.._:,; Nicolas Behrmann, PMP
-~ (GSD/ISD Project Management
Office
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SAVInErthe materials in this workshop reflect
PIOJEC uManagement experience both within the
State! ‘of New Mexico and in the corporate world,
UIIE) ~do not necessarily represent official state
— actlces

3’._‘-— -

’7 Official project templates and project processes
~~ must be obtained from the State of New Mexico
OCIO.




WBPKshop Materials s

SESIIGEand out for note taking
SREiShibone diagram of project management
SIEMENTS

2 J_C' © website Project Management Plan
—?F_:;_:—, f" = | plate

'-’TV&V Contract Template — Exhibit A Scope of
- Work

® Request for Certification and Release of Funds
Form
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ANCOmment-about topicerder

B

SEProject Management 101™1s meant to provide a sense
piplinderstanding, rather than a detailed how to do
antalls
SIASIan example, vendors and suppliers are only dealt with
teward the end of the workshop as the focus moves
= from identifying and defining business requirements to
— ~designing and implementing the solution.
~—  — Thelogic is that during identification and defining vendors and

suppliers are partnering with the state in that process. With the

- -- - designing, and building of the solution they are serving a unique
function!

® Again, this workshop attempts to provide a logical
model!




-~ "Project” and "Project
= Management”
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WGt a Project? —

) HrJ ect Characterlstlcs

A rOJect IS a temporary
ndeavor undertaken to create

~ a Unigue product, service or
~ result” pvsoke

’J
o

f:f
,——-—"’

-



Wh IS Project Management?

——
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——_ -

P -
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— = TIs about how we create and

= manage a temporary
organization to deliver the
unique product, service or result!

It is more about the temporary organization than the unique product,
service or result. It is more about the interested parties, technical teams
and the solution building process!

—
- — -
— - p




bl ‘

KEYAProject Magga:_gement—-@u‘égtﬁn?"

> Wrur ‘the unigue product service or result?

> Wrur do/we need to do to accomplish the goal
Jr q e‘a I5?

=) .J' oW, do'we know when we are finished
_,:—c demporary Endeavor)?

~ & Who is doing what for whom?
® How do we know how we are doing?
® How do we handle uncertainty or conflict?

-



higte Prod uc&éervice-erﬂéisulta’

—

SEPIOUUCE — What are we trying to accomplished and how
Williwe know when we are finished?
~ Jegess
8 @bjectives-> Business Requirements, System Requirements,
: _-gArChitecture, Solution Design, Build, Pilot, Deploy
= ® Jrace-ability and Quality Assurance-> Test Cases, Test Planes, Pilot
-~~~ and Deployment Success Criteria
~—  — Deployment

— -'.-‘ ~® Deploy Plan and “Transition To Operations”
— ® Operations and Support

® Resource Requirements and staffing
— Cost- What is the estimated cost of creating and implementing?



WHOMNS doing What fer-kﬂlﬁ?a"

—

r{JJes did Responsibilities

FOM! ‘hom

s'Project Sponsor

“® Project Funding Source
= "'End User

== ~~ e Beneficiary of new solution

g-::"" *—Who

e Project Team

~ ® Subject Matter Experts
® \/endors
® Operations

The Whom and the Who are all considered stake holders!
Stake Holders — whose interest may be positively or negatively affected!



O™, ‘re We ng? «-)‘““'

—

SR(ec|Endar of tasks, task targets
— qu,g"'n reakdown Structure — What needs to be done
- ] mr-' ES |mat|on — how much time will be needed?

2 Budget
\ UW much money have we spent?
= ; —~ Te we spending the right amount of money for specific tasks?

" Quality and V&Y

— : — Are we doing what we have set out to do?

-

o Metrics
— How many changes are we making?

P
\ gr—
e

—
=
"‘

—"’
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SPAYENVE meeting with stake holders and
Leam! ‘members?

2 ple)t e 'we identified possible roadblocks?

= Do we document disagreements and work
~— towards resolutions?

- ,0 Do we secure formal approval of changes
and requirements from stakeholders?

® Do we keep stake holders informed?

/‘._

HOWMWell Organized AredWe? =

|



~ Preject Management Governs the Temporany,
T Oreariizerior!!

Project Management
And Controls

Project Overview
Scope Managament
Changs Management
nt
cs?ﬁ Project Budget

Historical } e
Documents |
Businass Objactives roli—— .
Technical Objectives

Project Scope

Project Organization




a‘Bﬂmvlaturity Model = Ideally-
PHOJECHS are run,in an established
Mahner!

SRelVIVIfdescribes five evolutionary stages (levels) in which

2lf) Jrr anization manages its processes through maturity.

- lal _ Processes are ad-hoc, chaotic, or actually few
,)c sesses are defined

. Repeatable __ Basic processes are established and there is a
evel of discipline to stick to these processes

o= -_,_“ -3 Defined _ All processes are defined, documented,

Z”"’— ~ standardized and integrated into each other

— 4 Managed_-Processes are measured by collecting detailed data
on the processes and their quality

— 5 Optimizing_-_Continuous process improvement is adopted and

in place by quantitative feedback and from piloting new ideas
and technologies

R



HOJECT VS, O@;@tions—z p—

SIPIGjECt Characteristics
“'\ O]eCt IS a temporary endeavor

un dertaken to create a unique product,
erwce or result” eveoke

_— “_‘ -

_
e
—
_.."

—— g
—

"‘PrOJects and operations differ primarily in that operations are ongoing and
repetltlve while projects are temporary and unique.” PMBOK®©

s “Projects are different because the project concludes when its specific
objectives have been attained, while operations adopt a new set of
objectives and the work continues.” PMBOK®

——
’._\

-



ect = Release Management ™

Controlled Test Live
Environment Environment Environment

) _ Release Management )
Release Design and Build and | Fitdor- | Release | Rollout | (ommunication

Planning | develop, or order | configure | Purpose | Acceptance | plannmng | Preparation and | + imstallation
and purchase the | the Release | testing

wltware

e —————— T — - S——

Configuration Managem:nt Database (CMDB)
Definitive Soft\::n Library (DSL)

Release Management is a term coming from IT Operations as
defined by both ITIL and Microsoft Operational Framework.



Projectltiie Cycle describes the
SLEmporary organization-andits
DIOCESSES!

Executmg
Processes

Closing
Processes

Initiating — Obtaining Authorization to proceed with Planning

Planning — What, How, When

Executing — Actual efforts, Deliverables completion

Controlling — Status, Change Management, Risk and Issue Management
Closing — Deliverables and product acceptance, lessons learned

-



roduct Life Cycle describes th | —
development of‘the solution!

