.3 Completed Project 

Assessment 

Calculation

G3.1 Project Inventory 

Ranking

G3.2 Estimated Delivery 

Schedule  (top requests)

✓ Short Form (> $250k)

✓ Long Form (> $1MM)

G4.1 Completed Business Case

G4.2 Completed Project 

Evaluation Form

(< $250k)

G5.1 Formal Decision 

Communication

G5.2 Project Roadmap Update 

based on G3.2 Estimated 

Delivery Schedule

✓ Define needs

✓ Socialize concepts

✓ Identify Champion

✓ Obtain IS Endorsement

Participants: Participants: Participants: Participants:

✓ Understand requirements

✓ Deliver rough estimate 

of costs

✓ Determine benefit

✓ Determine business 

priorities

✓ Define delivery needs

✓ Estimate schedule

✓ Build detailed benefit 

and costs

✓ Define compelling need

✓ Secure funding

✓ Assess business case

✓ Align request with 

business strategy

✓ Select best fit

Any Associate

Project
Assessment & 
Review Process

Release Planning 
Process

Project
Delivery

Production 
Change Control
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Project Assessment & Review: Five Phases

5 Phases: Overview

Concept Insight Prioritization Business Case
Development

Project
Selection

✓ Idea 
generation 
& definition

✓Request 
evaluation 
& solution 
assessment

✓Ranking of 
outstanding 
requests & 
identification 
of projects to 
estimate

✓Detailed 
cost / 
benefit 
analyses of 
highest 
priority 
projects

✓Business 
management 
selection of 
projects to 
pursue

 

Project Assessment & Review: Five Phases

5 Phases: Objectives

Concept Insight Prioritization Business Case
Development

Project
Selection

✓Define needs
✓ Socialize 

concepts
✓ Identify 

Champion
✓Obtain IS 

Endorsement

✓Understand 
requirements

✓Deliver rough 
estimate of 
costs

✓Determine 
benefit

✓Determine 
business 
priorities

✓Define 
delivery needs

✓ Estimate 
schedule

✓ Build detailed 
benefit and 
costs

✓Define 
compelling 
need

✓ Secure 
funding

✓Assess 
business case

✓Align request 
with business 
strategy

✓ Select best fit
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Project Assessment & Review: Five Phases

5 Phases: Gates

Concept Insight Prioritization Business Case
Development

Project
Selection

✓Manager 
Approval

✓BPO Approval
✓BRD Approval 
✓High level 

estimate of 
benefit

✓High level 
requirements 

✓ Rough 
estimate of 
cost (ROM)

✓ Completed 
Project 
Evaluation 
Form

✓ Completed 
Project 
Assessment 
Calculation

✓ Project 
Inventory 
Ranking

✓ Estimated 
Delivery 
Schedule 
(top requests)

✓ Completed 
Business 
Case

✓ Completed 
Project          
Evaluation 
Form

✓ Formal 
Decision 
Communication

✓ Project 
Roadmap 
Update based 
on Estimated 
Delivery 
Schedule

 

Project Assessment & Review: Five Phases

5 Phases: Inputs & Outputs

Inputs

Request Types

Request Mechanism

✓ IS Request Central

✓New system functionality
✓Enhancement to existing system functionality
✓Major system performance enhancements

Request Submission

✓Any USC Associate

Outputs

✓ Project Sponsor
✓ Funding Source
✓ Business Case
✓ Estimated Timeline
✓ Team Structure
✓ High-level scope

Concept Insight Prioritization Business Case
Development

Project
Selection
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Project Assessment & Review: Overview Diagram

