BUSINESS CONTINUITY PROJECT MANAGEMENT PLANNING SCHEDULE

	Schedule Reference
	Activities

	1.
	Appoint BCP Team Manager - Appointment of the BCP Manager by the DM and Ex Committee of the respective Department.  Consideration regarding personality, knowledge, experience, etc needs to be given before decision is made on this position.

 

	2.
	Create BCP Team - There are a variety of activities that need to take place in this stage.  Initially there will be a considerable amount of information available that will permit the BCP Manager to establish an initial project scope and definition.  The composition of the Team needs to be established, and the BCP Team is appointed based on representation and support from all functional and operational areas.  Liaison with Emergency Management Alberta should be conducted.  

 

	A.
	BCP Team Established - This first project deliverable will occur with the first formal meeting of the BCP Team.  Suggested areas to be covered at this first meeting are: who the team are, what their individual responsibilities will include, an outline of the project timelines, what the end state of the project will be, and the establishment of reporting lines.

 

	3.
	Train BCP Team – This is an information-gathering phase that will establish the necessary background and experience to create a BCP.  Team member responsibilities and specific Terms of Reference are confirmed.  The BCP Guide is provided to all Team members and is reviewed.  BCP Manager prepares draft BCP Policy Statement and skeleton BCP budget that is presented to the BCP Team for consideration and appropriate amendments.  Work on draft training plans for all levels, initial portions of functional and operational area plans.  

 

	B.
	Complete BCP Policy Statement - This deliverable is completed when the BCP Manager presents the draft policy statement to the Ex Committee and obtains their approval of it.

 

	4.
	Identify Essential Business Services - This stage is critical to the overall plan and will involve all aspects of the Department.  As the BCP Manager is obtaining support for the BCP Policy statement, all functional areas (HR/IT/Financial/Facilities Management) and Operational Units (Division/Sector/Branches/Sections) need to provide consolidated lists of all the categorized (critical/vital/necessary/desired) services they provide.  This is a bottom up process and each level consolidates all those levels below them prior to forwarding the documents to the next level.  Each group should be identifying liaison that is required, any important contacts in the process, obtain and review existing Service Level Agreements, and identify any dependencies.  Throughout the process, each functional and operational area should be identifying potential risks to that area that may impact on their ability to provide their services.

 

	5.
	Conduct Risk Assessment - Happening in conjunction with the development of the lists of essential services, it is necessary to conduct a detailed risk assessment to the operations of the Department.  Risks assessments need to be done for operational and functional areas, as well as for each specific site occupied for by the Department (as each site will have its own risks).  These Risk Assessments are coordinated at the Department level, and specific concerns are addressed and noted in the consolidated return.  Individual Risk Assessments must be kept and included in the detailed plans held by each functional and operational area (to include each site).

 

 

	6.
	Consolidate Essential Services - As the Risk Assessment is being completed.  All lists of essential services should be available to the BCP Team.  These lists need to be consolidated into a Departmental list, conflicts resolved if possible to ensure that a common standard has been applied, and a finalized copy prepared.  

 

	C.
	Completed Risk Assessment - This final copy is the next project deliverable, the Risk Assessment, and is presented to Ex Committee for their consideration.  The BCP Manager must point out any issues that have not been resolved and seek the decision of the Ex Committee to complete the document if required.  This is a key document, as it will drive the efforts of the Business Continuity Plan to consolidate Business Impact Analysis forms and the development of Department continuity strategies.   The Manager should indicate the outcome of the Risk Assessment.

 

	7.
	Business Impact Analysis - With the essential services list categorized and approved by the Senior Management, the next step is to initiate the process of conducting a Business Impact Analysis for every service provided, whether they are functional or operational.  The BCP Guide provides a useful template for consideration.  For the functional areas, they should consider what contractual arrangements are in place, what dependencies exist that will impact on theirs or other services, what specific service levels must be provided and the resources needed for each of those levels, what are the minimum facility requirements needed to provide those services, identification of essential contact information for individuals who will be required to provide those services and what vital records (with their location) will be necessary for those services.  

For operational areas, a Business Impact Analysis must be done for each service that is provided.  Contracts or Service Level Agreements must be considered, necessary personnel, equipment and facility requirements needed to be identified, vital records (and their locations) need to be identified and a list of appropriate contact numbers for primary and alternate contacts need to be listed.

