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This is a simple assessment of the complexity of a potential project that is designed to take an individual or group 10 minutes to complete.  It is an exercise that has the participant(s) rate complexity criteria on a scale from 1 to 5, and all non-applicable criteria as zero (0).
The ratings are used to determine a complexity score and classify projects into 1 of 3 categories: High, Moderate, and Low.  The project complexity level shall then determine the amount of project management planning and documentation that the project manager should provide.

A weighted average project complexity score is automatically calculated once the matrix is completed on the interactive form.  It is recommended that the project manager schedule a stakeholder meeting to ask each participant to individually rate each criteria, and then the group shall discuss the scores that are too different and agree to a final rating and therefore, a final project score.
Below is a brief description of the score – project category relationship:

· A score of 1.0 or less determines that the effort is not a project.

· A score between 1.1 and 2.5 determines a Low complexity project.

· A score between 2.6 and 4.0 determines a Moderate complexity project.

· A score between 4.1 and 5 determines a High complexity project.
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To use the interactive form, position the cursor inside the table and double-click.  Proceed by entering a number score (0 to 5) for each of the criteria.  The project score will automatically calculate.  To deactivate (turn-off) the form, click any where outside of the table.
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Sponsor One None /Many

0.5

Project Objectives Clear Vague

0.5

Mandates

 (CPIC, Congressional, OMB)

Simple Complex

0.7

Internal Work Processes Familiar Unfamiliar

0.4

Technical Requirements Familiar Unfamiliar

0.5

Team Location One Many

0.5

End User Impact Low High

0.8

Deadline Loose Tight

0.8

Initial Project Effort Estimate (+/-75%) < 160 hrs > 10,000 hrs

0.7

Initial Project Cost Estimate (+/-75%)  <$100,000 > $10,000,000

0.7

Team Expertise Experienced Inexperienced

0.8

Team Size 1 Person More than 40

0.8

Team Availability Available Very Limited

0.5

Stakeholder Involvement 2 People More than 80

0.6

External Dependencies None Many

0.8

Project Complexity Score

9.6

0

0

0

0.0

0

0

0

0

0

0

0

0

0
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Complexity Matrix Criteria 
This table describes the complexity matrix criteria and issues to consider when completing the matrix.
	Criteria
	Issues to Consider When Completing the Matrix

	Sponsor
	Senior manager with a vested interest in the outcome of the project.  If the project is a part of a larger effort (program), then the project sponsor can be the actual program manager for the entire effort.  The fewer the sponsors, the simpler the communication.  If there is no sponsor, there is no clear direction.  Too many sponsors could result in conflicting objectives and communication challenges.

	Project Objectives
	Are the project objectives clearly defined?  Were clear definitions of the deliverables received for accomplishing this project?  


	Criteria
	Issues to Consider When Completing the Matrix

	Mandates (e.g., CPIC, Congressional, OMB)
	What mandates, if any, will impact project execution? 

	Internal Work Processes
	How well established and documented are the work processes and standards that the project will be using?  Are processes in place for communicating with stakeholders, receiving approval and feedback?

	Technical Requirements
	Are the project's technical requirements familiar to the group?  In the past, has the group developed or delivered similar requirements? 

	Team Location
	What is the general location of the team?  Are team members located in the same building, division, or organization?  Are any team members located outside Kansas City, i.e., WDC, State and County Offices?  

	End User Impact
	What is the impact to the end user?  Would the project's failure cause a  major disruption or critical situation?  

	Deadline
	Has a firm deadline to deliver the project been established?  Will the deadline allow us to complete the project timely, or is it too restrictive?

	Initial Project Effort Estimate (+/- 75%)
	Based on the initial estimate, how many ‘working hours’ will be required to complete the project?  Estimates in the early-stages typically fall in the +/- 75% range, but can be more precise if additional data and subject matter expertise is available.

	Initial Project Cost Estimate (+/- 75%)
	Based on the initial estimate, how much will it cost to complete the project?  Estimates in the early-stages typically fall in the +/- 75% range, but can be more precise if additional data and subject matter expertise is available.