2 Plain S

— Jrga‘ﬁ“ the requirements gathering including the transition to
OPErALiONS

- )4mv,-,

'\n._li' iINg and fine tuning the requirements

= Des
e eveloplng the solution and its deployment specs

- Build
"7—3_‘— Actually doing the work, testing it and doing a pilot
- & Deploy

E

-

— Transitions to operations, training, end user implementation
e (Close
— Solution acceptance by stake holders and Operations



RIOJECt Management Geverﬂﬁ#c?*’

—

SRINEWAVIE aXico State " ® Project Management
Omc"e f the CIO Institute
B DY/Ci0.state.nm.us/ — http://www.pmi.org/in

fjed Management fo/default.asp
'é;,;_;‘a ules — Project Management
—== —PrOJect Certification Book of Knowledge
= — Project Manager
Certification, PMP

e
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OCIO"Pro ec-tngﬂ;‘ﬁcatmnd!m

SEHIEISE Z ero
) lmual;;. '
Simplementation
:—;)’7 é?out
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Projjse Manag_epent I i

SNsiabout how we create and manage a
Le Jr orary organization to deliver the
Ugl gL le product, service or result!

— not a Microsoft Project® file

——
— =

If" = MS Project ©is a scheduling aid

-
-
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1255 ‘I’oJect Cejtlﬂcat-lenﬂﬂ“*‘"

g —

?» PROJECT PLANS.
'.’1;‘- . An agency shall prepare, in accordance with the instructions contained
» management guidelines and best practices document prepared by the office,
plan for every IT project regardless of its scope or cost. The agency project manager
cument the plan and all revisions to the plan, and shall keep it on file until the
5 removed from operation
1 contents. The plan shall contain at a minimum:

s (1) a description of the project;
- (2) a descrlptlon of the functions the sLem will provide;

(4) an initial risk assessment;

— ‘}- ~(5) risk management strategies, including mitigation actions;
~ .~ . (6) quality assurance strategies or plan;
— (7) human and financial resource requirements and allocations;

(8) a project review schedule;

(9) IV&V plan and reports;

(10) project deliverables;

(11) a project schedule; and

(12) Appropriate security planning (data, disaster recovery, system back-up).




;)rJ JW\, Certlflcatlon 12.9 Ru!,e%'
DEfiRitions

i

jndependent verification and validation

- )3 ans the process of evaluating a system to determine compliance
w]_p specified reguirements and the process of determining whether

%oducts of a given development phase fulfill the requirements
established during the previous stage, both of which are performed
= Dy a organization independent of the development organization;

- qu allty
~—  means the degree to which a system, system component, or process

" 4% - meets specified requirements, customer needs, and user
expectations;

—e. _--quality assurance

- means a planned and systematic pattern of all actions necessary to
provide adequate confidence that an product or system component
conforms to established reguirements;




Project Management
|- And Controls

~ | Historical

Documents |
| Businsss Objactives
Technical Objectves

Project Scope

Stakeholdere, Sponsors

Project Organization
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Br OJect Management and
| Controls

—
- —
- T
-~
- ‘- S -—-
—— -
- ——
A,_—

__, = Is about how we create and manage a

"'—‘

-~ temporary organization to deliver
the unique product, service or result!

R
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HOJECt Management and:Gontrols™

SRBECISE  the project involves a temporary organization it
JEENS LO:

— G zthe environment explicit to its participants — they have no

Ju & o learn the organizational culture.

TIcourage active participation of stakeholders and team

o -members in navigating the development of a workable, reliable
~'-solut|on

~ — Measure the activities of the project to contribute to provide

-~ feedback to the team and the stake holders and to add to the
= knowledge of the sponsoring organization

— Manage its documents in an orderly way for others to read
during and after the project

— Provide communications to stakeholders



PrOJects by their Temporary Nature and Unique
Outcomes are Risky. Project Management reduces the

_impact of the threats by making them explicit and then

working on reducing their impacts or by eliminating
them!



_ Manageﬂ_went IS_B_E,.. o

e{" ‘By communlcatmg with stakeholders we keep them in
~ the loop, and often involve them in risk mitigation or
lessening its impact

® By acknowledging that there is risk, we can structure
ways of avoiding or effectively dealing with specific risk.



Makeilmm[onment explicit to its

palicipants — they have no time togeavn thg,—
Of _J.Jr ational cuItU’fe

R
IIEE Critical Project Factors that if ignored

r:m hlpwreck a project:
ssumptions

= "onstramts
“— Dependencies

_";—-""

= -5 ‘As part of the planning process each of
these need to be identified, and adjusted
as the project moves forward.



ASSUM) tlons e ——m

e —

—

— a——
- -

SRASSUimptions are factors that, for planning
,).Jr,u* are considered to be true, real, or
certelln W|th out proof or demonstrations”
PMBOKO

s Assumptions generally involve a degree of risk.”
’5MBO|<©

o _DPocumented Assumptions Make the environment explicit to its
participants — they have no time to learn the organizational culture!

H h hw
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Conlsige

-

— -
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SEArapplicable restriction or I|m|tat|on
2] rné “internal or external to the project
'rrur will' affect the performance of the
pre ect.” PMBOK®

— — Schedule — start or end
~— — Cost - $ or Budget Year
~ — Resources — staff numbers or skill sets

— Jechnology — Is there a commercial off the shelf solution or
must it be developed?

® A constraint can be seen as a risk




—
—

-,

DEPENCENCIES,. —

SANGUEPENdEncy IS something that Is known about
irleie m a logical connection to the outcome of

LE project.

- fr‘amlng IS @ dependency for application deployment

= — WWindows XP is a dependency for rolling out Outlook
-"" = for Exchange 2003

' = °_A dependency is an identified risk
® Dependencies are identified for the purpose of
making sure the project accounts for them in
planning and scheduling.



ACoUra ive participation of stakeholders and
eampmembers in navigating the dev |OPﬁTIEﬂt of.a.
WJr,gJa e, reliable soelution

== ﬁcludes brmgmg them to the attention of approprlate
~— — stake holders!

= o Develop a change management process that reviews
change requests arising from this openness to problems
and their resolutions!

Projects are usually understaffed and therefore every set of eyes and ears are
valuable assets. Risk and Issue resolution processes also address the perennial
complainer, by an acknowledgement and review/decision process!



