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1 Purpose

This Configuration Management Program (CMP) describes the configuration management (CM) responsibilities and processes that support the implementation and operation of the TeraGrid [Project]. The purpose of this CMP is to identify the organization providing the configuration management, define what a configuration-managed item is, describe the change management process, and identify the plan for configuration update and communication. This CMP is designed to achieve the following goals:

a. Define and document baselines;

b. Establish a Change Management Board (CMB) that functions according to CMP guidelines;

c. Evaluate, communicate and manage changes to the baseline;

d. Implement and track confirmed configuration changes. 

This CMP is designed to reduce the impact of modifications to the Project by managing and communicating changes that result in modifications to the Project’s scope/deliverables, schedule, and cost.

2 Program Overview

The CMP is employed by the Project to identify and manage relationships with respect to implementation and operation of the Project. The Project recognizes the importance of maintaining clear, concise, and accurate records in order to stay on schedule and remain within cost constraints. The main goal of the CMP is to prevent unauthorized or unmanaged changes to the Project. 

The TeraGrid Integrated Project Plan (IPP) contains the project scope/deliverables, schedule, and cost. Upon approval of the IPP by the TG Forum, and subsequently the NSF Review Panel, the IPP baseline is established and any modifications are subject to the CMP. The Configuration Change Management process provides the vehicle for review and communication of changes to the IPP. 

3 Scope and Applicability

3.1 Scope

This CMP is applicable to all work performed as part of the Project, which includes the implementation and operation of the Project according to the baseline IPP. It provides guidance for all personnel on CM activities in support of the Project. The scope of this CMP encompasses the lifecycle of the Project.

3.2 Applicability

 The following documents are included in the Configuration Management Program:

· TeraGrid Integrated Project Plan (IPP)
4 Acronyms and Definitions

4.1 Acronyms

CMB – Change Management Board

CM – Configuration Management

CMP – Configuration Management Program

CR – Change Request

IPP – Integrated Project Plan

WBS – Work Breakdown Structure

4.2 Definitions

Baseline – The point at which a project plan is “frozen” and after which all changes must be tracked and confirmed.

Change Classification - Each proposed change to Project documentation submitted to the 
Change Management Board for consideration is designated as a Level 0, 1, or 
2 change. 

Change Management Board (CMB) – A board composed of technical and administrative representatives who review proposed changes to current configuration documentation.  A more detailed description of the CMB is included in this document. 

Configuration Management (CM) – The systematic management and evaluation of all changes to documentation that defines the Project baseline.

Integrated Project Plan (IPP) – The funded TeraGrid partners have multiple distinct NSF awards. The Integrated Project Plan presents the scope/deliverables, schedule, and cost for these distinct awards as a single project plan.

5 Change Management
Change Management is the process by which the Project manages and confirms the release and update of configuration-managed items. Pursuant to this process, notification of changes under discussion reaches everyone in the Project whose area of responsibility is affected by the change, and once a change is confirmed, all necessary documentation is properly updated.  The major features for effective change management are discussed below. 

5.1 Initial Release

Documents are placed under configuration management upon their initial release. For this Project, this is when the IPP is approved by the TG Forum and the NSF Review Panel.  

5.2 Change Management Process

Updates to released documents are accomplished through the change management process. This process is used to classify proposed changes and manage the process accordingly. 

· Each of the Change Procedures consists of (1) a Change Request, (2) a review, and (3) a confirmation.

· A Change Request must be submitted to the Change Management Board.
· Recommendations for baseline IPP changes, or issues with the baseline IPP, may be sent to the CMB by any project participant.

· Classifications of Change Requests and the class-specific change procedures are described below.

6 Classification

Each Change Request will be classified as one of the classes listed in the table below:

	Class
	Category
	Contents
	Cost
Implications
	Schedule
Implications

	2
	Minor replacement of current IPP description or simple insertion of a new (or missing) section/subsection.
	· Corrections for simple errors; or

· Improvement of text, tables or figures, without any substantial changes in terms of scientific and engineering contents; or

· Improvement of the completeness of current IPP without any substantial changes in terms of assumed intention of IPP baseline contents.
	none
	none

	1
	Significant replacement of, or addition to, current IPP content.
	· Changes in performance parameters, with minor impacts on other project components; or

· Changes to Level 3 and below of the Project Schedule, but with no impact on the deliverables schedule. 
	≤ $200,000
	≤ 1 month

	0
	Major replacement of, or addition to, current IPP content.
	· Changes to the current IPP, with large impacts on other project components, or with significant changes in performance, schedule or risk.
	> $200,000
	> 1 month


Change Management Board

The Change Management Board (CMB) provides a review mechanism for making changes to the IPP baseline. The roles of the CMB include:

· Allowing each proposed change to any of the Project baselines due consideration by all relevant stakeholders within the Project.

· Evaluating all proposed changes on the basis of appropriate technical, cost, and schedule criteria.

· Preventing any unauthorized changes from being implemented.

· Assuring project-wide communication of modifications to the IPP baseline.

The TeraGrid Project Management Area Director chairs the CMB, and other CMB members will be selected from the Project Management Working Group, the TeraGrid GIG, and the TG Forum.

