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The Project Management Office (PMO) in the Rutgers Office of Information Technology (OIT) division has developed the Project Management Methodology that provides a common set of guidelines and tools for all OIT employees. This Project Management process and the accompanying templates are designed to assist all OIT staff in successfully managing projects. This process is meant to be scaled to fit the size, complexity and nature of the project. The primary objective in publishing the Project Methodology Guidelines is to facilitate the spread of proven project management and system development techniques and standards.  The expected benefit is that Project Managers can use these techniques and standards to meet or exceed project stakeholder’s expectations by: 
Delivering on Time
A project's activities must be carefully documented through task development in a logical format defining all dependencies. This methodology describes in detail a process to develop a proper project schedule which takes into account the availability of all project resources and helps to reasonably predict when the project can be completed.
In some case, projects have pre-defined completion dates due to organizational business decisions or other project dependencies.  On these “time constraint” type projects, a project manager must pay special attention to ensuring that the project has adequate resources, including alternate resources, to meet the project deadline without impacting scope as well as developing contingency plans to meet anticipated risks.
Completing within Budget
It's imperative for both the project manager and the organization to have an estimated budget when undertaking a project.  The project budget should include such items as the cost of internal resources, vendor maintenance costs, upgrades, system growth and refresh costs. The PMO strongly suggests a 5 to 7 year budget be developed. 
Completing within Defined Scope
This project methodology introduces a concept of outlining the scope of the project in what is referred to as defining an “A Measure of Success” (MOS). It is a quantifiable project objective with realistic measurable outcomes. From the MOS, we further define “High Level Achievements” or HLAs. The HLAs are further broken out to detailed tasks on the project.
The format of this documentation was created to offer a recommended timing of the use of the processes and associated forms; and to explain the meaning of key terminology used throughout all projects. 
One of the most important things to understand is that successful Project Management requires flexibility because not all projects are executed the same as business and environmental factors are always changing. 
The methodology contained in this document is not intended to be a cookie cutter approach where all of the discussed project components are always executed in the same way for every project.  For example, the Project Initiating Phase calls for the assigned Steering Committee (SC) to identify the project’s Measure of Success (MOS) and High Level Achievements (HLAs) which may take several meetings for a large scale project.  However, when dealing with a small scale project, the Steering Committee may consist of only a few individuals who can complete the MOS and HLAs within a one hour meeting.  Likewise, not all of the project templates discussed are used in every project; their inclusion should be based on the specific needs of each project.  We refer the reader to Appendix B – Deliverable Requirements and Approval Matrix as a guide to the appropriate documentation that might be required.
Note:  If appropriate, vendor documentation, ex. test plans, test results, etc. can be used in lieu of required internal documentation if they are complete, accurate, and meet the defined documentation output.
Project Phases (Waterfall Methodology)
· Initiating
· Planning/Development
· Executing/ Controlling
· Closing
Project Types (see ‘Project Types’ in Appendix A - Key Terms and Definitions)
· Small: <500 hrs. labor
· Medium: 501 – 2,000 hrs. labor
· Large: > 2,000 hrs. labor
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Pre-Project Planning is not an integral part of the PMO methodology as it originates in the business or requester domain.  However, a project manager can assist a Project Requestor and Sponsor in creating a Project Service Request or Project Feasibility Study, if requested.  These documents are a great first step in defining the business needs.
[bookmark: _Feasibility_Study][bookmark: _Toc367969262][bookmark: _Toc377716078][bookmark: _Toc378750880]Feasibility Study

The Feasibility Study addresses the impact of a project on the university with regards to technology (network, other applications, and platforms) and business processes. The results of this study are used to make a decision on whether or not to proceed with the project.  From a technology perspective, the study involves questions such as whether the technology needed for the system exists, how difficult it will be to build, and whether the university, school or unit has enough experience using that technology. The Sponsor and the Requestor should complete this document. Ideally, the Feasibility Study should be completed prior to the purchasing process in order to capture scale, scope, needs, and impacts.Feasibility Study Requirements
Feasibility Study v7.0 Template


[bookmark: _Project_Service_Request][bookmark: _Toc367969263][bookmark: _Toc377716079][bookmark: _Toc378750881]Project Service Request
The Project Service Request form is simple document for collecting information OIT needs to obtain approval for initiating projects requested by any Rutgers organization. The purpose of the following sections is to offer some help to completing the form. Project Service Request Requirements
Project Service Request v7.0 Template


There are two separate parts to the PSR Form: 
1. [bookmark: OLE_LINK5][bookmark: OLE_LINK6]Part I is named Requestor Only. As per the instructions, this information is provided by the requestor and/or Sponsor who is requesting the work. 

2. Part II is named OIT Only. As per the instructions, this information is provided by the OIT representative who will review the request and develop an impact analysis that will specify the estimated effort, duration, and financial implications. 
	
Step
	
Step Description

	1.
	If there is any question as to whether the work is a ‘project’ or you don't know who to contact at OIT, contact the PMO for assistance, at (732) 743-2551 or email “ist-pmo@ca.rutgers.edu”.

	2.
	The requestor and/or Sponsor requesting the work completes Part I of the form that covers the demographic component of the project service request. If necessary, collaborate with the OIT PMO contact to gather information for this section.

	3.
	After completing Part I, send the form electronically to your contact at OIT.

	4.
	An OIT lead will complete the OIT Only section in Part II the Impact Analysis and the Request Reference. If necessary, the OIT lead will collaborate with the requestor and/or Sponsor who submitted the request.

	5.
	If the project is deemed feasible, an OIT lead will obtain the necessary approval to commence project work.


[bookmark: _Toc367969265][bookmark: _Toc377716080][bookmark: _Toc378750882]Project Lifecycle Overview

A high level graphic depiction of the PMO methodology project life cycle is provided in Figure 1.  At the end of each defined phase, the project manager is recommended to review the phase deliverables with their supervisor.  The project manager is responsible for scheduling these phase completion reviews.

[bookmark: _Toc367969266][bookmark: _PHASE_GATES][bookmark: Project_Lifecycle_Overview][bookmark: _Measure_of_Success][bookmark: _Toc233089198][bookmark: _Toc367969334]PROJECT PHASES & KEY DELIVERABLES
[image: ]
[bookmark: _Toc378585788]Figure 1 - High Level Overview - Project Lifecycle
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The Initiating Phase is where the project formally begins; this is when the Sponsor, Project Manager, and Steering Committee officially authorize the project by defining the project’s Measure of Success (MOS) and High Level Achievements (HLAs) and developing the Project Charter. The Project Charter is the main deliverable or document artifact of the initiating phase.  
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[bookmark: _Toc378585789]Figure 2 - Initiating Phase

[bookmark: _Toc377716083][bookmark: _Toc378750884][bookmark: _Toc367969268]Project Manager’s Role

The Project Manager is the primary person responsible for leading the team successfully through each phase of the project.  The Project Manager is the authoritative source for leading the team in accordance with this defined Project Management Methodology, which includes the completion of the appropriate documentation.
[bookmark: _Toc377716084][bookmark: _Toc378750885]Project Sponsor’s Role

The Sponsor is usually the person who requested the project.  The Project Manager meets with the Sponsor to secure agreement as to the Sponsor’s role in the project. 
Sponsor Responsibilities:
· Promotes the project to the University – addresses conflict/issues with other senior executives
· Assists in securing resources (including budget) necessary to complete project deliverables
· Communicates project status to executive management
· Ensures project alignment with university’s strategic goals and priorities
· Participates as a member or chair of the project Steering Committee

[bookmark: _Project_Manager_and][bookmark: _Toc367969269][bookmark: _Toc377716085][bookmark: _Toc378750886]Project Manager and Requester Discuss Project

The Project Manager and Project Requester meet to discuss the overall project and review the Project Service Request (PSR) in detail, if applicable.  The project’s business objectives, obstacles, funding, etc. will need to be identified.
[bookmark: _Project_Manager_Secures_1][bookmark: _Toc367969270][bookmark: _Toc377716086][bookmark: _Toc378750887]Identify Co-Project Manager

The Project Manager and Requester discuss who should be designated as the Co-Project Manager for the project.  The Co-Project Manager is the person assigned to the project from the department or school which has a major stake in the success of the project.  The Co-Project Manager provides detailed knowledge of the department’s operations and processes and acts as a subject matter expert (SME).   There can be multiple Co-Project Managers; each representing different organizations that have a substantial interest in the project.

The Co-Project Manager’s role is to assist the Project Manager in the planning and execution of the project using the defined methodology, having the same accountabilities as the Project Manager.  The Co-Project Manager will work hand-and-hand with the Project Manager and will ensure that the affected department/school management is kept aware of the team’s progress, possible risks, and assist in the escalation of issues as needed.
It is important to note that a substantial investment of time may be necessary from the Co-Project Manager to act in this role.  The time investment varies based on the scope of the project.  The Co-Project Manager’s supervisor must be aware of this commitment and agree in advance to allocate the appropriate resource time for this role.  In some cases, this might mean backfilling the Co-Project Manager’s normal job duties with an alternate or temporary resource.
The Co-Project Manager should have excellent communication and planning skills; be able to handle difficult vendor situations; address team issues; and communicate status to executive management.
Note:  As the Project Manager and Co-Project Manager share responsibility for planning and executing the project, from this point forward, the term Project Manager(s) will be used in this methodology document. 
[bookmark: _Project_Budget_is][bookmark: _Toc367969271][bookmark: _Toc377716087][bookmark: _Toc378750888]Draft Project Budget

Prior to a project being approved, an official University Budget for the project must be secured.  The project requestor and/or Sponsor should have the detail on how the budget numbers were derived and when the funds are available for use.  
Note:   Not all projects will have a budget.  Some projects only require the effort of assigned personnel and not capital.Project Budget Requirements
Project Budget v7.0 Template


For projects with a budget, the Project Manager(s) must complete the following items:
· Identify the University Index number where the budget funds are located on the financial system.
· Obtain transaction detail of the budget from the financial system.
· Complete a Project Budget using the PMO Budget template which includes a 5 to 7 year funding plan.
· Review the budget with the Requester/Sponsor and obtain approval.
[bookmark: _Define_Steering_Committee][bookmark: _Toc367969272][bookmark: _Toc377716088][bookmark: _Toc378750889]Define Steering Committee Members

The Project Manager(s) and Requester/Sponsor will identify the potential members for the Steering Committee.  These are generally people within the University who can set the direction for the project. The Sponsor and Project Manager(s) are automatically on the Steering Committee.
Steering Committee Responsibilities:
· Actively participate and set the direction of the project:
· Develop the project’s Measure of Success (MOS)
· Develop the project’s High Level Achievements (HLAs)
· Identify project Constraints, Assumptions, and Risks
· Empower the Project Team to complete MOS
· Review project budget and monitor expenditures against budget
· Responsible for the overall success of the project
· Monitor the project’s progression:
· Approve / Deny Change Requests – scope, budget, timeframes
· Review and sign-off on High Level Achievements
· Final decision maker on unresolved project issues
· Approve closing of project.
[bookmark: _Secure_SC_Members][bookmark: _Toc367969273][bookmark: _Toc377716089][bookmark: _Toc378750890]Secure Steering Committee Members Participation