While the BCP is focused on the issues of critical and vital services, the completion of a Business Impact Analysis for all services is strongly recommended, as it will greatly improve the ability to resume each service in the event of a business interruption.  A useful tool is a summary sheet for each level of essential service.  This should include number of people needed to resume that level of service, a total of IT resources, facility for Resumption Operations Centers and Alternate Sites, etc.

 

	8.
	Develop Resumption Activities - As the Business Impact Analysis is being completed, the BCP Team should focus its attention on the development of Resumption Activities.  This can be considered as the who, what, when, where and how of the BCP process.  It tells everyone who is to be involved, what they will be doing, when the plan is to be activated, where they are likely to be working from, should the plan be activated, and how the plan will be activated and they will be involved.  It will establish the process and sequence for establishing priority services and ensure that the primary contact lists are available for everyone.  It will detail specific to specialist teams such as security, damage assessment, salvage, vital records management and communications.  It will outline in detail the activation criteria for the plan, or any portion of the plan.  A flow chart outlining the process should be developed, produced and placed in Part II of the BCP.

 

	D.
	Completed BIA and Resumption Plans - With this information collected and organized, it should be presented to Ex Committee for their review and understanding.  Any questions on content or direction need to be clarified here and necessary amendments made.

 

	9.
	Sub-Plan Completion - As the contents of the overall Departmental Plan are being briefed to the Ex Committee, individual plans for each of the 

Functional and Operational areas need to be completed.  Skeleton copies, outlining the basics of each plan, are kept in the Departmental BCP.  Detailed plan documents are held by each Functional and Operational area and are implemented as required by the situation.

 

	10.
	Develop Training, Awareness and Maintenance Programs - With approval of the overall concept, the BCP Team must focus its attention on preparing a Training, Awareness and Maintenance program instruction for inclusion in Part VI. This should provide specific direction on what is required; timelines that need to be maintained to ensure that the document is current; and that BCP remains a primary consideration for all employees.

 

	E.
	Completed Training, Awareness and Maintenance Plans - The final Training, Awareness and Maintenance directives should be briefed to the Ex Committee upon completion and that their approval be obtained for the entire process.

 

	11.
	Develop Exercise Program - In conjunction with the Training, Awareness and Maintenance Policy, the BCP Team needs to focus its attention on the development of a solid exercise program that will ensure the validity of the plan.  This program needs to be progressive in nature, while ensuring that it focuses attention on all aspects of the plan.  Specific exercise documents need not be included in this portion; instead, it should layout the guidelines for the conduct of exercises.

 

	F.
	Completed Exercise Plan- As there is a financial aspect to the conduct of exercises, as well as a need to ensure that business services continue to be provided, it is essential that this portion of the plan be presented to the Ex Committee once completed.  Their support and assistance in ensuring that the plan is exercised and validated is essential if the plan is to be viable.

 

	12.
	Develop Departmental Exercises - With the BCP produced, it is necessary to conduct a validation exercise to check the different components of the plan.  A specific exercise plan must be developed and prepared.  It must state specific objectives for the exercise and provide detailed guidelines to all participants.  This will not likely be the first validation of the plan, as it is possible that various portions of the plan will have already been exercised during the development of the BCP.  Therefore, this exercise should be designed to validate a majority of the plan, if not the entire plan.

 

	13.
	Conduct Exercises - With the exercise planning process done, it is the time to conduct the exercise.  The BCP Team must ensure that the details for the exercise are distributed to everyone and that sufficient time is available to understand what is expected of them.  Once the exercise has been conducted, the process does not stop.  It is essential that a detailed Exercise debrief be conducted and that appropriate lessons learned be identified and the necessary amendments are made to the BCP.

 

	G.
	· -          With the appropriate amendments having been made, the ‘completed’ BCP is ready to be presented to the Ex Committee for final approval and implementation within the organization.  It must be stressed that the development and maintenance of a current BCP is an ongoing process and that there will be a continual need for review and amendment action.

 

	 
	Ongoing Communications, Training and Awareness - Throughout this 13-step process, you will see that there is an ongoing activity of Communications, Training and Awareness activity.  It is essential that the importance of the BCP be stressed within your organization.  There should be an ongoing communication, training and awareness program within the organization to facilitate this aspect.  There are a variety of methods available to ensure this occurs and every opportunity should be taken to highlight the commitment of the Senior Management Team to the BCP initiative, the work being undertaken by the BCP Team, and the significance of this plan to the overall success of the organization within the Government of Alberta.




 