RISkSIdentificatio

"

A OI[cIZationd
=Project Organization
SRRESOUICe:

= Staf - Skills, Etc
= EXte rnaI NEE
— Vendors, suppliers
= '“‘Plannlng Risks

— Uncertainty, Complexity

~® Technical Risks
— Requirements, Reliability

".-_

\\\ ‘

\

S

-




SRPLORINItiation
SRSPonSer Changes
SRPTidrities Change

S (Unrealistic Deadline
= ° Funding

e —
— o [ack of internal

~_ stakeholder support

® Delayed
Approval/Decisions

Pldenizational Risks —

Lack of Technical or
business direction

Project Manager
Experience or
iInexperience

No organization history

No established project
templates or processes

No organizational
understanding of RISK
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SHIECIGREOf RESOUTICES
Stafii A valilability
Sticllii: ’nexpenence
mie 1day and Vacation

~ ¥ Personal or Family
— IIIness

—- Retirement or
' resignations

® Overbooking

RESOUrce Risks,

® Personalities
¢ Tneffective training

® Contractor or
Consultant

® Team Morale

® [neffective
Communication




-

External Risks,. -

SRVENAOr/Supplier

— ] m}

= QU lty

—= EElck of incentive or
— ;Znalty
Mlsunderstood

= reqwrements

® Statement of Work

¢ [oo Many External
vendors or suppliers

® \Weather Issues

e Key Staff issues or
sickness

® Dependencies on
other projects

® Purchasing or hiring



PIZAAING Risks,

K01 Planning
ISCkeor Anticipation
POOIFES ﬁmatlon

fack: ~e “stakeholder
J volvement

“['ack of end customer
= involvement

- e Poor Project Definition

'—‘3.. -

Unrealistic expectations

Number of
implementation sites

Training process

Government or
Regulatory Changes

Poor Communications

Poorly Run or attended
meetings

No record keeping




Jechnical Risks, - —

Inie JmJ ete Reqguirements  © No Test Environment
SEOPE ( reep ¢ Cutting Edge Components
\NBlor Poor Change * Inadequate

Yianagement Process Documentation

— -emplex or Overly ® \/lendor Technical Support
—  Complex Designs * Code or Patch directly to
= ,Technology Readiness Production Environment

® Technical Dependencies ®* No Pilot



anagement Process”

Imitial Criticality: (Mark One)

Low Risk, Green Medium Risk, Yellow High Risk,



Project anagM
ensuréM‘-a ‘ ~

[E. ==

———

B

— |dentified
— Evaluaté*&
- PIanneJ
— Documented
= F eviewed
- — Tracked
-~ —\onitored

e

- -



Risk Management Process

Risk Risk Risk Risk Risk Risk Response Risk Monitoring
Processes Planning Identification | Qualification | Quantification & Control
Definition Deciding how to | Determining which | Analysis of risks Measuring the Developing Monitoring residual
approach and risk might affect and conditions to probability and procedures and risks, identifying new
plan risk the project prioritize their consequences of techniques to risks, executing risk
management effects risks and estimating enhance opportunities | reduction plans, and
activities their implications and reduce threats evaluating their
effectiveness
Inputs Organization Risk Management Risk Management | Risk Management Risk Management Risk Management Plan
Policies Plan Plan Plan Plan Risk Response Plan
Risk Tolerances Risk categories Identified Risks Identified Risk List of prioritized risk Project Communication
WBS Hl';storlc‘:‘l Assumptions L'ISIE of prioritized Risk rankings Progress Reviews
information risks P ;
_ Scales _o_f _ Probabilistic analysis Scope changes
Business Case probability and Expert judgment Probability of
Risk Assessment impact achieving cost and
Project Estimation time objectives
Tools & Planning Document reviews Precision ranking Interviewing Avoidance Risk Response Audits
Techniques Meetings Assumption Probability / Mitigation Risk Review Meeting
analysis ::\a;ﬁi():(t risk rating Acceptance
Checklist Transference
Outputs Risk Identified Risks Overall risk Prioritized list of Risk Response Plan — Workaround Plans
Management Triggers ranking quantified risk mitigation and Corrective action
Plan . —_— — . contingency
L.ISt of pr'lontlzed Probabilistic analysis Change Request
risks — high, Probability of .
medium, low Updated Project Log

achieving the cost
and time objectives

Updated Risk Form

GCTS Risk, Issue,

| L
‘ d, Li- Corrective Action




-
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or Problems.
Issues are Actualized Problems

Risks, Issues and Change Requests are part of Project Governance. Project Governance
spells out how these get attention of appropriate decision makers!



S i

ISSUE " Management —

rmlng, Norming, Performmg Characteristics of project teams

Y ;o = - » ﬁ‘
SIAGIEIPrOjECt moves forward, technical, organization,

[ESelirce, vendor, requirement and other areas generate
,)rJ_)J 1S, That’s not the problem!

°F [SS Management IS about the recognition and
refc lution of the problems.

::.-—:.’f- -an event that has occurred and requires an immediate
’j’ “response

~ ® Has an initiator and an assigned resource for resolution

® Has the potential to adversely or seriously impact the
outcome of a Project - if not addressed and resolved



anagement Template =

i ——
DATE: RAISED BY:

Decisions Made:

CHANGE REQUEST ID #
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—

-

Base Lined

Il ©

Project Management Term

: _ Refers to project item or document that has been
——— accepted by stakeholders!

= =3 Changes can only be made through project change
@e]pluge]



Crlzlple)s Mana,ggment-z*‘"

2 Crlejgle ge | Management in the most narrow sense deals
WibhRCOSt, Scope or schedule.

J ("runr Jﬁ anagement in the broadest sense is how
siiaNge ' jS structured and approved:

— *ﬁ%nge Request

e -ZChange Review

?‘"" ‘Change Acceptance or Rejected

: "'0 ‘Change Management includes a Change Review Board

‘& Change Management is about recording all decisions —
Recording all changes!
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Cr aing Req uest Factorss

DESEription|of Change: Description of Change

IGIEzTAderine the change request details. Provide. all relevant documentation and

J,)—Jc/r{JJJf

REasonifor;.Change

JDENIENTIENeason Tor the change, the history of the change, and the expectations for the

GOITIPOLENLy/[deliverable being changed.]

SCope/ G uality Impact

JDESCrDE thieicause for the report and the configuration items (deliverables, programs,

GoLlments, or files) impacted by the reported item. Include quality activities, I.e. reviews,
S IE5ting, or checks, Include Updated scope statement and business case if app//cab/e as an

—;,_::._‘_" S attachment to this document.]