The Project Manager(s) and Sponsor will secure participation from the potential Steering Committee members.  They will call or meet each potential Steering Committee member and explain the project’s objective, the role of the Steering Committee, and the time commitment necessary for the project.  
At the initial Steering Committee meeting, the Steering Committee will meet to set the direction of the project usually in a 1 ½ to 2 hour meeting.  Afterwards, the Steering Committee will either meet on a scheduled or “as needed” basis to monitor the project’s progress.  Project Contact List Requirements
Project Contact List v7.0 Template


The Project Manager(s) will create a Project Contact List which is an internal document that identifies the contact information about the Steering Committee, Implementation Project Team, other Rutgers participants, and 3rd party vendors, as identified.  This Project Contact List should be updated as participants’ contact information changes and then distributed to the appropriate team members.
Note:  Careful consideration should be given before sending contact information for Rutgers participants to 3rd party vendors or consultants.
Steering Committee members may send a proxy for Steering Committee meetings for information transfer, but proxies are not allowed to sign-off on any project deliverables.  If a proxy needs to sign-off on documents, they will need to become official Steering Committee members and be approved by the Sponsor. 
[bookmark: _Steering_Committee_Project][bookmark: Steering_Committee_Project_Kickoff][bookmark: _Toc367969274][bookmark: _Toc377716090][bookmark: _Toc378750891]Initial Steering Committee Project Meeting 

The Project Manager(s) schedule and facilitate the initial Steering Committee project meeting.  The Project Manager(s) and Sponsor will develop and agree upon an agenda for the initial Steering Committee project meeting.  The Project Manager(s) are responsible for scheduling all Steering Committee project meetings, creating the agendas, and publishing the meeting minutes.Meeting Agenda 7.0 Template

The initial Steering committee meeting agenda should address the following items:
· Introduction of Steering Committee members
· What is the project’s objective – taken from the PSR (if available)
· Role of Steering Committee Members – defined above
· High-level review of the Project Life Cycle and Methodology
· Project Budget (if available)
· Communications Plan
· Develop Measure of Success
· Develop High Level Achievements
· Identify Constraints, Assumptions and known risks
· Next Steps
· Date for next Steering Committee meeting. 

The above is a suggested agenda and should be modified to fit the needs of the audience.  It might not be possible to complete all of the items listed above in one meeting. The Project Manager(s) should send out the agenda at least two to three days in advance.
The Project Manager(s) are responsible for having minutes taken for every project meeting.  Meeting minutes should be distributed to participants and posted to a project document repository in a timely manner.  The Project Manager(s) can delegate the responsibility of taking meeting minutes to team members, administrative support, etc.  However, it is the Project Manager’s responsibility to make sure that the minutes are taken and posted for every project meeting.Meeting Minutes v7.0 Template

[bookmark: _Define_Measure_of][bookmark: _Toc367969275][bookmark: _Toc377716091][bookmark: _Toc378750892]Define Measure of Success (MOS)

The Steering Committee defines the overall Measure of Success for the project.  During the Steering Committee project kick-off meeting, the Project Manager(s) will lead the Steering Committee members through the exercise of determining what the project’s end result will be. Measure of Success (MOS)


Note:  It would be productive if the Project Manager(s) prepare a draft MOS to initiate Steering Committee member participation in the MOS definition process.
The Measure of Success should be a statement that specifies exactly what the Steering Committee expects a project to produce, in quantifiable terms.  
Example: Decrease the time-frame for de-provisioning students by a minimum of 50% in each of the 8 areas:  library, public safety (parking and ID card access), Logician clinical system, email, portal, e-learning, AD, and computer lab access.  The current standard de-provisioning timeframe is two working days.
In the above example, if the Implementation Team can ‘decrease the time-frame for de-provisioning students in each of the 8 areas to one working day then the project would be considered successful.  A measured achievement must be created as part of the MOS; as you can see from the example above, the measured achievement is that the decrease in timeframe to de-provision a student must be a minimum of 50% less than the current timeframe, in this example two working days.  
In order to provide evidence that this MOS has been successfully completed, the Implementation Team will have to be able to define the current de-provisioning timeframes for each of the 8 areas.  Then, once the project is completed, the new student de-provisioning process can be compared against the old to determine if the ‘minimum of 50%’ was successfully met.
[bookmark: _Define_High_Level_1][bookmark: _Toc367969276][bookmark: _Toc377716092][bookmark: _Toc378750893]Define High Level Achievements (HLAs)

The Steering Committee breaks down the MOS into five or six High Level Achievements (HLAs) that the Implementation Team must complete in order for the project to be successful.  During the initial Steering Committee meeting, the Project Manager(s) will lead the Steering Committee members through the exercise to define the High Level Achievements (or deliverables) for the project.  The HLAs are a series of broad achievements that when combined equal the MOS. Each achievement (HLA), on its own, is an entire work package that can be completed, either in a serial or parallel manner.High Level Achievements (HLAs)

Example of HLAs:
1. Implement the IFEP middleware on a suitable platform with the necessary supporting software with an operational availability of 98%.
2. Successfully implement the web hosted HigherMarkets solution with SciQuest to 95% of Banner users. 
3. Map 100% of the vendor catalog items onto the existing or edited commodity codes and successfully enter this data into the HigherMarkets database.

The above three HLAs are separate quantifiable achievements that must be addressed in order to reach the MOS.  Each HLA must be a statement that specifies what will be achieved and with what measure.
After each HLA is completed, the Project Manager(s) must provide evidence to the Steering Committee for inspection, review, and sign-off that the HLA has been successfully completed.  HLAs will be completed during the Executing Phase of the project.
[bookmark: _Business_Charter][bookmark: _Define_Constraints_and][bookmark: _Toc367969277][bookmark: _Toc377716093][bookmark: _Toc378750894]Define Constraints and Assumptions

The Steering Committee identifies any constraints and assumptions which will limit or control the activities of the Implementation Team as they work to complete the High Level Achievements and Measure of Success.  The Project Manager(s) will lead the Steering Committee through a discussion to identify the project’s constraints and assumptions.  
Examples of constraints:
· The project budget of $350,000 cannot be exceeded 
· The project must be completed before current software contract ends on December 30th, 20XX.
Example of assumptions:
· The hospital IT resources will be used to develop the project’s interfaces
· The solution must be able to accept general ledger transactions from the Banner Financial system

The Project Manager(s) will have to make sure that the Implementation Team is working within the constraints and assumptions identified by the Steering Committee.  
Special Note on Time Constrained Projects:
A time constrained project is when there is an absolute hard completion date for a project. Few projects truly fit into this type of project. Often project completion dates are “nice to have”. However, we must on occasion address true time constraints. In this case, the project manager(s) work through all the steps for developing MOSs and HLAs, develop a project schedule as defined in this methodology and determine if the current allocated resources are sufficient to meet the time constraint. If the project schedule indicates a date outside of the constrained time frame, a detailed analysis of the critical path will need to take place to suggest:  alternate approaches, additional resources, additional costs or change in scope.
[bookmark: _Define_Project_Manager’s][bookmark: _Toc367969278][bookmark: _Toc377716094][bookmark: _Toc378750895]Define Project Manager’s Authority	
The Steering Committee will agree on what the Project Manager(s) overall responsibility is for the project.  Generally, the Project Manager(s) is expected to have the following project responsibility:
· Schedule and lead Implementation Team meetings
· Prepare, distribute, and archive required project documentation
· Meeting Agenda & Minutes
· Project Document Deliverables, ex. Project Charter
· Implementation Team and Steering Committee Status Updates
· Lead Implementation Team in developing and executing the Project Schedule
· Monitor project activities/tasks Initiate Project Change Control process, when required
The Project Manager(s) leads the Steering Committee through a discussion regarding Project Manager’s authority using questions such as:
· Can the Project Manager(s) directly assign work to any individual on the Implementation Team?  
· Can the Project Manager(s) add or remove Implementation Team members from the project without approval from the Steering Committee?  
· Can the Project Manager(s) conduct vendor negotiations, budget expenditures, etc.?

[bookmark: _Identify_Known_Risks][bookmark: _Toc367969279][bookmark: _Toc377716095][bookmark: _Toc378750896]Identify Known Risks

The Steering Committee will help identify any known project risks that could impact the success of the project.  Identifying risks will allow the Project Manager(s) and Implementation Team to appropriately plan for the risks as opposed to just reacting to them. 
[bookmark: _Identify_Impacted_Departments][bookmark: _Toc367969280][bookmark: _Toc377716096][bookmark: _Toc378750897]Identify Impacted Departments and/or IT Systems

The Steering Committee will help identify any known departments and/or IT systems that could be impacted by the project.  
Example:
· Departments:   OIT’s Enterprise Infrastructure group for acquisition of hardware.
· IT Systems & Applications:   ERP for interface of general ledger data.

Identifying departments and IT systems/applications that will be impacted by the project will allow the Implementation Team to appropriately plan for these areas. 
[bookmark: _Toc377716097][bookmark: _Toc378750898]Review Project Change Control Process
The Steering Committee and the Implementation Team will need to become familiar with the Project Change Control Process.  Having a proper change control process in place is key to having a successful project. 
Once the project scope has been defined (MOS & HLAs), the Project Manager(s) define tolerance levels which the committee feels are acceptable to Scope, Time and Budget. This is documented in the Project Communication Plan. Project Manager(s) will enter into the Change Control Process should the change exceed the set tolerances.Change Control Process v7.0
Change Request Template v7.0
.0


If a change is required then these steps will be followed:
1. Complete Change Request Form – Completion of a change request form (see Change Request Example document for instructions and template) describing the change that is being requested, the justification for the change, the cost of that change in terms of dollars, duration and the impact of the change on scope.

2. Evaluation of the Change Request by the project team

3. The Project Manager(s) should always be required to explore the opportunities to address the issue with corrective action versus changing the project baselines.

4. The Project Manager(s) prepares a recommendation to the Steering Committee regarding the change request.

5. If the change request is approved by the Steering Committee, the Project Manager(s) updates the project documentation.  

6. A copy of the change request and action must be retained in the project record and filed in the project archives as part of the project close-out process.

