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1 [bookmark: _Toc357610283]Introduction  
There are projects that are easily closed, while others seem to drag on forever, especially if there are still open items or change requests.  Ending these projects can be challenging.  This Project Closing Process will provide the tools to help finalize projects and hand over the product to the client.  While the closing process is not critical to the project's success it is important to the success of future projects.  
Closing a project includes completing a Transition Task Control Document for planning and tracking the transition progress of:
· Documenting Project Background
· Identifying Completion Criteria
· Identifying Outstanding Items
· Documenting Final Budget vs. Actual
· Deliverables
· Project Documentation
· Supplier Release
· Staff Release Planning
· Staff Release Activities
· Other Resources
· Technical Support
· Closure Communications
· Closing Financial Accounts
The Transition Task Control Document is a spreadsheet companion document to this process document and is stored in the same location as this document.  Closing projects with these items builds a strong foundation for upcoming projects. 
1.1 [bookmark: _Toc318966591][bookmark: _Toc318966827][bookmark: _Toc318966924][bookmark: _Toc318967118][bookmark: _Toc318967246][bookmark: _Toc357610284]Instructions
Complete all Tabs of the Transition Task Control Document.  If a particular tab is not applicable, enter NA (Not Applicable) to indicate that you have at least considered the topic.   
[bookmark: _Toc318966592][bookmark: _Toc318966828][bookmark: _Toc318966925][bookmark: _Toc318967119][bookmark: _Toc318967247]Definitions of project management and technology terms are presented in the On-line Project Management Glossary (Browse: www.technology.wv.gov > Products and Services > Project Management Methodology > Glossary).
1.2 [bookmark: _Toc357610285]Contact Information 
Complete this section and maintain the document history.  The Sponsor, Authorized By, and Contact can be the same or different individuals.  All columns and rows are expandable.  Add rows when it is necessary to include additional information.
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2 [bookmark: _Toc357610286]Project Closing Process 
The Project Transition Task Control Document will document the successes and failures of the project.  It provides a historical record of the planned and actual budget and schedule, recommendations for future projects of similar size and complexity, information on staffing and skills used to meet project objectives and goals, how the customer expectations were managed, lessons learned, and an official project sign-off.  Sections of this report include:
· Project Background – the purpose of this section is to provide project background information for future team members who may need to review this information. 
· Project Completion – this section documents whether the project objectives, benefits and deliverables were met successfully to the customer’s satisfaction and any outstanding items to be addressed in future phases.
Completion Criteria Tab
This part of the report should demonstrate how the customer’s expectations were initially determined and how they were managed throughout the life of the project.  List the criteria which must be met to confirm that the project is completed.  For each criteria listed, assess whether or not it has been achieved to the satisfaction of the customer.
Outstanding Items Tab
List any outstanding items which still need to be undertaken even though the project has satisfied the above completion criteria.  For each item, list the actions required to be undertaken and the owner responsible for undertaking the action.
· Project Closure – this section outlines the next steps required for the handover of deliverables and documentation to the customer, the termination of supplier contracts, the release of project resources, and communication to all stakeholders that the project is closed. Specific information related to closing the project budget, developing a transition plan and archiving information is provided in this document.  
Final Budget vs. Actual Tab
Document the final budget vs. actual cost of the project.  Provide any other comments that relate to the overall budget and/or actual cost.
Deliverable Transition Tab
Identify a transition plan for the release of all project deliverables to the customer. 
Other Resource Transition Tab
Identify non-personnel resources that will require transition, what it has been used for, what is required to transition, target release date and person responsible for completing the transition.
Technical Transition Tab
Identify details needed to transition support to an identified technical support group by listing the details for support hours, rollout plan to the support group, how issues are escalated and to who, supporting documentation and location where stored, any known users questions and answers and any additional information that may be needed.
Closure Communication Tab
Identify a plan to communicate the project closure to all stakeholders and interested parties.  An example is provided.
3 [bookmark: _Toc357610287]Staffing Transfer and Release
Staffing Transfer/Release refers to the process used to accommodate staff changes or shift staff project responsibilities as the project comes to a close. 
Maintaining full project staffing through the completion of the project is an important element for project success.  Employees who know that management is actively managing their professional interests are less likely to leave a project effort before completion. 
Since employees are given employment expectations when joining the project, they know what to expect at the end.  Well planned Staffing Transfer or Release efforts reflect professional courtesy and reduce the prospect of disgruntled employees.  Employees participate wholeheartedly throughout the project, instead of looking for the next assignment to the detriment of the current project.  
[bookmark: _Toc357610288]Process of releasing staff
· Plan for the next assignment for project staff.  Do not wait until the last minute to care for project staff futures.  Plan ahead and be prepared.
· Honor and thank staff and contractors for project contributions. 
· Consider current project employees for on-going Maintenance and Operations roles. 
· Provide resource manager with performance evaluation recommendations.
Staff Planning Tab