—— alScheduIe Impact
s:: , ,[ Describe hiow the project schedule and project deliverables will be impacted by this change.
~ . Include updated project schedule as an attachment to this document. ]
=~ o Cost Impact

®  [Describe how the project cost will be impacted by this change. Note that a schedule slippage

almost always increases cost due additional car of)//ng costs for project resources. Include updated
financial spreadsheet as an attachment to this document.]

References / Attachments
e [List any attachments or references to accompany this report.]
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RESOLVED
DESCRIPTION: OCCURRENCE DATE: | OWNER: SEVERITY: | COMMENTS: DATE:
D—

——" —
p—— e
| e g
— | ~
— —
| -



-~ ..

SEOPE Management s

SRPIOJECE Scope Management includes the
PIOEESSES to ensure that the RrOJect includes all
thelwork required, and only the work required,

o). mDIete the project successfully.” as quoted in
PYBOKS

ESEProject Requirements
== = — Describes the conditions or capabilities that must be

=~ met or possessed by the deliverables of the project to
~ satisfy a contract, standard, specification or other
formally imposed documents. Stakeholder analyses of
all stakeholder needs, wants, and expectations are

translated into prioritized requirements. pmsoke

=



3Ct Scope.Management

PROJECT SCOPE
MANAGEMENT

5.2 Scopa Planning

6.3 Scope Definitibn

“ HsDNCa! Aformecon
2 'looh and Techriques

e

3 :wzmmm

a4 e
2 Propa manag
iz amgned
.3 Consmams
.& Assumpeces

5.4 Scope Verification 6.5 Scopa Change Control




SEOPE Management —

-

SMASImore is known about the project, as
ISks and issues are identified and
[ES0)\ ved, there may arise changes in
= Scope, but:

- = — These changes must be subject to a change
~ management process.

-
i

e
| —
——
'_'
—



OJECT Management Plan:SCOPE

SsiProject Justification
SWwa2 Project Objectives
=9.2.1 Business Objectives
& 2.2.2 Technical Objectives

e -

— =
'_.,—— —— i
e
——

~— %2.3 Deliverables

~~—2.3.1 Project Management Deliverables
— 2.3.2 Product Deliverables

e ) .4 Work Breakdown Structure

-
P



P OJeCt Communications

=== - Because the project involves a

— _=.’.: = temporary organization its

- communication infrastructure is critical
the project’s success



— . .
eomn 'nlcatlons Success-%tt’ors

J F SBEhack to team members and stakeholders
nire)tieln prOJect Metrics

= JL ime? Within Budget?
— s e experiencing "Churn” in change management?

= eam Members and Stakeholders having access
.w = e ‘the latest version of a project document

= & Do Team Members and Stake Holders know
- enough about the project and their parts or the
impacts the solution will have on their
professional activities?



‘

——

e Activipg's of th

MEZSI
HOJECT

PN ONPIOVICENEEdDaCK tO the team and the Stake holders
—~ ,)f"fJ!-‘JJJv-‘:.;. _“:';
= Bldget

= QA Jru Howmg reguirements

T clele 0 the knowledge of the sponsoring organization

“Ac G‘E‘ofﬁe historical documents of the organization

_,_' ‘..- -

*ontrlbute to collective lessons learned for other projects




C)LIz1)18Y ssuragce‘and-lé\v,'&?' —

—
-

smidependentiverificationiand validation
B eans the process ofi evaluating a system to determine compliance with

JJAJﬂJr reguirements and the process of determining whether the

,)rJJJv Siefalgiven development phase fulfill the requirements

ESLaliS fed during the previous staéqe both of which are performed by.
|l Of anlzatlon independent of the development organization;

J rJl C ] :
g means the degree to which a system, system component, or process
" meets specified requirements, customer needs, and user expectations;

- quallty assurance

~~ = means a planned and systematic pattern of all actions necessary to
- - provide adequate confidence that an product or system component
- conforms to established requirements;

|1\
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OCIO" ‘\Y&V-\Sw»oﬂ/v@ﬁb'

—— —

e

;)rJJ.JPr]\Ie"d"' of
RIERING OVersight
QUiclityAManagement
ficining

REM Jirements Management
=t ‘@c- rating Environment

»-..

—==0_ evelopment Environment
~ » Software Development

o System and Acceptance Testing
e Data Management

® Operations Oversight
* IV&V Contract Template — Exhibit A; Note this is a checklist as not all items may
apply



: - - - ‘ »
Mienegegts,documents in an orderly wa - —
Otrlarsiie -read duringtand a'Ftert

ct

——
-

BeoNiguration Management
- ij*" ‘Plan — references naming conventions
J’J project documents

«E Operatlons — references a catalog of
{ardware, software, network equipment etc.

P

..:->
g-?-f »

= »P_rOJect Library

— How and where are project documents stored
and made accessible to project team



-
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R

Phovide, Communications to -
Stakeholders

2)

—— —

somunication planning involves determining the
ieHnation and communication needs of the
S'L:Jkrdlruli executive sponsors, project team and
OUHENS as needed. The communication plan needs to
Saadre s ‘Who' needs what information, when they will
=T .;:_,e it how it will be given to them, and by whom.

__p"

- ~,—.- Communication Matrix
- — Status Meetings
— Status Reports



. - - p S
Oreay/ig.a. Communication X

-

—_— —

—

DELEHmNErroject:Stakeholde .

IHETENCaENTanY tyPES 6f: CUSLOMEXS, USErS, vendors, managders, and stakeholders. First determine what
PELPIEIGIAGTOUPSIOIPEOpPIE you want toinclude in the Communication Matrix.
DELErminethelcommunication Needs of Each Stakeholder

EorgEachiofthestakeholders identified above, determine what are their communications needs. For instance,
CEridiNTIanagersihiave aineed for ongoing status information. Steering committee members need ongoing
SILISAPIUSIENdIdIeg on strategy and vision. Your users might need awareness communication, mentoring
YUESHONEaNd=answer sheets, promotional information to build enthusiasm, etc. For large projects espeuafly, the
pProjectteam should be creative in determining how, what, to whom, where, and how frequently the
communicationitakes place.