7. The Project Manager(s) should communicate the changes to the appropriate stakeholders.

Project Change Control – This is when the Project Manager(s) has to formally request a change in the project’s baseline schedule, finalized budget, Measure of Success, or defined High Level Achievements (scope).  
[bookmark: _Develop_Communications_Plan][bookmark: _Toc377716098][bookmark: _Toc378750899]Develop Communications Plan
The Project Manager(s) develops a Communications Management Plan that details the communication needs of the project stakeholders.Communications Plan Requirements
Communications Management Plan v7.0 Template


In order to develop this document, the Project Manager(s) interviews the project teams, sponsor, and other participants to determine their communication needs, the type of information they want to receive as well as the medium they would prefer, ex. email.  The Communications Plan specifies the project engagement sessions they require, and, which documents, such as change requests, status reports, technical documentation, and updates that are distributed to which recipients.  It is essential that we know not only the type of information each recipient would like, but also the level of detail at which the information is desired.
To keep the communication plan manageable, it is suggested that the type and frequency of communication be organized by role (for example, all Steering Committee members will receive the same status report at the same time each month).
Another key function of the communication plan is to determine tolerance levels for changes to scope, time and budget. Projects are so dynamic and can last for a significant length of time that Steering Committee members may not want to be notified every time minor changes occur. Therefore it is recommended that within the Initiation Phase, the Project Manager(s) set communication expectations with the Steering Committee. In this case, the communication plan becomes tied to the Change Management Process.
[bookmark: _Create_Project_Charter][bookmark: _Toc367969281][bookmark: _Toc377716099][bookmark: _Toc378750900]Create Project Charter 
The Project Charter is the document that formally authorizes the project to begin and sets the goals of the project.  This is the major deliverable for the Initiation Phase of the project.  The Project Charter is created and approved by the Steering Committee and sets the direction and parameters for the Implementation Team to follow.  It details the business objective(s) that the project will address, Measure of Success, as well as high level achievements (HLAs), constraints, assumptions, affected stakeholders, known risks, and areas impacted by the project.  Because the Project Charter is developed so early in the project, it provides a broad, high level view, describing the end results, but not all the detailed processes or tasks that will be used to achieve those results.  These detailed processes or tasks will be developed during the Planning phase.
Note:  It is recommended that the Project Manager(s) should actively participate and help guide the Steering Committee during the Project Charter creation process.Project Charter Requirements
Project Charter v7.0 Template


Project Charter key elements:
· Business Objective
· Project Manager’s Authority
· MOS’s
· HLAs
· Constraints
· Assumptions
· Stakeholder Identification
· Risks
· Known Impacts on Areas/Systems
· Approvals.
The Steering Committee members approve the final version of the Project Charter The Project Manager(s) should note the method of approval on the Project Charter form in the Signature section.
Note:  When the project involves outside contractors, the Project Manager(s) needs to review and confirm the MOS and HLAs with the vendor(s) to ensure their understanding and agreement with the HLA deliverables for which they are responsible.  In some cases, this is defined in a formal signed Statement of Work (SOW) with the 3rd party vendor. The Project Manager(s) should attempt to get a copy of any related SOW’s to understand the contract provisions, payment terms, etc.
[bookmark: _Secure_SC_Project][bookmark: _Toc377369341][bookmark: _Toc377369515][bookmark: _Toc377373389][bookmark: _Toc377373716][bookmark: _Toc377373822][bookmark: _Toc377374006][bookmark: _Toc377454852][bookmark: _Toc377470733][bookmark: _Toc377473688][bookmark: _Toc377475030][bookmark: _Toc377475216][bookmark: _Toc377475324][bookmark: _Toc377716100][bookmark: _Toc377716105][bookmark: _Toc378750901]Project Deliverables Checklist

The Project Manager(s) should use the Project Deliverable Checklist to define the required deliverable documents for each phase.  This checklist is a guide for the team. Some of these documents listed are mandatory for every project; while others are selected based on the complexity, size, or special requirements of each project.  For example, an approved Project Charter is required for every PMO managed project.  
Project Deliverables Checklist v7.0 Template


[bookmark: _Toc233089200][bookmark: _Toc377716106][bookmark: _Toc378750902][bookmark: OLE_LINK1][bookmark: OLE_LINK2]PHASE GATE APPROVAL

[bookmark: _Sign_off_of_Business]For this phase, only the approved project charter is needed to end the phase and move to the next phase – Planning & Development.  No further action should be performed on this project, i.e., development of a project schedule, and/or executing schedule tasks, without an approved Project Charter.  


4. [bookmark: _Toc367969283][bookmark: _Toc377716107][bookmark: _Toc378750903]PLANNING/DEVELOPMENT PHASE

During the Planning/Development Phase, the Implementation Team expands their understanding of the deliverables needed to produce the project’s Measure of Success.  They break down the High Level Achievements into component deliverables and consider alternative ways to reach the end result.  Important deliverables are created such as a detailed project schedule, security plan, risk management plan, test plan, and a budget, procurement, vendor management plan.  All of these deliverables are compiled into the overall project plan and schedule.
 


[bookmark: _Project_Team_Directory_1][bookmark: _Toc378585790]Figure 3 - Planning/Development Phase

4.1. [bookmark: _Toc369253717][bookmark: _Toc369609341][bookmark: _Toc369848618][bookmark: _Toc370895083][bookmark: _Toc370993822][bookmark: _Toc370993910][bookmark: _Toc372019752][bookmark: _Toc372880603][bookmark: _Toc374620124][bookmark: _Toc375897736][bookmark: _Toc377369349][bookmark: _Toc377369523][bookmark: _Toc377373397][bookmark: _Toc377373724][bookmark: _Toc377373830][bookmark: _Toc377374014][bookmark: _Toc377454860][bookmark: _Toc377470741][bookmark: _Toc377473696][bookmark: _Toc377475038][bookmark: _Toc377475224][bookmark: _Toc377475332][bookmark: _Toc377716108][bookmark: _Toc369253718][bookmark: _Toc369609342][bookmark: _Toc369848619][bookmark: _Toc370895084][bookmark: _Toc370993823][bookmark: _Toc370993911][bookmark: _Toc372019753][bookmark: _Toc372880604][bookmark: _Toc374620125][bookmark: _Toc375897737][bookmark: _Toc377369350][bookmark: _Toc377369524][bookmark: _Toc377373398][bookmark: _Toc377373725][bookmark: _Toc377373831][bookmark: _Toc377374015][bookmark: _Toc377454861][bookmark: _Toc377470742][bookmark: _Toc377473697][bookmark: _Toc377475039][bookmark: _Toc377475225][bookmark: _Toc377475333][bookmark: _Toc377716109][bookmark: _Define_Implementation_Team][bookmark: _Toc367969284][bookmark: _Toc377716110][bookmark: _Toc378750904]Define Implementation Team Members

The Project Manager(s) requests that the Steering Committee identifies personnel to be assigned to the Implementation Team.  The Implementation Team’s primary responsibility is to execute the project.
Implementation Team consists of internal staff, vendors, and contractors.  If the project is going to affect any of the schools, please remember to offer their staff a place on the Implementation Team.
A listing of the Implementation Team’s responsibilities is displayed below.  The Implementation Team should meet regularly to discuss theproject progress.  
Implementation Team Responsibilities
· Develop the detailed tasks to accomplish each HLA
· Agree to timeframes and resource commitment for each task
· Agree on overall project’s schedule
· Provide status for each assigned task on a recurring basis
· Complete assigned tasks by planned deadlines
· Communicate concerns/issues to Project Manager
· Attend project meetings
· Identify and manage project risks
· Inspect and agree that each HLA is completed
· Inspect and agree that the project’s MOS is completed
· Participate in the development of SDLC documentation
· Provide transition to support staff
· Complete project closure report
· Close-out the Project.

Note:   It is extremely important that the Steering Committee knows that they are AUTHORIZING the Implementation Team to make all necessary decisions in order to complete each HLA.  The Implementation Team does NOT have to get prior approval from the Steering Committee on any decisions regarding these activities, except as noted in the following paragraph.  
The Implementation Team cannot change a HLA, modify scope, increase the budget, or change any timeframes for tasks on the project’s critical path without Steering Committee approval (see change management process - section 3.15).  If the Implementation Team cannot agree upon a major issue resolution or key activity decision, then the Project Manager(s) will present these to the Steering Committee for their guidance and, if necessary, final ruling.
4.2. [bookmark: _Secure_IT_Members][bookmark: _Toc377369353][bookmark: _Toc377369527][bookmark: _Toc377373401][bookmark: _Toc377373728][bookmark: _Toc377373834][bookmark: _Toc377374018][bookmark: _Toc377454864][bookmark: _Toc377470745][bookmark: _Toc377473700][bookmark: _Toc377475042][bookmark: _Toc377475228][bookmark: _Toc377475336][bookmark: _Toc377716112][bookmark: _Toc370895087][bookmark: _Toc370993826][bookmark: _Toc370993914][bookmark: _Toc372019756][bookmark: _Toc372880607][bookmark: _Toc374620128][bookmark: _Toc375897740][bookmark: _Toc377369354][bookmark: _Toc377369528][bookmark: _Toc377373402][bookmark: _Toc377373729][bookmark: _Toc377373835][bookmark: _Toc377374019][bookmark: _Toc377454865][bookmark: _Toc377470746][bookmark: _Toc377473701][bookmark: _Toc377475043][bookmark: _Toc377475229][bookmark: _Toc377475337][bookmark: _Toc377716113][bookmark: _Toc370895088][bookmark: _Toc370993827][bookmark: _Toc370993915][bookmark: _Toc372019757][bookmark: _Toc372880608][bookmark: _Toc374620129][bookmark: _Toc375897741][bookmark: _Toc377369355][bookmark: _Toc377369529][bookmark: _Toc377373403][bookmark: _Toc377373730][bookmark: _Toc377373836][bookmark: _Toc377374020][bookmark: _Toc377454866][bookmark: _Toc377470747][bookmark: _Toc377473702][bookmark: _Toc377475044][bookmark: _Toc377475230][bookmark: _Toc377475338][bookmark: _Toc377716114][bookmark: _Implementation_Team_Kick-off][bookmark: _Toc367969286][bookmark: _Toc377716115][bookmark: _Toc378750905]Implementation Team Kick-off Meeting

The Project Manager(s) schedules and hosts the Implementation Team project’s kick-off meeting.  The Project Manager(s) will develop the agenda and distribute it to team members prior to the kick-off meeting.  Also, the Project Manager(s) are responsible for scheduling all project meetings, creating the agendas, and accurately capturing the meeting minutes.
4.2.1. [bookmark: _Toc367969287][bookmark: _Toc377716116][bookmark: _Toc378750906]Implementation Team Agenda
The Project Manager(s) will need to review all Initiating Phase documents so that the Implementation Team knows the Steering Committee’s approved direction of the project.Agenda v7.0 Template

The project Implementation Team kick-off meeting agenda should address the following items:
· Introduction of Implementation Team Members
· Familiarization with the PMO PM MethodologyMeeting Minutes v7.0 Template

· Role of Implementation Team Members 
· Review MOS and HLAs
· Review Constraints and Assumptions
· Review Planning Phase steps
·  Start HLA task break downProject Team meeting schedule
· Discuss Next Steps

The above is a suggested agenda and should be modified to fit the needs of the audience.  The Project Manager(s) should send out the agenda at least two to three days in advance.
4.3. [bookmark: _Develop_Communications_Management][bookmark: _Requirements_Analysis][bookmark: _Toc367969289][bookmark: _Toc377716118][bookmark: _Toc378750907]Requirements Analysis

The Requirements Analysis is a detailed breakdown of all the critical conditions that must be met for the project to be successful.  Requirements should be actionable, measurable, testable, and related to a business need.  The Requirements Analysis should also define the business needs, compliance needs, optional design criteria, and security needs.  Requirements Analysis Requirements
Requirements Analysis v7.0 Template


[bookmark: _HLA_Network][bookmark: OLE_LINK13][bookmark: OLE_LINK14]The Project Manager(s) will work with the Sponsor, Steering Committee and the Implementation Team to make sure that all requirements and needs are well documented and defined.
4.4. [bookmark: _Define_HLA_Network][bookmark: _Work_Packages][bookmark: _Business_Process_Model][bookmark: _Toc367969291][bookmark: _Toc377716119][bookmark: _Toc378750908]Business Process Model

A Business Process Model is a document that outlines business processes and the ways in which operations are carried out to accomplish the intended objectives of an organization.  This is the activity of representing enterprise processes, so that the current ("as is") process may be analyzed and improved ("to be").  The three areas of focus are management processes, operational processes, and supporting processes. 
A Business Process Model is designed to help create a more detailed requirements analysis for the design of the system. The three main purposes of a Business Process Model are to:Business Process Model Requirements
Business Process Model v7.0 Template


· Capture current business processes providing insight into how work is executed, who is involved, and how activities flow from beginning to end.  