Assign steps for handling the Staff Transitions, identify when the tasks need to be complete, if there are any dependencies and the current status.
Staff Transition Tab
Identify a hand-over plan for the release of all project staff.  An example is provided.
4 [bookmark: _Toc357610289]Financial Closure
Financial closure is the process of completing all project-related financial transactions, finalizing and closing the project financial accounts, disposing of project assets and releasing the work site.  Financial closure is a prerequisite to project closure and post implementation review.  Financial closure establishes final project costs for comparison against budgeted costs as part of the post review.  
[bookmark: _Toc357610290]Process of Financial Closure
· Establish and publish to all project staff and vendors the deadline date for the completion of all financial transactions and closing of financial accounts. This includes completing timesheets.
· Verify that all acceptance criteria in the Statement of Work have been met prior to payments to vendors and consultants. 
· Verify that there are no outstanding invoices or unresolved financial obligations. 
· Close financial accounts according to applicable agency, state and federal accounting procedures. 
· Comply with all applicable funding source requirements for records retention and financial reporting. 
Financial Closure Tab
Identify closure tasks, assign person responsible, set a date for completion, identify any dependencies and indicate the current status.
5 [bookmark: _Toc357610291]Lessons Learned
This is valuable to the closure and release mechanism for team members regardless of the project’s success.  The lessons learned session is a meeting including the project team, stakeholders representation, management, and if applicable, the staff who will take over operation of the product.  This session will provide a forum for praise and recognition and an opportunity to discuss ways to improve future processes and procedures.  Lessons learned should not only identify the bad things that occurred but also those things that were good and had a positive effect on the project.  The intention is to eliminating their occurrence of the negative items in future endeavors from happening and to increase success of projects by repeating the things that went right.  It is important, that the discussion of lessons learned do not point a finger at a target but to identify ownership for the problem areas and to developing useful recommendations for future processes.  The Project team members and customers should submit lessons learned as they occur, rather than waiting until the post implementation review. 
6 [bookmark: _Toc357610292]Project Archive
A Project Archive refers to the gathering and storing of project artifacts (e.g., project charter, working documents, etc.) at the close of the project.   Retaining historical project documents can provide information for future projects, for on-going operational support, and for answering questions regarding the project. 
[bookmark: _Toc357610293]Process of Project Archiving
· Use a folder structure to store electronic artifacts that is documented. 
· Secure artifacts so they cannot be modified. 
· Include a description of the artifacts being stored, the software used to create the artifacts, a point of contact, and description of folder structure. 
· Ensure the support team has knowledge of, and access to, all the project artifacts.  
Documentation Transition Tab
Identify a hand-over plan for the release of all project documentation to the customer.  A sample documentation plan is provided and may not apply due to project uniqueness.
7 [bookmark: _Toc273356264][bookmark: _Toc357610294]Contractor Closing Plan
[bookmark: _Toc273356265]After a project has been completed you must ensure that a contractor closing plan is executed.  The contractor closing plan is executed to ensure that permissions are removed from project environment and to ensure that knowledge transfer occurred with the appropriate people.  These steps are generally included in the overall project close-out.
· [bookmark: _Toc273356266]Ensure that security badges have been turned in
· [bookmark: _Toc273356267]Access to applications has been disabled.  Accounts must be disabled in the application(s) and in the database(s)
· [bookmark: _Toc273356268]Submit an account deletion form
· [bookmark: _Toc273356269]Knowledge Transfer Demonstrated
Supplier Transition/Termination Tab
Identify a hand-over plan for the termination of project supplier contracts.  An example is provided.
8 [bookmark: _Toc357610295]Customer Project Signoff
· An important task of closing a project is the acceptance of the project deliverables by the customer.  The best way to resolve this is to convene a final customer review of the deliverables against the requirements and specifications, any deviations from the established requirements will have been documented and approved.  During the review you will go over the deviations and justifications.  In addition you will cover any open items (action items, issues, etc.) in an effort to close them. By drawing all of the stakeholders together in a single meeting, you can avoid closing these open items on an individual basis.  Approval – Certification by both the customer and WVOT project managers that the project has been officially closed.


9 [bookmark: _Toc357610296]PROJECT Closing Process Templates
[bookmark: _Toc357610297]Closeout Checklist
The Project Closeout Checklist is a separate document and includes the following.

· Project Implementation and Acceptance
· Final Documentation
· Staffing Plan
· Lessons Learned


[bookmark: _Toc357610298]Project Closure Questionnaire
The Project Closure Questionnaire is a separate document and includes survey questions for the following.

· Project Management and Communications
· Schedule Estimation
· Design, Development and Test Processes
· Implementation and Deployment
· Closing / Lessons Learned

[bookmark: _Toc357610299]Transition Task Control Document
The Project Transition Control Document is a separate document and includes transition lists for following.

· Background Information
· Completion Criteria
· Outstanding Items
· Final Budget vs. Actual
· Deliverable Transition Control
· Other Resource Transition Control
· Technical Transition Control
· Closure Communications Control
· Staff Transition Planning
· Staff Transition Control
· Financial Closure Planning
· Lessons Learned
· Documentation Transition Control
· Supplier Transition/Termination Control
· Customer Sign-off and Acceptance
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