In reviewing proposed changes, the CMB may solicit advice and other input from the technical team leaders, and members of the scientific computing, computational science, and information technology community at large. The CMB will meet as needed, as scheduled by the TeraGrid Project Management Area Director, and will conduct most of its ongoing work via electronic collaborations such as e-mail. Once a proposed change has been reviewed and confirmed by the CMB, the CMB chair will recommend the change to the TGF Chair and GIG Director for final confirmation within the Project and communication of the proposed change in baseline and the supporting documentation to NSF.

7 Change Requests

7.1 Submission of a Change Request

CMB accepts Change Requests only electronically at pm-wg@teragrid.org.
A Change Request is expected to contain the following:

· Requester’s contact information.

· Concise summary of the requested change.

· Replacement text for the relevant part of baseline IPP descriptions.

· Classification of change in requester’s view (0-2).

· Reasonably detailed descriptions and reasons for the Change Request.

· Assessment of the impacts of the change in requester’s view (e.g., impact on scope, performance, schedule, cost, etc.).

· Supporting materials, if any.

Note: There are cases in which the CMB submits a Change Request on its own. The procedure to follow, technically, is the same.

7.2 Preliminary Communication and Handling Concerning a Change Request

Upon receipt of a Change Request, the CMB will promptly do the following:

· Preliminary screening by the TeraGrid Project Management Area Director to see if the Change Request contains the required information as set forth in Section 8.1 above. If not, ask the requester for more information. If yes, proceed below.

· Preliminary classification review by CMB to see if CMB concurs with requester’s claim. If not, suggest a reclassification to the requester, then proceed. If yes, proceed below.

· Post and publish the Request-in-Queue at a designated repository.

· CMB will endeavor to complete the entire set of preliminary actions set forth in this Section 8.2 within 1 week of receipt of the Change Request.

8 Change Review

For each class, the Change Management Board reviews in Change Request according to the procedure outlined below.

8.1 Class 2 Review

· For each Change Request of Class 2 category, at least one CMB member will be assigned (designated reviewer) to draft an assessment report within 1 week.

· The draft assessment is submitted for review to the CMB.

· CMB chair may call a public hearing (either as an electronic bulletin board or as physical/teleconference/video meeting) during the Class 2 review, as deemed appropriate.

· The CMB assessment report is sent to the requester and is posted on the designated repository.

· If no objections or reports of errors are submitted within 1 week, the CMB assessment is deemed accepted. 

· With inputs found in due course, the CMB designated reviewer creates the recommendation report and sends it to the TG Forum Chair and GIG Director for confirmation.

· The CMB will strive to complete each of the review-acceptance cycles set forth in this Section 9 within two weeks of receipt of the Change Request.

8.2 Class 1 Review

· For each Change Request of Class 1 category, at least two CMB members will be co-assigned (designated reviewers) to prepare a draft assessment report within 2 weeks. The CMB chair may ask a small number of non-CMB members to participate in preparation of the draft assessment report.

· The draft assessment will be submitted for discussion within the CMB for at least 1 week. CMB may seek other opinions and inputs at the same time. 

· The CMB chair may also call a public hearing in the form of an electronic bulletin board. CMB chair may call this public hearing as a physical/teleconference/video meeting as well.

· The CMB chair and the designated reviewers, create the CMB assessment report within 1 week. 

· The CMB assessment report is sent to the requester and is posted on the designated repository. 

· If no objections or reports of errors are submitted within 1 week, the CMB assessment is deemed accepted.

· The CMB chair and the designated reviewers, with inputs as found in due course, create the CMB recommendation report within 2 weeks, and send it to the TG Forum for confirmation.

8.3 Class 0 Review

· For each Change Request of Class 0 category, at least three CMB members will be co-assigned (designated reviewers) to prepare, together with the CMB chair, a draft recommendation within 2 weeks. The CMB chair may ask a small number of non-CMB members to participate in preparation of the draft recommendation.

· The draft recommendation is submitted for discussion within CMB for at least 2 weeks and is posted at the designated repository. The CMB will seek opinions and inputs concerning the draft recommendation during this same time. The CMB chair will also call a public hearing during this Class 0 review in the form of an electronic bulletin board, as well as physical/teleconference /video meetings.

· The CMB chair and the designated reviewers, with inputs as found in due course, create the CMB recommendation report within 2 weeks, and send it to the TG Forum for confirmation.

9 Appeals

All confirmations on Change Requests by the TG Forum are considered final. However, reconsideration of previous confirmations may be requested in the form of a new Change Request, provided that such Change Request includes new results or new analyses.

Change Request Form

	IPP Number and Topic:
	

	Submission Date:
	

	Requestor Name:
	

	Affiliation:
	

	Contact Information:
	Phone, email

	Short Name:
	

	Change Class 

(0, 1, or 2):
	


Detailed Change Description

Change Request Impact Assessment

Analysis considerations should include, but not necessarily be limited to the following:

1. Pros and Cons of doing or not doing the change.

2. Impact to the Project’s deliverables, including impact on scope and performance.

3. Impact to the Project’s schedule.

4. Impact to the Project’s cost/budget.

5. Risk assessment of doing or not doing the change. (Raise all risk and issues of which must be addressed.)

6. Impact on other Project and/or team dependencies.

7. Impact on contract, sub-contracts, internal agreements, etc.

8. Other solutions considered?

Recommended Milestones for Implementation of Change Request

	
	Milestone Name/Description
	Start Date
	Finish Date
	Completion Criteria

	1
	
	
	
	

	2
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