· Redesign and improve business processes to reduce inefficiencies, drive down costs, and respond faster to customer requests.  A process has to be documented and flowcharted before it can be redesigned. 

· Automate existing process. Systematic replacement for manual or paper processes.

The Project Manager(s) will work with the functional business members of the Implementation Team who understands how the process for the work being reviewed is completed.  This sub-team should capture resources, inputs, processes and outputs, but this should only be a broad outline of the procedures that govern daily activities.
4.5. [bookmark: _Define_Project_Tasks][bookmark: _Toc367969292][bookmark: _Toc377716120][bookmark: _Toc378750909]Develop Project Schedule

After the Implementation Team understands the High Level Achievements (HLAs), the next step is for the team to develop a detailed project schedule to complete the HLAs.  The Implementation Team needs to discuss what tasks are necessary in order for the team to complete the HLAs.  Who will perform the tasks, what is the resources’ effort to complete the tasks, what are the task dependencies, and what is the availability of the resources (% time available to the project).Project Schedule Requirements
Project Schedule Template v7.0

Depending on the complexity of the project, this planning effort can take a substantial amount of time and effort (weeks, sometimes months) on the part of the Implementation Team.  Either MS Excel or MS Project can be used as a tool to develop a detailed project schedule.  It is highly recommended that MS Project be used for all medium or large sized projects and PDF formatted copies distributed to Implementation Team members and others who do not have MS Project installed or the correct version.




[bookmark: _Toc378585791]Figure 4 - Develop Project Schedule

4.5.1. [bookmark: _Toc374620136][bookmark: _Toc375897748][bookmark: _Toc377369362][bookmark: _Toc377369536][bookmark: _Toc377373410][bookmark: _Toc377373737][bookmark: _Toc377373843][bookmark: _Toc377374027][bookmark: _Toc377454873][bookmark: _Toc377470754][bookmark: _Toc377473709][bookmark: _Toc377475051][bookmark: _Toc377475237][bookmark: _Toc377475345][bookmark: _Toc377716121][bookmark: _Toc374620137][bookmark: _Toc375897749][bookmark: _Toc377369363][bookmark: _Toc377369537][bookmark: _Toc377373411][bookmark: _Toc377373738][bookmark: _Toc377373844][bookmark: _Toc377374028][bookmark: _Toc377454874][bookmark: _Toc377470755][bookmark: _Toc377473710][bookmark: _Toc377475052][bookmark: _Toc377475238][bookmark: _Toc377475346][bookmark: _Toc377716122][bookmark: _E1)_Define_Project][bookmark: _e1)_Define_Detailed][bookmark: _Toc367969293][bookmark: _Toc377716123][bookmark: _Toc378750910]Define Detailed Project Tasks
The Project Manager(s) leads the Implementation Team through an exercise to identify the detailed tasks for the defined HLAs.  Each large scale activity or sub-HLA will be further broken down into specific sub-tasks.
For example: 
Major project activity or sub-HLA: #3 - Define and document existing procedures and steps for de-provisioning students in each of the 8 schools. 
Example of detailed tasks for the above sub-HLA:
· Create template and format for documenting procedures
· Document Public Safety student de-provisioning procedures
· Document Library student de-provisioning procedures

In most circumstances, the Project Manager(s) will need to come up with suggestions to get the conversation started.  The Project Manager(s) should actively solicit input from all the Implementation Team members.  
Note:  Be sure to include vendor specific tasks, when applicable.
4.5.2. [bookmark: _E2)_Assign_Resources][bookmark: _Toc367969294][bookmark: _Toc377716124][bookmark: _Toc378750911]Assign Resources to each Task
As each task is identified, the Project Manager(s) will work with the Implementation Team to determine who will be responsible for completing the task.  Single or multiple resources can be assigned to each task. The assigned resource(s) for a task are usually individuals who are on the Implementation Team.  
However, in some situations, assigned resource(s) for a task may be individuals that are not on the Implementation Team. In this scenario, an assigned implementation team member will be held accountable for the task and will have to coordinate the effort of the non-Implementation Team resource(s).
For example, an Implementation Team member is responsible for a task that states ‘draft a new security policy that affects all 8 schools at the university’. This team member represents all 8 schools on the Implementation Team; therefore, the team member will have to obtain information from each school to complete the task.  It is the assigned team member’s responsibility to complete this task by securing the necessary information from each school.  The Project Manager(s) will hold the team member accountable, not the school resources that are helping to complete the task.
4.5.3. [bookmark: _Toc369253729][bookmark: _Toc369609353][bookmark: _Toc369848630][bookmark: _Toc370895097][bookmark: _Toc370993836][bookmark: _Toc370993924][bookmark: _Toc372019766][bookmark: _Toc372880617][bookmark: _Toc374620140][bookmark: _Toc375897752][bookmark: _Toc377369366][bookmark: _Toc377369540][bookmark: _Toc377373414][bookmark: _Toc377373741][bookmark: _Toc377373847][bookmark: _Toc377374031][bookmark: _Toc377454877][bookmark: _Toc377470758][bookmark: _Toc377473713][bookmark: _Toc377475055][bookmark: _Toc377475241][bookmark: _Toc377475349][bookmark: _Toc377716125][bookmark: _E3)_Assign_Resource][bookmark: _Toc367969295][bookmark: _Toc377716126][bookmark: _Toc378750912]Assign Resource Effort
Next, the Project Manager(s) ask the assigned resource(s) of the task how much effort in hours it will be required to complete the task.
For example, the task states ‘document the current procedure to de-provision a student in the Library’ and the task is assigned to Joe to complete.  Joe estimates that it will take him 20 hours to complete this task.  When estimating the effort the resource(s) should base their answer on a ‘perfect world’ where they have nothing else to do besides complete this task.  The Section 4.6.5 “Obtain Implementation Team Resource Availability” below it discusses how to address team member concerns regarding their availability to work on their assigned project tasks in addition to their normal work duties.
Note:  The Project Manager(s) and Steering Committee should realize that the resource efforts stated in the Project Schedule are an ESTIMATE.  It takes many organizations years before they can accurately estimate the time to complete tasks.  Effort estimating improves as Implementation Team members become exposed to this process and have learned from past projects.
4.5.4. [bookmark: _E4)_Identify_Dependencies][bookmark: _Toc367969296][bookmark: _Toc377716127][bookmark: _Toc378750913]Identify Task Dependencies
The Project Manager(s) will ask the Implementation Team what task(s) must be completed before another task can start?  Also, does a task need additional lag time to start after a preceding task is completed or can task(s) run parallel (at the same time)?  What the Project Manager(s) is trying to do is determine the dependencies of a task.  
For example, a task states ‘approve library de-provisioning procedure’.  The team members identify that this task cannot start until the previous task of ‘document the current procedure to de-provision a student in the Library’ is completed.  
The Project Manager(s) should be knowledgeable of the different types of project task dependencies (e.g., FS – finish to start) and be able to lead the team successfully through this exercise.  (Review Definitions Section for an explanation of different project task types).