WELETIENToW Lo Uil the Communication Needs of Each Stakeholder

ESEProject-communication can take many shapes and forms. In this step, brainstorm how you will fulfill the

R communication needs for each stakeholder. When possible, look for types of communication that can cover more

S than one stakeholder’s needs.
| mm—

= e~ Mandatory: The types of communication are required by your agency, OCIO, ITC, ITOC, or by law. This
== information;is pushed to recipients.
~ s " Project Status Reports
— =& Regular voicemail updates (of status)
Status meetings
Meetings with steering committee
Regular conference calls and videoconferences with remote stakeholders
Government-required reports and other information
Financial reporting such as budget vs. actual, or any other required financial information




goimmunications Matrix

—
—

informational: ]‘nbb_];]o Nation PEOPIEWaNE toTknow, or that-they: may: need for their jobs. This information
ISHIEUCIaVallabIENOr PEGPIE to read, but reguires them to take the initiative, or pull'the communication.

AWareness=puilding essmns that people are invited to attend (These are not meant as training, just to build
Wl ENESSH RN

Projaet ez deliverables placed in a common repository, directory, or library that people can access

PIojecHInformationona Web site

Markeung:hese are designed to build buy-in and enthusiasm for the project and its deliverables. This type of
wmrrurlLJr OniS Al so pushed to the readers

M-ﬂwlm 0 é?o? One W|th key stakeholders on an ongoing basis
2 J‘mJl- groad shows to various locations and departments to explain project and benefits

e rfr nonials from others where value was provided
:_t:g:.a ontests with simple prizes to build excitement (corny but it works)
e O | _FOJectacronyms and slogans to portray positive images of the project
— ﬁ; "PrOJect countdown till live date (this is affective)
— ‘I"f'rmal (but purposeful) walking around to talk up the project to team members, users, and stakeholder

~ e Celebrations to bring visibility to the completion of major milestones

e Project memorabilia with project name or image portrayed, such as pins, pencils, Frisbees, cups, T-shirts, etc.

= ~ e Publicizing accomplishments



SMAGEnda '.-' :
SAViutes
0 Ag'qu; f-’sﬁems Tracking




Preject Plan as a Communications.
DEVicE - =

[

SRIEPIGJECE Plan IS both the Project's
@ERStitttion and its' Public Relations Piece

SMEProject Plan Develops and Adjusts during

sedife of the project — under change

Sfanagement

-~ S Caveat

= = — On a Practical note — The Plan should have summar

~~  detaill only! Where there is a great deal of detail in the
various areas reference external document. This

makes it easier to make specific changes to specific

areas such as communication plans etc.



e

t Management Plan Elemients,.

Project Management
And Controls

Skiing Assumptions
Dependancies Constraints
- - = ; Rlek Managament
Project Overview Project Strategy || Verlfication
: Vaiidation Scope Managament
Futurs Stats Success Factors Iseue Managemant Change Management
Cmat Procurament Project Budget
Projact Lifa Cycle Managemant
Nesd Logistice Communication Plan
Configuration Managemant
Product Lifs Cycis Technical Quality and Dslivery ’ *
Strategy Projsct Library

| Historical |
Documents |

Justification

Project Dellverables

Administrative
Buginass Objactives Product Dellverables Contracts

Tschnlcal Objectives Work = .
Structurs :
Projact Rasources

Project Scope

Customers, context

Stakeholders, spprovers

Produ
Stakahoiders, & Vers
Projec

Stakeholders, Sponsors

Project Organization




10 refers to this as PHASE ZERS| _ﬁ

c—

PrOJect Initiation

= A project is a temporary
~ endeavor undertaken to create
— a unigue product, service or
——= result” pveoke

When does a need become a project? At the beginning of Project
Initiation or at the end of project Initiation?




Prﬂj_e:c&‘?- -—)"

determiningpifiaproject

IS J Te a need that is not being met?

i ere an executive sponsor who can
ocate resources?

=[5 there a budget? Whether $s or resources to
- brlng the idea to project formation!

— Is there an ability along the way to say NO!
— |s there a project manager assigned?

e — -
B ——

..:'
-'—
ﬁ -



[sithere'arNeed that is not beingy
(11217 e «-J.. R
JATProject IS .. undertaken to create
g nique product service or result”
AUES @

~ An agency shall prepare,.., a project
":;_:.:_’ an for every IT project regardless of its
""’“J’scope or cost.

e

e [s the need truly unique, or..

—  Operational Frameworks distinguish between change management
and Release Management.

\ l



her
—

SEtErE anrExXecutive Sponser.
sanPAllocaterResources?

HrJJac*r itiation INVeIVes convincing an

EXECUT ve 'Sponsoer to commit resources at least
L0 r)fe,c the case for doing a workup for the
J)rJ CCL

e |dea may. come from the Executive who wants
someone to do a solution rationale

— The need may come from Federal Government in
-~  Which case a state sponsor is needed

— [he need may come from anywhere with the goal of
obtaining sponsorship



ISRUErE uﬂg‘g.tj?» -ﬁ

SVHELher 5 OF resources to bring the idea
o) r)r)JJ formatlonl

— Projle ¢ initiation takes time to develop,
,ﬁ ether that is staff time or consultant time




I t are an ability aT(‘)ng the __j,

O e

e

g = — -

g

SEicelive Project Management builds in a
SEHE ESHt t* 6o No-Go™ decision points

Jr« rse these points should have

= Orrectlve action” clauses.

i

-‘Fundmg points are effectively such decision

__,__\

\Lllt

- ——

= pomts

.‘. \"

\



Skl

;b there"arproject manager
JJr"G "‘-_s_? J"

SNHE P field preaches this aSS|gnment
frogm r{ Outset but..

E Hwy t Initiation IS, however, more about
= sadles and persuasion than project
=== anagement

\3_
.__,.-5._-

-

»“

| —

—
- —



T
IGERLIYING a unigue

piskaarproblem in yourworkand .I“-H’-l e blanks!

—_‘ ,_ — - :




- - E |



Ploject Management Pla

-

EOJECE Overview — -
— T Profs f-Overwew sets the stage for the details of the project and begins the

ESUONYA01 the pro[]ect and plan. It states the vision for the project (and larger
aifore, If = pllcab €) In terms of a business need — not a solution.

rr dNSWerS ™ “What is the specific answer that will move the business owner from
CHENCUrrent state to'a valuable future state?”

=S he P oject Overview describes the difference (gap) between the current state
S d futlre state in terms of the business need.

==SEhe col itent structure order is the introduction, which provides background,
S -¢ e“c;urrent state, the future state, and the need.

| — Introduction

= ;~:‘ - Current State

’ - Future State

= - Need

o Project Justification

I\sl



———

G602l VodeI™= {SS”“Pm]EEt Overviey
EXECUUVE'S) PONSOLi= Paint a Rictuse!