	Team Expertise
	What is the knowledge base of the team, including the project manager?  Is the team experienced at delivering similar work?  Is the functional skill-set of the team members appropriate for the project?  Are all skills represented?

	Team Size
	How large is the project team?  Estimate the number of people needed to work on this project. 

	Team Availability
	Are team members available?  Are there conflicting priorities?

	Stakeholder Involvement
	Outside the project team, how many people need to be kept up to date on the project progress?  How complex are the communication needs going to be?

	External Dependencies
	Does project success depend upon business sponsor, OCIO-ITS/NITC, or other groups outside of ITSD?


Extreme Scores:  “Less than 1 or Equal to 5”
If a potential project’s score is 5, management should consider breaking the project into more manageable pieces.  If it is decided that the work should be divided, then each separate piece (or sub-project) should be assessed using the “project complexity assessment” technique. 

On the other hand, if the score is between 0 and 1, management should not consider the work a project and instead manage it as routine work (maintenance, support, etc.).  However, if there are individual areas on the matrix that are rated higher than a 1.1, a plan may be needed to address those “higher risk” complexities.
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		Project Complexity Criteria

						N/A		Low   High				Weight		Weighted Score

						0		1  2  3  4  5				0   -   1

		Sponsor		One		0				None /Many		0.5		0

		Project Objectives		Clear		0				Vague		0.5		0

		Mandates (CPIC, Congressional, OMB)		Simple		0				Complex		0.7		0

		Internal Work Processes		Familiar		0				Unfamiliar		0.4		0

		Technical Requirements		Familiar		0				Unfamiliar		0.5		0

		Team Location		One		0				Many		0.5		0

		End User Impact		Low		0				High		0.8		0

		Deadline		Loose		0				Tight		0.8		0

		Initial Project Effort Estimate (+/-75%)		< 160 hrs		0				> 10,000 hrs		0.7		0

		Initial Project Cost Estimate (+/-75%)		<$100,000		0				> $10,000,000		0.7		0

		Team Expertise		Experienced		0				Inexperienced		0.8		0

		Team Size		1 Person		0				More than 40		0.8		0

		Team Availability		Available		0				Very Limited		0.5		0

		Stakeholder Involvement		2 People		0				More than 80		0.6		0

		External Dependencies		None		0				Many		0.8		0

		Project Complexity Score				0.0						9.6		0



How large is the project team?  What is the number of people needed to work on this project?

e.g. CPIC, ANSI 748, What mandates, if any, will alter an ideal project execution?

Has a firm deadline to deliver the project been established? Will the deadline allow us to complete the project timely, or is it too restrictive?

Senior manager with a vested interest in the outcome of the project. If the project is a part of a larger effort (program), then the project sponsor can be the actual program manager for the entire effort.

Project objectives should be clearly understood and describe what the project is trying to achieve.  Are the objectives for this project clearly defined?  Was a clear definition of the objectives (deliverables) received for accomplishing this project?

How well established are the work processes and standards that the project will be using?  Are processes in place for communicating with stakeholders, receiving approval and feedback?

Are the project's technical requirements familiar to the group?  In the past, has the group developed or delivered similar requirements?

What is the general location of the team?  Are team members located in the same building, division, or organization?   Are any team members located outside Kansas City, i.e., WDC, States Offices, County Offices?

What is the impact to the end user?  Would the project's failure cause a disaster or critical situation?

Based on the initial estimate, how many ‘working hours’ will be required to complete the project?  Estimates in the early-stages typically fall in the +/- 75% range, but can be more precise if additional data and subject matter expertise is available.

Based on the initial estimate, how much will it cost to complete the project?  Estimates in the early-stages typically fall in the +/- 75% range, but can be more precise if additional data and subject matter expertise is available.

What is the knowledge base of the team, including the project manager?  Is the team experienced at delivering similar work?  What is the functional skill-set of the team members?

Outside the project team, how many people need to be kept up to date on the project progress?  How complex are the communication needs going to be?

Are team members available?  Are there conflicting priorities?

Does project success depend upon business sponsors, OCIO-ITS/NITC, or other groups outside of ITSD?