There are occasions where there is an external dependency with another project or business decision outside the scope of the project. The Project Manager(s) must assess to the best of their ability how this external dependency will impact their project tasks or schedule.  An example would be a new application project where a separate infrastructure upgrade project needs to be completed before the application can be installed.
4.5.5. [bookmark: _E5)_Obtain_Implementation][bookmark: _Toc367969297][bookmark: _Toc377716128][bookmark: _Toc378750914]Obtain Implementation Team Resource Availability
After all tasks for each sub-HLA have been identified and assigned the appropriate resources with effort hours, the Project Manager(s) will ask the Implementation Team what their availability is for the entire length of the project.  The Implementation Team member will need to identify the average percentage of their time that they can allocate to the entire project, i.e., 10%, 50%, etc.  Or they can state that they are only available 5 hours each week to work on the project which translates to 13.0 % (5 hrs./37.5 standard work week) availability. Often, a team member will need to review with their superior what time they can allocate to the project before providing this information to the Project Manager(s).  However, the Project Manager(s) may request more time be allocated to the project based on the project needs.  
The percentage of time the resource is available to work on the project is used by the Project Manager(s) to help create the project schedule.  For example, if ‘x’ project task assigned to Mary will take 8 hours to complete and Mary is allocated 10% for the entire project, then it will take Mary 2 weeks to complete the task instead of one day (40 hour work week x 10% = 4 hours each week).  Entering the above defined tasks, with resources, effort, dependencies, and resource availability, will result in a project schedule with estimated start and end dates.
4.5.6. [bookmark: _E6)_Finalize_Constraints][bookmark: _Toc367969298][bookmark: _Toc377716129][bookmark: _Toc378750915]Finalize Constraints and Assumptions
The Project Manager(s) with the assistance of the Implementation Team identifies any other constraints and assumptions that the Steering Committee may have not identified previously. 
If the Project Manager(s) and Implementation Team have identified important constraints and/or assumptions that may need to be incorporated into the project schedule, then the Project Manager(s) should present this information for review and approval at the next Steering Committee meeting.
4.5.7. [bookmark: _Project_schedule][bookmark: _Toc233089202][bookmark: _Develop_Project_Schedule][bookmark: _Toc367969299][bookmark: _Toc377716130][bookmark: _Toc378750916]Refine Project Schedule
After listing all the known tasks, dates, the order in which those tasks should be completed, team member task assignments, availability of the team members for each project task,  and identifying constraints and assumptions, the project schedule is refined by the Project Manager(s) using  additional factors, such as dependencies on other projects, vacations, holidays, etc. 
4.5.8. [bookmark: _F1)_Create_Schedule][bookmark: _F2)_Revise_Schedule][bookmark: _Project_Schedule_Approval][bookmark: _Toc367969302][bookmark: _Toc377716132][bookmark: _Toc378750917]Project Schedule Approval
The project schedule should be approved by both the Implementation Team members and Steering Committee members before the Implementation Team can start work on any tasks.  
4.5.8.1. [bookmark: _Toc377369374][bookmark: _Toc377369548][bookmark: _Toc377373422][bookmark: _Toc377373749][bookmark: _Toc377373855][bookmark: _Toc377374039][bookmark: _Toc377454885][bookmark: _Toc377470766][bookmark: _Toc377473721][bookmark: _Toc377475063][bookmark: _Toc377475249][bookmark: _Toc377475357][bookmark: _Toc377716133][bookmark: _G1)_Implementation_Team][bookmark: _Toc369253736][bookmark: _Toc369609360][bookmark: _Toc369848637][bookmark: _Toc369253737][bookmark: _Toc369609361][bookmark: _Toc369848638][bookmark: _Toc369253738][bookmark: _Toc369609362][bookmark: _Toc369848639][bookmark: _Toc369253739][bookmark: _Toc369609363][bookmark: _Toc369848640][bookmark: _Toc369253740][bookmark: _Toc369609364][bookmark: _Toc369848641][bookmark: _Toc369253741][bookmark: _Toc369609365][bookmark: _Toc369848642][bookmark: _Toc369253742][bookmark: _Toc369609366][bookmark: _Toc369848643][bookmark: _Toc369253743][bookmark: _Toc369609367][bookmark: _Toc369848644][bookmark: _Toc369253744][bookmark: _Toc369609368][bookmark: _Toc369848645][bookmark: _Toc369253745][bookmark: _Toc369609369][bookmark: _Toc369848646][bookmark: _Toc369253746][bookmark: _Toc369609370][bookmark: _Toc369848647][bookmark: _Toc369253747][bookmark: _Toc369609371][bookmark: _Toc369848648][bookmark: _Toc369253748][bookmark: _Toc369609372][bookmark: _Toc369848649][bookmark: _Toc369253749][bookmark: _Toc369609373][bookmark: _Toc369848650][bookmark: _Toc369253750][bookmark: _Toc369609374][bookmark: _Toc369848651][bookmark: _Toc367969303][bookmark: _Toc377716136][bookmark: _Toc378750918]Implementation Team Review and Approval
The Project Manager(s) review the project schedule(s) with the Implementation Team in order to obtain their overall approval on the tasks, dates, resources, effort, and dependencies.  
If the Project Manager(s) provides several different project schedules (scenarios) to the Implementation Team, a final project schedule must be produced and approved by the Implementation Team before the schedule can be reviewed with the Steering Committee.
The Project Manager(s) should document all implementation team approvals.
4.5.8.2. [bookmark: _G2)_Steering_Committee][bookmark: _Toc367969304][bookmark: _Toc377716137][bookmark: _Toc378750919]Steering Committee Review and Approval
The Project Manager(s) review the recommended project schedule with the Steering Committee in order to obtain their approval.
During this meeting, the following situations could occur:
· New constraints and/or assumptions are discussed
· HLAs are changed or removed 
· More resources are made available 
A verbal approval by Steering Committee members is sufficient, but the approvals must be noted in the Steering Committee meeting notes.  Email approvals from absent Steering Committee members are also acceptable.
4.5.9. [bookmark: _G3)_Set_Project][bookmark: _Toc377716138][bookmark: _Toc378750920][bookmark: _Toc367969305]Baseline Project Schedule 
Once Steering Committee approval is received, the Project Manager(s) baselines the project schedule.  Once the schedule baseline is set, all project task dates are then measured against this benchmark. Remember, proper change control approvals should take place once it is determined that the task or project completion date falls outside the set tolerance levels, see section 3.14 “Project Change Control Management Process for more details. 
The Project Manager(s) should contact the OIT PMO if they don’t know how to set the project baseline in Microsoft Project software.
Note: Even after the Steering Committee has approved a project schedule change, the Project Manager(s) should not re-baseline the project schedule; only change the actual working schedule.  A project schedule should be baselined only once as this is used as a benchmark to measure the planned vs. the actual schedule variance.  The Project Manager(s) should be able to identify and document the root cause issue(s) that resulted in each schedule delay as well as the appropriate Steering Committee change control approval.
4.6. [bookmark: _Toc369848655][bookmark: _Toc370895108][bookmark: _Toc370993847][bookmark: _Toc370993935][bookmark: _Toc372019777][bookmark: _Toc372880628][bookmark: _Toc374620151][bookmark: _Toc375897763][bookmark: _Toc377369380][bookmark: _Toc377369554][bookmark: _Toc377373428][bookmark: _Toc377373755][bookmark: _Toc377373861][bookmark: _Toc377374045][bookmark: _Toc377454891][bookmark: _Toc377470772][bookmark: _Toc377473727][bookmark: _Toc377475069][bookmark: _Toc377475255][bookmark: _Toc377475363][bookmark: _Toc377716139][bookmark: _Toc369848656][bookmark: _Toc370895109][bookmark: _Toc370993848][bookmark: _Toc370993936][bookmark: _Toc372019778][bookmark: _Toc372880629][bookmark: _Toc374620152][bookmark: _Toc375897764][bookmark: _Toc377369381][bookmark: _Toc377369555][bookmark: _Toc377373429][bookmark: _Toc377373756][bookmark: _Toc377373862][bookmark: _Toc377374046][bookmark: _Toc377454892][bookmark: _Toc377470773][bookmark: _Toc377473728][bookmark: _Toc377475070][bookmark: _Toc377475256][bookmark: _Toc377475364][bookmark: _Toc377716140][bookmark: _Toc369848657][bookmark: _Toc370895110][bookmark: _Toc370993849][bookmark: _Toc370993937][bookmark: _Toc372019779][bookmark: _Toc372880630][bookmark: _Toc374620153][bookmark: _Toc375897765][bookmark: _Toc377369382][bookmark: _Toc377369556][bookmark: _Toc377373430][bookmark: _Toc377373757][bookmark: _Toc377373863][bookmark: _Toc377374047][bookmark: _Toc377454893][bookmark: _Toc377470774][bookmark: _Toc377473729][bookmark: _Toc377475071][bookmark: _Toc377475257][bookmark: _Toc377475365][bookmark: _Toc377716141][bookmark: _Budget][bookmark: _Toc369848658][bookmark: _Toc370895111][bookmark: _Toc370993850][bookmark: _Toc370993938][bookmark: _Toc372019780][bookmark: _Toc372880631][bookmark: _Toc374620154][bookmark: _Toc375897766][bookmark: _Toc377369383][bookmark: _Toc377369557][bookmark: _Toc377373431][bookmark: _Toc377373758][bookmark: _Toc377373864][bookmark: _Toc377374048][bookmark: _Toc377454894][bookmark: _Toc377470775][bookmark: _Toc377473730][bookmark: _Toc377475072][bookmark: _Toc377475258][bookmark: _Toc377475366][bookmark: _Toc377716142][bookmark: _Create_Budget,_Procurement,][bookmark: _Architecture_Design][bookmark: _Security_Tool_and][bookmark: _Toc367969307][bookmark: _Toc377716144][bookmark: _Toc378750921]Security Plan

Security requirements need to be very specific in regards to the application or general support system, what types of protection must be in place, and what types of intrusions or attacks must be specifically safeguarded against, etc.  Security measures should be explicitly required and tested in every project.SECURITY PLAN
Security Plan Template v7.0




Security requirements should also require that sensitive parts of the application, system, or network be protected. All confidential and restricted access portions of the application should be protected.  Security should address all portions of a system being developed; including backend systems such as databases; integrated components, such as third party applications or plug-ins; network access; the application being developed; and even access to the source code itself. Effective security requires not only a security plan be developed at the beginning of a project, but also for the plan to be reviewed and adjusted, if necessary, throughout the project.   
The Project Manager(s) should work with the Implementation Team and OIT Information Security Office (ISO) to make sure all security aspects have been considered.  The security plan should be approved by the Implementation Team and ISO; and where applicable, the Steering Committee. 
In the case of projects involving the implementation of a new application or changes to an existing application, the Project Manager(s) should advise the identified application owner/sponsor that they need to register the new application or note changes to an existing application using the ISO ISRA Application Portal website at (http://rbhs.rutgers.edu/ca/infosecurity/program/IS_risk_assessment.html or contact the ISO office for assistance.


4.7. [bookmark: _Data_Management_Plan][bookmark: _Toc367969308][bookmark: _Toc378750922]Data Management PlanDELIVERABLE Requirements and Approvals

A Data Management Plan should determine the type of data that will be used and/or stored within the system and ascertain how the data will be created, maintained, accessed, secured and archived.  If there is existing data that requires migration or conversion, the Data Management Plan should address these requirements, as well.  This deliverable is scalable to fit the needs of a project that has minimal to no data or a project that is data driven.Data Management Plan v7.0 Template

The Project Manager(s) are responsible for creating this deliverable in close coordination with all stakeholders, including the Sponsor.  
4.8. [bookmark: _Disaster_Recovery_Plan][bookmark: _Toc367969309][bookmark: _Toc377716145][bookmark: _Toc378750923]Disaster Recovery Plan 

The Disaster Recovery Plan outlines and documents the formalized processes to handle the recovery of applications, data, and infrastructure systems directly related to the project.  This document should consider availability needs for each portion of the system.  The purpose for this plan is to create a plan for disaster recovery, but it is not intended to be a business continuity plan.  Business Continuity plans are usually generated at the enterprise level under the guidance of senior business and IT management.DISASTER RECOVERY PLAN
Disaster Recovery Plan v7.0


The Project Manager(s) is responsible to ensure that the Disaster Recovery Plan has been created by developing a new process or set of processes; or by leveraging current processes.   
4.9. [bookmark: _Development_Plan][bookmark: _Create_Budget,_Procurement,_1][bookmark: _Toc367969311][bookmark: _Toc377716146][bookmark: _Toc378750924]Create Budget, Procurement, and Vendor Management Plan
The Budget, Procurement, and Vendor Management Plan specifies the controls that are agreed upon by the Project Manager(s) to address the funding and cost monitoring of the budget, the procurement and invoicing of vendor goods and services, and how the vendor will be managed.  BUDGET, PROCUREMENT, VENDOR MGMT PLAN

Budget Procurement and Vendor Management Plan Template 7.0


The management plan is meant to be changed to fit the needs of each specific project.  Please review the example provided and modify it to accommodate your project’s specific needs.
The following items could be addressed within the management plan:
· Budget
· Financial Banner index number
· Who is the fiscal officer
· What are the funding amounts per fiscal year
· Who will monitor costs – actual vs. budget
· When does the SC need to approve financial changes
· Procurement
· Who approves purchase orders
· Who approves invoices
· Vendor Management
· Who is the main contact person with the vendor(s)
· Who maintains the vendor contact informationMulti-Year Budget v7.0 Template 

· Who are the vendors
· How are vendor quotes handled
· Budget Closure

Once the Budget, Procurement, and Vendor Management Plan is created, the Project Manager(s) can assist the Project Sponsor or Requestor in creating a multi-year project budget. The PMO Budget Tracking template should be completed with the necessary budget data and kept up-to-date as costs are incurred.  As expenses occur (invoice received), the Project Manager will apply project expenses against the budget items that were previously setup.  These expenses will then be reviewed and/or approved by the project expense approver (Fiscal Officer or Sponsor). Budget Tracking v7.0 Template 