Enterprise and Data =
Center Process »
Improvement

T

Objectives/ Z
ITIL/MOF Financial
9 Project Operational Cost and Charge
BE n\" Management Framework back billing
*x:«;\ ‘(‘= ____________________ e
Requirements -y
Management Change
for Management Configuration
Agency Database — ||  Customers Costs
services Standardize HWISW /Services /Rates
V- Intake Services — inventory
—— e ervices | N — oy I I e

et )
e

1
-l
1
I
1
1
| and smoother
1
1
1
1
1
1
]
1
1
1
1
1
)
1
1
1

— Crltlcar More timely
- ‘Success More_bl Better capacity More
acquisition of resp:::: e and data center accuretite Easier to read
Factors Agency responsiv management tcoi billing
e esponsive structure

Operations

2,
=

»



T

" Influenced Organizations

|+ GSD
“"'-! » State Agencies

“ * Enterprise Architecture

| IT Consolidation

* Legislature

» Governor’s Office

*Service Providers

" Name: Process Improvement
Purpose: To structure and
standardize GSD/ISD operations
Begins with: Gap Analysis

« Network Domain Team . between current and goals

» Security Requirements Ieadlng to Enterprise Operations
*Agency Requirements -':m' Ends with: Standard

*SPO - Staffing/ Chg Mgmt . _ processes for agency

* GSD
* IT Consolidation Executive
Board

*|ITC

 Enterprise Architecture

Key outputs

*Service Providers 4 e o .

consolidation activities and day *Projects

to day GSD/ISD operations ’CLMS Billing
an
Chargeback
system
*Operational
Framework « Capacity and

Technology Planning

» Centralized service

* Network Monitoring
Related projects or « Engineering
Key Systems used by initiatives * Provisioning

the process * Performance

5 iact « Email Consolidation management
o :‘a”ageme”t - SHARE - Network and
clp des « Other GSD/Network.. transmitted data security

« Data Center/ISD
* Enterprise Storage




RESOUICES eqwred' to Move,
somvard T

-

-"

- -

> “GOJ;L dea’” nod' from Executive Sponsor
S mceﬂe not enough!

2 Wnr vill'it take to create a project plan?

eqmrements gathering

= Preliminary estimating of time and cost of
=== selutlon

o If you can't get resources for project
planning that is a "no-go” decision!

£ - —



Skl .

.‘

SOME —1a rlﬁy ,Qg‘ermsd’-"

—

2 Pllee VSi - ‘Proof of Concept”

& PIIot = 1e|d testing the solution
. L technlcally ready?
= e re the users prepared?

—— e

=) What unforeseen exists in the environment?

“Proof of Concept”

® Usually before project starts — will it work, do we
like the look feel...and other questions — some
times helps to sell project

4-- :’
—
o

——

SS— -"'-!-_—.
_—

‘-
J
.‘
—

-



Skl .

Pro] JW, Certification Is W
. =

jelif@ate *

LYY A\b‘i ‘0ach
e)nl JJ‘J(“’ - Risks and Mitigation

Strategy
Ildatlon Strategy

.
——

——

—
—

A 'i'oII Gate requires a payment to pass through — for projects this is
usually a set of documents providing project thought, planning and some
detail.



“

‘ =~ e
PHOCESS DocUmMENts s

e

J Stopie JJJ d or PowerPoint Presentation
”JJmé» Case
SRProject “harter

"‘Ga
= - t“-"_
- -f'L' e T—
. e e "__
— — — ~——:,
o —— _"

— l“" .’% # - S
.J‘f;__*’__ —

- -
—






rOJect Planning!

= S'about now we create and manage a temporary
rganlzatlon to deliver the }Jnlque product, service or
2 , result

- Is about how we develop requirements that define the
unique product, service or result




Prejectibiie Cycle describes, the
-m;ﬂo orary’ ordanizationsandMts

Plavung
Prooesses

Closing
Prooesses

Initiating — Obtaining Authorization to proceed with Planning

Planning — What, How, When

Executing — Actual efforts, Deliverables completion

Controlling — Status, Change Management, Risk and Issue Management
Closing — Deliverables and product acceptance, lessons learned



Piieduct Life Cycle describes
4EVElopment of!Bhe solutio

2 Pl prn
SNOrdanizing the reguirements gathering including the transition to
Jr)ar;]r 0S|
‘= efine
r\rub ng and fine tuning the requirements
D) _)..\:'jr '_-:;T/L'""
eve1op|ng the solution and its deployment specs
B0 ld
s_-;fa» = ‘Kctually doing the work, testing it and doing a pilot
~ ¢ Deploy
-~ — Transitions to operations, training, end user implementation
- e Close
— Solution acceptance by stake holders and Operations

There would be a toll gate at the end of each phase!



- Planning

~ __’:--'-
i

. .a.-

c-\r -
’v

= rIap of Project Life Cycle and
--::;:a=:-=' -~ Product Life Cycle



QUESHIOr f@f _Igf_&‘rmedqﬂxpp& —_—

SRViicare the detallec reqmrements for the
pi‘JJdCL’, f
SR OWILong will the project take?

— Cor 1der pboth overall estimate and estimate to
5 E’tlSlon point!

= SHl/hat financial and personnel resources will be
= “required

- ® Who are the stakeholders in the project

- o \What risks are there which could impact the
project




iomec Apgoval -TBe ImEortqnﬁe-QL

Stakeholder Involvement

BY/Rolowns the problem?
3 Wh unds the project?
SWHo must support the solution?
= Who must not be surprised?

— —\Who will be impacted, positively or negatively
-~ Dby the solution?
~® [hese are the stakeholders!

— They should be approving the requirements!

Business Stakeholders make/ratify “Scope”, "Cost” and “Schedule” decisions!

h jil



i) Oject, Governance —“IT Profe ionale
SEIvices Agreemeﬁt-» OCI —

EOVer nance Board” shall' mean the body
Uf S keholders and subject matter experts
€SP onsible for the Project or

- C administration of this Agreement.

= ‘3‘Iﬁ ‘addition to other responsibilities..the
- governance board shall be responsible for
~ _approving all change requests and
accepting all deliverables.

w— __,—..
_.'——'



o,
—

2 Stz rlolelEige JI]" dSISAWIIIE
- Sdorisars " . e
= JSErs Aty
B echnicallteams.
= vendor
SCOPENYANdgEn; ment - Sponsors
r{v*rj,]]un,r i) anagement
= BUSIne s~5ponsors
— J e = technical teams
———— ,_peratmns —technical teams within end user requirements
,.,,;;..; ‘Management — technical teams
_—:-::: -"Cﬁange Management — project management

— 8 - 'Requwement Form
- — Status
-~ — Priority
— (Change History




el 'Feee_lgg‘of Stakedﬂﬁ ret

-

2 Wil e Governor is ultimately
rrur)Jr)s for I'T projects, He is an
m,) al stake holder!

S e— e HoIc er roles need to be defined

vStake Holders should agree in writing —
- Email is okay

e ——
—

=\
P
e



‘

R

ol | < : :
SUCKET; Glderggg,gaﬂ\ppmvm?"