Phase 1 Phase 2 Phase 3 Phase 4 Phase 5

Concept

Gate 1

Insight Prioritization Business Case

Project Assessment and Review Process: Flow Diagram
v1.0

Inputs

Request Types

Request Mechanism

Gate 2 Gate 3

✓ IS Request Central

Project Selection

Gate 4 Gate 5

Outputs

✓ Project Sponsor

✓ Funding Source

✓ Business Case

✓ Estimated Timeline

✓ Team Structure

✓ High-level scope

✓ New system functionality

✓ Enhancement to existing 

system functionality

✓ Major system performance 

enhancements

Request Submission

✓ Any USC Associate

BPO: Business Process Owner

BRD: Business Relationship Director

Objectives:

Participants:

✓ Requestor, BPO, BRD

Objectives:

✓ BRD, Delivery Team(s)

Objectives:

✓ Prioritization Committee

Objectives: Objectives:

✓ Sponsor, Owner, BRD ✓ Exec Steering Committee

Deliverables

Decision Maker(s)

✓ IS Delivery Teams

✓ BPO

✓ BRD

Deliverables

Decision Maker(s)

✓ Prioritization Committee

✓ Delivery Team(s)

Deliverables

Decision Maker(s)

✓ Sponsor, Champion

✓ Delivery Team(s)

Deliverables

Decision Maker(s)

✓ Executive Steering 

Committee

Deliverables

Decision Maker(s)

✓ Requester’s Manager

✓ BPO

✓ BRD

G1.1 Manager Approval

G1.2 BPO Approval

G1.3 BRD Approval 

G1.4 High level estimate of 

benefit

G1.5 High level requirements 

G2.1 Rough estimate of 

cost (ROM)

G2.2 Completed Project 

Evaluation Form

G2.3 Completed Project 

Assessment 

Calculation

G3.1 Project Inventory 

Ranking

G3.2 Estimated Delivery 

Schedule  (top requests)

✓ Short Form (> $250k)

✓ Long Form (> $1MM)

G4.1 Completed Business Case

G4.2 Completed Project 

Evaluation Form

(< $250k)

G5.1 Formal Decision 

Communication

G5.2 Project Roadmap Update 

based on G3.2 Estimated 

Delivery Schedule

✓ Define needs

✓ Socialize concepts

✓ Identify Champion

✓ Obtain IS Endorsement

Participants: Participants: Participants: Participants:

✓ Understand requirements

✓ Deliver rough estimate 

of costs

✓ Determine benefit

✓ Determine business 

priorities

✓ Define delivery needs

✓ Estimate schedule

✓ Build detailed benefit 

and costs

✓ Define compelling need

✓ Secure funding

✓ Assess business case

✓ Align request with 

business strategy

✓ Select best fit
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Different size requests follow different routes through the process…

Quick Hit

Examples:
• Minor change to RPA
• Content update to 

USCC.com

Deliverables
(1) High Level Requirements
(2) Project Evaluation Form

- Signature of IS Director

Work in process

Enhancement

Examples:
• Minor CARES functionality  
• Minor AIM functionality
• IVR configuration change

Deliverables
(1) High Level

Requirements
(2) Project Evaluation

Form
- Signature of IS

Director
- Signature of BPO

(3) ROM

(4) Project Assessment
Calculation

(5) Relative ranking
(6) Estimated delivery

schedule (Top
priorities only)

Release planning

(top priorities)

Project

Examples:

• Enterprise imaging solution

• Virtual classroom

Deliverables
(1) High Level

Requirements
(2) Project Evaluation Form

- Signature of IS Director
- Signature of BPO

(3) ROM

(4) Project Assessment
Calculation

(5) Relative ranking
(6) Estimated delivery

schedule (Top
priorities only)

(7) Business Case 
(Long or Short Form)

(8) ESC Approval (Based
on all deliverables)

(9) Roadmap Update &
Enterprise
Communication

F
o

rm
a

l 
P

ro
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c
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M
g

m
t

Project Assessment & Review: Request Sizes

Concept Insight Prioritization Business Case Selection
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A BRD will 
“Endorse” a 
request using the 
Control Panel in 
Request Central.

Request Central: Endorsing a Request

 

 