4.10. [bookmark: _Toc377369388][bookmark: _Toc377369562][bookmark: _Toc377373436][bookmark: _Toc377373763][bookmark: _Toc377373869][bookmark: _Toc377374053][bookmark: _Toc377454899][bookmark: _Toc377470780][bookmark: _Toc377473735][bookmark: _Toc377475077][bookmark: _Toc377475263][bookmark: _Toc377475371][bookmark: _Toc377716147][bookmark: _Review_Change_Control][bookmark: _Review_Project_Change][bookmark: _Test_Plan][bookmark: _Toc367969312][bookmark: _Toc377716148][bookmark: _Toc378750925]Test Plan

The Test Plan will specify the testing needs and goals for the entire project.  The Test Plan should include the strategy for all levels of testing required, including but not limited to:
· Unit Testing[bookmark: Deliverable_Test_plan]Test Plan Process
Test Plan Template v7.0


· System Testing
· Integration Testing
· Installation Verification
· User Acceptance Testing.
If available, the requirements grid from the Requirements Analysis should be included in the testing plan.  All needed scenarios for complete, accurate testing should be identified within the Test Plan along with expected timeframes for the testing to be executed.  The test results will provide stakeholders with information about the quality of the product being delivered. The test plan is meant to convey testing strategy and scope, it need not contain the actual test scripts or results, that information should be documented later in the project lifecycle.
The Project Manager(s) is responsible for producing a final Test Plan document that needs to be approved by the Sponsor and the Steering Committee and to verify that all appropriate test scenarios have been identified.  The final Test Plan is not always completed in the Planning and Development phase, but it MUST be completed and approved prior to the start of actual testing. Once testing starts, test results must be documented and will require a different set of approvals by the testing organizations involved.
Note:  For application testing, especially new applications, Project Manager(s) should plan for multiple test cycles as defects will have to be remediated and re-tested.
[bookmark: _Review_Project_Change_1][bookmark: _Change_Control_Process]Note: Training for testers should also be identified in the Test Plan as a prerequisite.
4.11. [bookmark: _Risk_Plan][bookmark: _Develop_Risk_Management][bookmark: _Toc367969315][bookmark: _Toc377716149][bookmark: _Toc378750926][bookmark: OLE_LINK7][bookmark: OLE_LINK8]Develop Risk Management Plan

The risk management process is a systematic and proactive approach to identifying risks and  minimizing their uncertainties. The Project Manager(s) should prepare a Risk Management Plan which includes identifying risks, determining their possible impact, identifying who should be involved in their mitigation, and how the risks will be managed.  The Project Manager(s) should seek advice from the Steering Committee and Implementation Team members in creating the plan. RISK MANAGEMENT PLAN
Risk Management Plan Template v7.0


What is a project risk?
A risk is an anticipated event/occurrence which may impact the project; the event/occurrence can either be internal or external.  The key word is MAY.  A risk is not a certainty.  If a risk occurs, it becomes an issue.
Generally there are three main areas that risks can impact: 
· Budget/costs
· Schedule/time 
· Quality/scope.
Risks should be quantifiable and ranked depending on their level of impact to the project. For example, a risk that has a low probability of occurrence and a low impact to the project will be ranked lower than a risk which is likely to occur and would have a huge impact on the project.  This ranking can help the Project Manager(s) and Implementation Team utilize the available project resources in the most effective way.
[image: ]
[bookmark: _Toc378585792]Figure 5 - Project Risk
The Project Manager(s) adds risks to the Risk Management Plan as they are identified.  Risks can be identified as early as the Initiating Phase and can continue throughout the project until completion.   
The Project Manager(s) logs the risk(s) into the Project Risk Log which needs to be stored in the appropriate project document repository and updated as needed.  Project Manager(s) is responsible for reviewing the risks periodically with the Implementation Team and identifying remediation steps to eliminate or reduce the risks throughout the project’s lifecycle.  Risk Log Template v7.0

4.12. [bookmark: _Post_Implementation_Plan][bookmark: _Toc367969316][bookmark: _Toc377716150][bookmark: _Toc378750927]Post-Implementation Plan

The Post Implementation Plan will identify the scope of the project and the responsibilities of the staff maintaining the system post-project.  The system and/or application should be outlined in detail.  The expectations of all support service departments need to be identified and documented.  This plan should include required maintenance, maintenance schedules, log reviews and a documented process for system account access reviews. Also, a detailed change management process needs to be developed for future change, maintenance, upgrades and customizations.POST- IMPLEMENTATION PLAN
Post Implementation Plan Template v7.0


The Project Manager(s) needs to work closely with the Implementation Team to create the Post Implementation Plan.
4.13. [bookmark: _Training_Plan][bookmark: _Toc367969317][bookmark: _Toc377716151][bookmark: _Toc378750928]Training Plan

The Training Plan defines the activities and approach for training the users on the product of the project.  This plan will need to describe the time lines, resources and process of scheduling end user training.  The Training Plan will also need to outline how users will be selected for the training classes along with training schedules and curriculum.  The outline for the training materials should be included. The Training Plan should address a competency testing outline or matrix, especially for clinical applications.TRAINING PLAN
Training Plan Template v7.0


The Project Manager(s) and the Implementation Team are responsible for ensuring that a thorough Training Plan has been created, while working with the appropriate training staff.  Types of training to be considered:
· Technical/System Training
· Tester Training (Note:  this training needs to be tied into Test Plan)
· Admin User Training
· Super User Training
· End User Training.

Consideration should be given to soliciting feedback from personnel attending the various training  sessions as to the quality of the trainng and applicability to the user’s work environments as well as meeting applicable clinical or regulatory guidelines.  This feedback can be used to improve future training programs and identify areas for re-training of current users.  In the case of required competency training,  attendence and satisfactory completion must be recorded and retained by the responsible administrative entities.
4.14. [bookmark: _Toc377369393][bookmark: _Toc377369567][bookmark: _Toc377373441][bookmark: _Toc377373768][bookmark: _Toc377373874][bookmark: _Toc377374058][bookmark: _Toc377454904][bookmark: _Toc377470785][bookmark: _Toc377473740][bookmark: _Toc377475082][bookmark: _Toc377475268][bookmark: _Toc377475376][bookmark: _Toc377716152][bookmark: _Finalize_Budget][bookmark: _Update_Budget][bookmark: _Toc367969318][bookmark: _Toc377716153][bookmark: _Toc378750929]Update Project Budget

After the Planning Phase has been completed and the Project Schedule has been baselined, the Project Manager(s) has the appropriate data to make any updates to the Project Budget spreadsheet.  The Project Manager(s) must notify and get approvals for any budget changes from the responsible organizational and Financial departments. 
4.15. [bookmark: _Toc377716154][bookmark: _Toc378750930]PHASE GATE APPROVAL

[bookmark: _Execution_Phase]The Project Manager(s) should not move forward with the project until all Steering Committee members are in agreement that the defined phase deliverable (the project schedule) has been completed sufficiently to move into the Executing/Controlling Phase.  


5. [bookmark: _Execution_/_Controlling][bookmark: _Toc233089203][bookmark: _Toc367969319][bookmark: _Toc377716155][bookmark: _Toc378750931]EXECUTING / CONTROLLING PHASE
During the Executing and Controlling Phase, the Implementation Team members work on completing the tasks defined on the project schedule.  The Project Manager(s) will monitor the project’s progress and adjust performance as needed to meet deliverable(s) deadlines.  As HLAs are completed, the Implementation Team should review and approval them.



[bookmark: _Toc378585793]Figure 6 - Executing/Controlling Phase

5.1. [bookmark: _Project_Schedule_1][bookmark: _Toc370993863][bookmark: _Toc370993951][bookmark: _Toc372019793][bookmark: _Toc372880644][bookmark: _Toc374620166][bookmark: _Toc375897783][bookmark: _Toc377369397][bookmark: _Toc377369571][bookmark: _Toc377373445][bookmark: _Toc377373772][bookmark: _Toc377373878][bookmark: _Toc377374062][bookmark: _Toc377454908][bookmark: _Toc377470789][bookmark: _Toc377473744][bookmark: _Toc377475086][bookmark: _Toc377475272][bookmark: _Toc377475380][bookmark: _Toc377716156][bookmark: _Toc377373446][bookmark: _Toc377373773][bookmark: _Toc377373879][bookmark: _Toc377374063][bookmark: _Toc377454909][bookmark: _Toc377470790][bookmark: _Toc377473745][bookmark: _Toc377475087][bookmark: _Toc377475273][bookmark: _Toc377475381][bookmark: _Toc377716157][bookmark: _Toc233089204][bookmark: _Toc367969320][bookmark: _Toc377716158][bookmark: _Toc378750932]Project Schedule

The Project Manager(s) will manage the project schedule by reviewing the resources’ progress for each assigned task.  Based on the ongoing status provided by the Implementation Team members, the Project Manager(s) will address issues and problems, update task effort, and review that tasks are being completed within designated start and completion dates.
5.2. [bookmark: _Execution_of_Test][bookmark: _Toc367969321][bookmark: _Toc377716159][bookmark: _Toc378750933]Execution of Test Plan

The Project Manager(s) will work with the Implementation Team to identify testers to execute the Test Plan that was developed during the planning phase, making sure that all levels of testing have been performed and appropriately recorded and approved.  All issues and/or concerns will need to be documented and worked through until testing is successful.  The Test Plan results must be accepted and signed-off on by all designated approvers.
5.3. [bookmark: _Status_Reports][bookmark: _Toc233089205][bookmark: _Toc367969322][bookmark: _Toc377716160][bookmark: _Toc378750934]Status Reports

[bookmark: OLE_LINK11][bookmark: OLE_LINK12]Implementation Team members will provide regular status updates on their scheduled project tasks as agreed upon in the Communication Plan.  In most cases, updates on ongoing open tasks will be on a weekly basis.
1. The status update will reflect the work performed for each task from the previous update.  If no work was performed by the Implementation Team member for an open task, a status on the task is still required stating that no work effort occurred.  This information will be delivered as outlined in the Communications Plan. SC Status Report Standards 7.0
SC Monthly Status Report Template 7.0



2. The Project Manager(s) will update the project schedule based on the individual updates provided by the Implementation Team members.  Any issues and/or concerns identified will need to be addressed by the Project Manager(s).  This may result in corrective action or change to the project schedule.

3. The Project Manager(s) will provide regularly scheduled project status reports that will be distributed to the team members and appropriate stakeholders as outlined in the Communications Plan.  The project status report must follow the pre-defined standards for a status update.

4. The Project Manager(s) will produce a monthly status report for the Steering Committee and distribute as outlined in the Communications Plan.  If the status report for your area is more detailed than the PowerPoint template provided, the Project Manager(s) may continue to use the more extensive version.
5.4. [bookmark: _Project_Change_Control][bookmark: _Toc367969323][bookmark: _Toc377716162][bookmark: _Toc378750935]Project Change Control Process

The Project Manager(s) will enact the project Change Control Process when necessary (see Project Change Control Process in the Planning Phase) by submitting a Change Request Form to the Steering Committee.  Change Request Template v7.0


5.5. [bookmark: _Change_Control_Process_1][bookmark: _Issues_Reporting_Log][bookmark: _Toc233089207][bookmark: _Toc367969324][bookmark: _Toc377716163][bookmark: _Toc378750936]Issues Reporting Log
Issues can pop up at any time during a project and should be reviewed and addressed by the Implementation Team.  Typically, project issues can be related to changes in the project schedule, resources, materials, finances, or unexpected changes in the project environment.Issues Reporting Log Template v7.0

Every project should track, resolve and manage issues.
Below is a guide to the types of information you should capture in a typical issue log:
	Id:
	A unique number to track the issue.