— —

SRHErE Needs to be aldefined' process for
cpjprovals!

— Hep e cument or at regularly scheduled

Jj=*-eUngs?

— S Schedule time need to account for getting

== these approvals!



‘

-~ S : ——
0] JW\, Organization - Projectss
Mallagement Plans

o — - — e

—LJ Hmﬁ Organization

1#Sta Eholders
N"’"‘ ‘Stake in Project, Organization, Title

1‘.:—
A

— 24 —»ustomers
Tf:i;; Jow will they be represented?

b - - —'b—-

~ — 4.3 Project Team

—— "-":g_,._'

=0 4'.3.1 Project Team Organizational Breakdown Structure

S

- ® 4.3.2 Project Team Roles and Responsibilities
— Role, Responsibility, Name, Contact Information



PHOJE ogls ﬁ J““"

PRIOGISHES AESCHDES NOW! thE Project managder, project
(eI NE BUSINESS OWNREr/customer and any vendor
eseunces will physically work together. Include anything
LORAOIWIER | moving or starting resources. Identify a role
Lo« coordinate logistics with the business owner/customer
;T-_s ;vendors

=eg|st|cs iIncludes factors, issues, notes, etc. relating to
= operatlonal details (space materlals access, etc.) at the
=~ customer or vendor site. It can also be used to describe
- the need and use of a forthcoming logistics document.
Cross-reference any risk, assumption or exclusion that is
related to logistics.

'i \\ h'{_‘t‘f



'Project Vs Product

- Deliverable

~ “A project is a temporary endeavor undertaken to
create a unique product, service or result” pvsoke

. “Deliverable” shall mean any unique, measurable,
— tangible, verifiable, outcome, result or capabili

= * that must be produced to complete an end result,
goal, expectation, process, phase or project.”

“Deliverable” definition from OCIO “IT Professional Services Agreement
Template



—

Poject Vs Product o
DEliVerables -Examples

2 Projeci . - Produc
SEPIGECt Plan) — Business Requirements
SRProject Management and — System Reguirements

Coglirais — System Architecture

SFRisk Management Plan — Training Plans

S Siissue Management Plan = s ;
== 0 Chiange Management Plan Transition to Operations

= s Communications Plan — Pilot PI_ans
. o VRV — Operations and Support
e = Plan
~ e Schedule

~ ® Budget
—— ~ o Work Breakdown
— Project Governance

Determination of Project and Product Life Cycle is also a project Deliverable



.

PROIECE and Product Deliverables™

2.3 DELIVERABLES

___________________________________________________________________________________

2.3.1.2 [DELIVERAELE 2 NAME]

Description - Deliverable Acceptance Criteria -

Standards for Content and Format -

Quality Review -

232PRODUCTDELIVERABLES
2.3.2.1 [DELIVERAELE 1 NAME]

Description - Deliverable Acceptance Critena -

Standards for Content and Format -

2.3.3 DELIVERABLE APPROVAL AUTHORITY DESIGNATIONS|

____________________________________

DELIVERABLE | DELIVERABLE APPROVERS (WHO | DATE
NUMBER CAN APPROVE) APPROVED

PRI-DEL-001 | Project Management Plan (PIP)

2.3.4 DELIVERABLE ACCEPTANCE PROCEDURE



FI\SN — Project and Product. %

-

DEliverables! *-

SBROIES|dN d Responsibilities
—R=R SponS|bIe (responsible to initiate/create)

- “A pproval (deliverable is to be reviewed by the
. rﬁ e‘ approval must be documented)

;_""=’~‘~€ = Support (provide support in the creation of the
'dellverable)

— = |'= Inform (must be informed, the deliverable must be
- sent to the role)

— C = Consult (consulted for input/suggestions)
These Roles and Responsibilities may vary by deliverable!

" p—
—

Il
i\

\'\



RaSIC'C

Key Review Area (by phase)
Build

— ~
ArtExame
Work Products -
Close
U |4up Report

Business Case

Business Reguirement Document

Buy/Build/Reuse Study

Confiouration Management Plan

(@) (=l (@) (= (el (et

Disaster Recovery Risk Assessment

C

Disaster Recovery Plan (no template)

i\




T

el

— ~

g = - —

\/\/or_ kdown Structure -
4 WBS

----0-

. — “A deliverable-oriented grouping of project
= glements that organizes and defines the total
~ work scope of the project. Each descending
— - level represents and increasingly detailed
definition of the project work”™ PMBOK®

After a first cut at the WHO, we look at WHAT the WHO must do
to produce the project and the product deliverables!



glEWork Br;agéggc;)\/vnﬁﬁa!ﬁr?'

0 Ligegeliis \e ask collections or “work
peckages” required to create the
GElIVer rables!

0 J;.; mzes the “work packages”

—-"s—

— Time Required
— Resources Required
— Costs of the project and solution



.
Ick a Car.- WBS»

1

1 dav

1 day

1.2.1

1.1.1 Four Wheel or All 1.3.1 1.5.1 as better 1.8
Hick Heeds a Canin Wheel Drive Decent Gass Field Reseerach f‘ nancmg
Santa Fe Mileage

1.1 1.2 1.3 1.6
Establish Business User Requirement System Cost Constramt Desugn Build or Financial Cost Spouse
Requirements m Requirement 1 day m Stakehoklet

[day [ 0% | [ day | [ ey | 0% |

1.5.2

1.5.3

Lots of information — 16 work packages; hierarchical organization; Days
or-time required; % of completion; Date started; Date completed!

Following this model, we could also assign resources and calculate costs!