	Issue Date:
	Date the issue was raised.


	Type:
	Used to categorize issues for easier assignment and tracking.  Issue types may vary, but should usually include the following:
· Technical: an issue relating to the technical aspects of the project process or deliverable.
· Financial:   An issue relating to project funding, spending or budget.
· Resource:   An issue relating to project resources.
· Schedule:   An issue relating to the project schedule (timeline).
· Other:   A unique issue specific to the project at hand.


	Problem Description:
	Identify the specific nature and impact of the issue (what is the issue about and how does it impact the project in terms of deliverables, schedule, costs, scope or other parameter?).
Originator:   Who first raised the issue?
Assigned To:   Who is responsible for issue resolution?


	Issue Priority:
	To ensure that issues are dealt with appropriately considering impact and consequences:
· High:   Issues having a major impact on the project, requiring immediate action.
· Medium:   Issues have a moderate impact on the project, requiring attention in the near future.
· Low:   Issues having an insignificant impact on the project, requiring attention at some future date if time permits, or not at all.

	Start Date:
	To establish a timeframe for problem initiation.


	Target Completion Date:

	To establish a timeframe for resolution.

	Resolution Description:
	To identify the steps taken to address and resolve the issue.


	Status:
	Classification to track issue status:
· Identified:  The issue has been identified, resolution has not yet begun.
· Seeking Resolution:   Determining how to resolve the issue.
· Solution Proposed:   A solution to the issue has been proposed and is pending acceptance or revision.
· Resolved:   The issue has been resolved.
· Escalated:   The issue has been escalated to the Steering Committee for further action.


	Close Date:
	To establish a timeframe for problem closure.



Once an issue is raised and documented, resource assignments must be made.  Depending on the nature of the issue, any Implementation Team member may be involved.
A key challenge is tracking issue status from the point at which issues are first raised and assigned, through to resolution.  Depending upon the complexity and visibility of any given project, you may need to review all open project issues at each Implementation Team meeting.  Review of the open issues during these team meetings can provide an opportunity for the entire team to consider issues resolution progress, plan or adjust corrective actions, and re-allocate resources when required to close critical issues.

5.6. [bookmark: _Toc377369404][bookmark: _Toc377369578][bookmark: _Toc377373453][bookmark: _Toc377373780][bookmark: _Toc377373886][bookmark: _Toc377374070][bookmark: _Toc377454916][bookmark: _Toc377470797][bookmark: _Toc377473752][bookmark: _Toc377475094][bookmark: _Toc377475280][bookmark: _Toc377475388][bookmark: _Toc377716164][bookmark: _Toc377369405][bookmark: _Toc377369579][bookmark: _Toc377373454][bookmark: _Toc377373781][bookmark: _Toc377373887][bookmark: _Toc377374071][bookmark: _Toc377454917][bookmark: _Toc377470798][bookmark: _Toc377473753][bookmark: _Toc377475095][bookmark: _Toc377475281][bookmark: _Toc377475389][bookmark: _Toc377716165][bookmark: _HLA_Deliverables_Verification][bookmark: _Installation_into_Production][bookmark: _Toc367969325][bookmark: _Toc377716168][bookmark: _Toc378750937][bookmark: _Toc233089208]Installation into Production

Installation into Production is a specific, detailed plan that documents the steps that will be followed to move a system or application from the testing and/or development environment into the production environment.  This document will include the criteria for installation, deployment approach, contingencies, communications, and production (system & functional) verification.  Testing is required and test results should be documented in conjunction with the expected outcome.  The plan should include the roles and responsibilities of those involved.  For applications or systems which are third party hosted, the Implementation Team should coordinate with the vendor(s) during development of this document.INSTALLATION INTO PRODUCTION

Installation Into Production Template v7.0


The Project Manager(s) is responsible to ensure the Installation into Production Plan is created, and approved by the Implementation team and OIT Change Management (if applicable).  Once the plan has been completely executed and passed final user acceptance testing, the final approvals must be obtained by the appropriate stakeholders.
For any project, whether this document is completed or not, the OIT Change Management Policy must be reviewed and followed.  This policy process is required for all systems and applications, even hosted environments. The most up to date policy 70.2.12 – IT Change Management Policy can be located in the Information Technology Section of the Rutgers University Policy Library by clicking on this hyperlink:  Information Technology Policy Library.
[bookmark: _HLA_Deliverables_Verification_1]Deliverable:  The Project Manager(s) will ask the Steering Committee members to approve the completed HLA.  
Note:  Approvals can be verbal as long as they’re documented.
5.7. [bookmark: _Conduct_Training][bookmark: _Toc367969327][bookmark: _Toc377716170][bookmark: _Toc378750938]Conduct Training

The Training Plan that was developed during the Planning/Development Phase needs to be refined, if necessary, and then administered.  This process will need to be monitored and evaluated closely by the Project Manager(s) working with the training staff assigned to the project.  It is highly encouraged that training attendees be asked to provide feedback on the training curriculum, quality of training, and applicability to their operational needs so that, in the case of shortfalls, re-training can be scheduled as soon as possible and future training plans can be improved.
Consideration should be given to post-implementation training, either as refresher training or for users that were unable to attend the scheduled user training.
5.8. [bookmark: _Toc378750939]HLA Deliverables Verification
HLA Scope Verification and Acceptance Template v7.0

The HLA Verification Form identifies that the Implementation Team and Steering Committee has provided formal acceptance for a project deliverable(s).  The HLA Verification Form requires evidence the scope has been fully executed. Approval by each implementation team member is required before the HLA Verification form is sent to the Steering Committee for final approval..  Steering Committee approval of each HLA Verification Form is required before the project can move into the Closure Phase.
5.9. [bookmark: _Closure_Phase][bookmark: _Toc370993872][bookmark: _Toc370993960][bookmark: _Toc372019802][bookmark: _Toc372880653][bookmark: _Toc374620175][bookmark: _Toc375897793][bookmark: _Toc377369412][bookmark: _Toc377369586][bookmark: _Toc377373461][bookmark: _Toc377373788][bookmark: _Toc377373894][bookmark: _Toc377374078][bookmark: _Toc377454924][bookmark: _Toc377470805][bookmark: _Toc377473760][bookmark: _Toc377475102][bookmark: _Toc377475288][bookmark: _Toc377475396][bookmark: _Toc377716172][bookmark: _Toc367969328][bookmark: _Toc377716173][bookmark: _Toc378750940][bookmark: _Toc233089209]PHASE GATE APPROVAL
The Project Manager(s) cannot move forward with the project until all Steering Committee members approve and sign-off on all Project Deliverables, especially the HLA Scope Verification and Acceptance form.


6. [bookmark: _Closure_Phase_1][bookmark: _Toc377716174][bookmark: _Toc378750941][bookmark: _Toc367969329]CLOSING PHASE

The closing phase begins when the project’s MOS is completed.  The Project Manager(s) will complete the processes for closing the project budget and complete a closure report.  The closure report will include final comments and lessons learned on the project.  


[bookmark: _Toc378585794]Figure 7 - Closing Phase
6.1. [bookmark: _Lessons_Learned][bookmark: _Project_Closure][bookmark: _Toc372019804][bookmark: _Toc372880655][bookmark: _Toc374620177][bookmark: _Toc375897795][bookmark: _Toc377369414][bookmark: _Toc377369588][bookmark: _Toc377373463][bookmark: _Toc377373790][bookmark: _Toc377373897][bookmark: _Toc377374081][bookmark: _Toc377454927][bookmark: _Toc377470808][bookmark: _Toc377473763][bookmark: _Toc377475105][bookmark: _Toc377475291][bookmark: _Toc377475399][bookmark: _Toc377716175][bookmark: _Toc377373466][bookmark: _Toc377373793][bookmark: _Toc377373900][bookmark: _Toc377374084][bookmark: _Toc377454930][bookmark: _Toc377470811][bookmark: _Toc377473766][bookmark: _Toc377475108][bookmark: _Toc377475294][bookmark: _Toc377475402][bookmark: _Toc377716178][bookmark: _Toc233089211][bookmark: _Toc367969330][bookmark: _Toc377716179][bookmark: _Toc378750942]Project Closure
The project is officially closed when the Project Budget Memo is completed and the Project Closure report is approved by the Steering Committee.

1. The Project Manager(s) and the Sponsor will follow the required steps to close the Project Budget:BUDGET CLOSURE MEMO
Budget Closure Memo v7.0


i. Close out vendor invoices
ii. Update salary information
iii. Confirm that PO’s have been closed
iv. Meet with Sponsor, Financial Officer to confirm budget closure
v. Send out Budget Closure Memo.

2. [bookmark: OLE_LINK3][bookmark: OLE_LINK4]Verify that any major implementation or post-implementation issues have been resolved.

3. Complete the Project Closure Report with the assistance of the Implementation Team and submit it to the Steering Committee for approval.
PROJECT CLOSURE REPORT
Project Closure Report Template v7.0


4. The Project Manager(s) will verify that all project documentation is up to date and resides in the appropriate project document repository for review or audit.  For those using the PMO PPM solution, the PMO will close the project and remove access the system for team members. 

5. [bookmark: _Miscellaneous]The Project Manager(s) will communicate the project closure to all project stakeholders as appropriate.



[bookmark: _Definitions_1][bookmark: _Appendix_A_–][bookmark: _Toc378750943]Appendix A – Key Terms and Definitions

	
TERM

	DEFINITION

	Artifact
	A term used to describe official project documents.

	Business Issue
	The business reason why the requestor wants to have the project completed.


	Co-Project Manager
	The Co-Project Manager is the personnel assigned to the project from the department who has a major stake in the success of the project. The Co-Project manager is to assist the Project Manager in the execution of the methodology having the same accountability.  The Co-Project Manager will also have responsibility to aid the Implementation Team in performing tasks to complete the project deliverables. The Co-Project Manager will work hand-and-hand with the Project Manager.  While the PM will lead and direct the team through the PMO methodology, change and risk management processes; the Co-PM will lead and direct the project through specific subject matter.


	Core Domain
	The infrastructure at Rutgers RBHS for system authentication and  access to file storage that is in a secured location.


	Corrective Action
	Corrective Action is steps the project manager(s) should take in order to bring the project back to agreed upon baselines to scope, time or budget.

	Critical Path
	A critical path is the sequence of project task activities which add up to the longest overall project duration. This determines the shortest time possible to complete the project. Any delay of an activity on the critical path directly impacts the planned project completion date (i.e. there is no float on the critical path).

	Deliverables
	The required result or output for completing a step in the project methodology.

	Implementation Team
	The group of individuals who are responsible to implement the project tasks.


	OIT (or IT) Leadership/Leader
	The group of individuals designated as IT leads for their respective area, school or department 

	Project Management Methodology 
	Processes that provide a common set of guidelines and tools for all OIT employees to successfully manage a project.


	Project Management Office (PMO) 
	The central administration OIT department who sets the direction, monitors, and provides training on how OIT personnel should successfully run projects.


	Project Baseline
	A project’s baseline is defined as the original approved scope, cost and schedule. The project’s baseline is used to measure how actual performance deviates from the plan.

	Project and Portfolio Management System
	A centralized software application used to track all projects and in some cases used to organize operational tasks in (IT) departments.

	Project Manager 
	The Information Technology (IT) personnel who has responsibility of planning, execution, and closing of a project.  This individual will manage the entire project and ensure that the project is compliant with PMO Project Methodology.  The subject matter expert for project management activities and processes.

	Project Task Dependency Types
	Finish to Start (FS).  Task cannot start until a prior task or tasks are completed.  <this is the most common type of task dependency and is the default setting in MS Project>
Finish to Finish (FF).  Task completes concurrently with another prior task or tasks.
Start to Start (SS).  Task starts at the same time as another task or tasks.
Start to Finish (SF).  Task cannot finish until another task or tasks are started.

	Project Types

	Small Scale Project – Typically, a small project is departmental in focus. This may include small organizational improvements or enhancements to current practices and/or procedures. Often this may include process improvement efforts, updates or minor enhancements to an existing information system or an incremental product development project. Small scale projects are those involving up to 500 hours of effort or less (OIT, team members and stakeholders combined), and will have a small number of implementation team members.

Medium Scale Project – A medium project is often one conducted within an individual business unit. Medium projects typically involve implementing new capabilities to support key business function, and may include significant process improvement projects, systems enhancements, or the development and implementation of new systems to support a single business function.  There may be some procurement associated with the project, whether for products, services, or resources.  These projects are between 500 and 2000 hours of effort, and may have up to 10-15 Implementation Team members. 

Large Scale Project – Large projects tend to be significant and organizationally-driven strategic projects. Large projects are usually aligned with the attainment of key strategic objectives of the organization, and will often have far reaching impact within the organization. These projects may require more extensive use of external consultants and contracting expertise, and will typically have much more complex procurement requirements.  Large projects typically require over 2000 hours of resource effort, and likely involve increased size of the implementation teams – often with 30 or more team members. 

Time Constraint Project – This is a project that has a specified completion date that must be met.  Special attention must be given to adhering to baselined project schedule and applying mitigation efforts whenevert issues surface that impact the critical path of the project.


	Sponsor 
	The person who owns and promotes the project to the University, addresses conflict/issues with other senior executives, ensures project alignment with university’s strategic goals and priorities, and any other duties outlined by the steering committee.


	Stakeholders
	Are any individuals who are affected by the project, .i.e., sponsor, project manager, steering committee, Implementation Team, vendor, and end users.


	Steering Committee 
	The governing body of the project that have the responsibility to set the direction of the project and monitor the project’s progression.  (Refer to Initiating Phase – Project Team Directory for detail Steering Committee responsibilities.)


[bookmark: _Matrix_of_Deliverable][bookmark: Deliverable_Reqs_and_Approval_Matris]


[bookmark: _Appendix_B_–][bookmark: _Toc367969332][bookmark: _Toc378750944]Appendix B – Deliverable Requirements and Approval Matrix

	Project Deliverable
	Requirements by Project Size
	

	Pre-Project Planning Phase
	Large
	Medium
	Small
	Requirements
	Approvals

	Feasibility Study (SDLC)
	O
	O
	O
	This is an optional requirement for all project sizes, unless requested by the Sponsor or during the project approval process.  Any feasibility study generated is attached to the PSR submitted for review.
	The Feasibility Study should be approved by the Sponsor and Requestor, at a minimum. 

	Project Service Request
	R
	R
	O
	The Project Service Request (PSR) document serves as the entry point for a requestor or other stakeholders to submit a request for OIT services.  
	The Project Service Request has multiple levels of approvals.  The first approval will be the name of the requestor’s management who has reviewed the PSR and agrees that service request should be submitted to OIT.  The next approval level will be the OIT Representative review of the PSR, including preliminary effort hours and costs.  The OIT Representative then reviews the PSR with the OIT Director.  The OIT Director approves the PSR or requests modifications prior to approval.  The OIT Director will obtain PMO approval when PMO resources are being used to manage the project. 

	Initiating Phase
	Large
	Medium
	Small
	Requirements
	Approvals

	Project Budget
	R
	R
	R
	Project Manager(s) complete a Project Budget using the PMO Budget template.
	Project Manager(s) obtain budget approval from Sponsor.  The project will not move forward until a budget is approved by the Sponsor.

	Project Contact List
	R
	R
	O
	The Project Manager(s) will complete a Contact List which is an internal document that identifies demographic information about the Steering Committee members, Implementation Team,  3rd party vendors, and affected project stakeholders.  Required for large and medium scale projects and optional for small scale projects.
	Approval is not required.

	Measure of Success & High Level  Achievements
	R
	R
	R
	The Steering Committee defines the overall Measure of Success for the project.  Required for large and medium scale projects and optional for small scale projects.
	The Steering Committee reviews and approves.
Changes should be incorporated into the MOS and HLA document and then redistributed to the Steering Committee for review and approval.

	Project Charter
	R
	R
	R
	The Project Manager(s) shouldn’t  move ahead with the project until the Steering Committee has approved the Project Charter.
	 The Project Charter is created, approved and signed-off by the Steering Committee.

	Planning/Development Phase
	Large
	Medium
	Small
	Requirements
	Approvals

	Requirements Analysis (SDLC)
	O
	O
	O
	This deliverable is optional for all project sizes, unless requested by the Sponsor, Steering Committee or IT management.  If an RFP is being issued as part of the project, Requirements Analysis is strongly recommended.
	The Requirements Analysis should be approved by the Steering Committee, at a minimum.

	HLAs
	R
	O
	O
	Project Manager(s) will lead the Steering Committee members through the exercise to define the High Level Achievements (or deliverables) for the project.  Required for large scale projects and optional for medium and small scale projects.
	 The Project Manager(s) should review the suggested changes.  If appropriate, the changes should be incorporated into the document and then should be redistributed to the Implementation Team for review and approval.
After each HLA is completed, the Project Manager(s) must provide evidence to the Steering Committee for inspection, review, and sign-off that the HLA has successfully been completed.

	Business Process Model
	O
	O
	O
	This deliverable is optional for all project sizes, unless requested by the Sponsor, Steering Committee or IT management.
	The Business Process Model will have two approvals.  The first approval will be the plan itself, and the other will be the implementation of the plan.  Both should be approved by the Sponsor and the Steering Committee, at a minimum.

	Project Schedule
	R
	R
	R
	The Project Manager(s) enters the detailed tasks into either the Microsoft Project or another scheduling software tool to create a project schedule.
	See Project Schedule Approval

	Security Tool/Assessment
	R
	R
	O
	This deliverable is mandatory for large and medium scale projects and optional for small scale projects unless requested by the Sponsor, Steering Committee, or IT management.
	The Security Tool and Assessment should be approved by the Sponsor, Steering Committee, Implementation Team, and the Information Security Office, at a minimum.

	Data Management Plan
	O
	O
	O
	This deliverable is optional for all project sizes, unless requested by the Sponsor, Steering Committee or IT management.
	The Data Management Plan should be approved by the Implementation Team and, if applicable, the Sponsor and the Steering Committee.

	Disaster Recovery Plan
	O
	O
	O
	This deliverable is optional for all project sizes, unless requested by the Sponsor, Steering Committee or IT management.  
	The Disaster Recovery Plan should be approved by the Sponsor, the Steering Committee, Implementation Team, at a minimum.  And, the IT Infrastructure Department for sign-off on requirements, design and costs.

	Budget, Procurement & Vendor Management Plan
	R
	O
	O
	The Budget, Procurement and Vendor Management Plan is required for large scale projects and optional for medium and small scale projects.
	The completed plan is signed-off by the Project Manager, Co-Project Manager (if assigned), and budget fiscal officer.  Any change to the funding amounts shall require formal Steering Committee approval.

	Test Plan
	R
	R
	R
	This process is critical and required for all projects, regardless of size.
	The Test Plan will have two approvals.  The first approval will be the plan for the testing, and the second will be the test results or completion of the testing.  The Test Plan should be approved by the Sponsor, the Steering Committee and the Implementation Team, at a minimum.

	Communications Plan
	R
	R
	O
	The Communications Plan is required for large and medium scale projects and optional for small scale projects.
	Steering Committee and Sponsor should approve.


	Risk Plan
	R
	R
	O
	The Risk Plan is required for large scale projects and highly recommended for medium scale projects and optional small scale projects.
	The Risk Management Plan should be approved by the Sponsor and Requestor, at a minimum.

	Post- Implementation Plan
	R
	R
	O
	The Post Implementation Plan is required for large scale projects, highly recommended for medium scale projects and optional for small scale projects unless requested by the Sponsor, Steering Committee or IT management.
	The Post Implementation Plan should be approved by the Implementation Team and Steering Committee, at a minimum.

	Training Plan
	R
	R
	HR
	This deliverable is required for large and medium scale projects, and it is highly recommended for small scale projects unless a training plan is required by the Sponsor, Steering Committee or IT management.
	The Training Plan will have two approvals.  The first approval will be the plan that is defined for training, and the second will be for the completion of the training for all users.  The Training Plan should be reviewed by the Implementation Team and approved by the Steering Committee.

	Executing Phase
	Large
	Medium
	Small
	Requirements
	Approvals

	Installation into Production
	R
	R
	O
	This deliverable is required for large and medium scale projects, and optional for small scale projects
	The Installation into Production Plan will have two approvals.  The first approval will be the processes identified in the plan, and the second will be for the completion and verification or acceptance of the production environment.  The Installation into Production Plan should be approved by the Implementation Team, IT Change Management (if applicable), Sponsor, and the Steering Committee.

	[bookmark: _Hlk378336459]Closing Phase
	Large
	Medium
	Small
	Requirements
	Approvals

	Budget Closure Memo
	R
	O
	O
	This deliverable is required for large projects and optional for medium and small projects unless requested by the Sponsor, Steering Committee or IT management.
	Not Applicable


	Project Closure Report
	R
	R
	O
	This deliverable is required for large and medium scale projects and optional for small scale projects unless requested by the sponsor, steering committee or IT management.
	The Project Manager(s) will complete the Project Closure Memo and Report and receive approval from the Steering Committee.



Archived Documents – Available As Needed:
	Project Deliverable
	Requirements by Project Size
	Approvals

	Architecture  Document
	O
	O
	O
	The Architecture Design document, if created, should be approved by the Sponsor and the Steering Committee, at a minimum.

	Development Plan
	O
	O
	O
	The Development Plan, if produced, should have two approvals.  The first approval will be the plan for the development of the system or application, and the second will be for the completion of the installation in a test environment.  The Development Plan should be approved by the Sponsor, the Steering Committee and the Implementation Team, at a minimum.
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