Lotus Hotes 6.5
Server Upgrade

Block Point Project

1 162d

121703

813004

I

I

'SDP-21 Plan Phase |

SDP-21 Define

SDP-21 Design

SDP-21 Build Phase

SDP-21 Deploy

SDP-21 Close

5 34 44d Phase Phase 391 324 Phase Phase
121703 | 452704 97 82.25d 229 [3.99d 121703 | 1/504 414 |532d 508 1.33d
12M703 | 4123104 12M703 [1/1/0g || —— 12M 7103 | 1/504 121703 (1218103

niflats FMan Phase Cevelop Process Cevelop Business Conduct Projsct Cevelop nital
3 X | Requirements Readiness Review Projsct Man
121703 | 1600 | 1 13387 12 HET | 16 [ 340 |
- 1704 1804 121703 | 32604 121705 | 17104
=]
[ [ [ :
ning the Obfaln Initial Asslgn key Hentity Ga Documentprocess Cocument critsria
ate SOP-21 project mndlng personnsl to the Analystisjand QA used to determine used to ldentity Approve Process Reviewthe Froject
o tor this 3 ES | project tsam ¢ participation resources nesds appropriats sources Talloring Fan
t t
?ec T .«4«;\03 1= E=a =l IE Td | | CTreauirements = = 5 o77d
1.331 1271903 1104 1104 [ | 1204 1500 121705 | 121703 121703 121703
121803 9 1331 - L;J
— 1504 1604 l l I I
Hentity Pmcou Cocument Talloring Galn Process Cevelop the Review
Talloring Froposal Talloring Approval ntagrated Project management
s Towr | "= Toee | 7= Tore §|  Zlgon | | amdcortoner
121705 | 121703 121703 121705 Q[ 120703 [ 1270s | structure
H 0.37d (5 0.1
121703 | 121703 121703 | 121703




WBS

WIESHNRto Project Schedule

Task Name

Duration

Start

Finish Predecessors  |Resource Names

1

11
111
1.1.2
1.1.21
1122
1.2
1.2.1
1211
1.3
1.3.1
13141
1312
1313
1.4
1.4.1
1411
1412
1413
1414
1415
1.5

[=] SDP-21 Plan Phase
[=] Plan Phase Initiation
Project Start
[=] Prepare Project Readiness Review Documentation per the GCTS Project nitiati
Plan Phase Schedule Complete
Roles and Responsibilties Identification Draft Complete
= Process Design
=] Devefop Process Design Summary Work package
Process Design Summary Complete
[=] Business Requirements
=] Devefop Business Requirements Work package
Reviewy Business Requirements
Business Requirements Signoff
Baseline Business Reguirements
[= Project Readiness Review
[=] Project Readiness Review Documentation (per the GCTS Project nitiation Proci
Project Readiness Review Documents Complete
Conduct Project Readiness Review Meeting
Project Readiness Review Report Completed
Project Readiness Approval
Conduct Kick-Off meeting or Project Launch
[=] Initial Project Plan

193.13 days?
0 days
0 days
0 days
0 days
0 days
0 days
0 days
0 days
1 day?
1 day?
1 day?
0 days
0 days
1 day
1 day
0 days
1 day
0 days
0 days
1 day
1 day?

Mon 6/2/03
Mon 3/1/04
Mon 31104
Mon 3/1/04
hMon 31104

Mon 3104 {Mon 31104 »

Mon 3/1/04
Mon 3/1/04
Mon 31104
Mon 3/1/04
Mon 3/1/04
Mon 34104
hMon 31104
Mon 3/ 104
Mon 3/1/04
Mon 3/1/04
Mon 31104
hMon 31104
Mon 31104
Mon 34104
hMon 31104
Mon 3/1/04

Mon 3/29/04
Mon 3/1/04
Mon 3/ /04
Mon 3/1/04
Mon 3/ /04

Mon 3/1/04
Mon 3/1/04
Mon 3/ /04
Mon 3/1/04
Mon 3/1/04
Mon 34104
Mon 3/ /04
Mon 3/ /04
Mon 3/1/04
Mon 3/1/04
Mon 3/ /04
hMon 3/ /04
Mon 3/ /04
Mon 34104
Mon 3/ /04
Mon 3/1/04



JERNS

PNEfitical Path = Technical Definition
= “ang .aIIy, but not always, the sequence of schedule

deuvities: that determines the duration of the prOJect

GET; rally It IS the longest path through the project.”

r1'0K©

=== "'(“”‘ tical Path — Practical Definition

— _j’=5'-— ‘Refers to items that are tied together with
~ dependencies within a time frame:

= - ® Electric power is required for application servers. Ordering
appropriate installation is on the critical path for bringing up
the application!

C—

P
——



JEHNS

SRViiestone

— A si Jﬁ Jcant event in the project, usually completion
Ol 2 11 jor deliverable” PMBOK®

xg,

o ’

SRWEBS [ Jctlonary
= -jis—‘“ collection of WBS task or work package detail:

_,,.‘—-:.:4- o Descrlptlon guantified goals and objectives, acceptable
-..;.,’~.’_-'.~~ criteria, deliverables, resources assigned, duration, cost, due

~  date, interdependencies and approver.




Is lrfr - ated %ct Delw@gﬁ EE"

2 Wor< s -' down Structure

— Wrur re the work tasks that need to be done to
J'-‘l]\je-" solution and project monitoring and
trol?

J g eci: Schedule and Time Line

—

= = — Edtimating time required to complete each work task!

a

,:— s/ Project Cost Estimation

— Calculating costs attributable to resources assigned to
each task based on the estimated time to complete
each task per resource.



NEYFRISKS Ass,ogiated-wit-hﬁvgs"

SNIffthe Plan or Initial Phase there are a lot
of Unknewns!
J ~*‘Fsufﬁcient detail in WBS

= 3)» ack of historical basis for calculating time
; and resource capability

= _0 Tnadeguate cost estimate based on time
resources will use to finish tasks



—

Project.and Product

DBliVerables — Plan or Initi

2 Projeci . - Produc
SEPIGjEct Plan * — Business Requirements*
SEProject Management and — System Reguirements
Controls = — System Architecture
#rRisk Management Plan* — Design Specifications
s srjssue Management Plan* — Training Plans

— Transition to Operations™

T ——

—= ‘Communications Plan* — Pilot Plans

== ® JVAV* — Operations and Support
-~ e Schedule* Plan*

= - ® Budget*

® \Work Breakdown*
— Project Governance*™



'_f')" '
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t The Requirements

Then the SOLUTION (s)

_~If you know the solution, do you need a project?
On the other hand don’t underestimate the task of
implementing even a “"COTS” Commercial Off the Shelf” solution




Projdes Iannlng Starts W|th
BSINESS Requﬂ’éhaents

-"

“HnIs ]:) - tthe how — this the whatI

2 Cfel Jm S many. requirement forms as IS

HECES ry and that can be completed as fully as
C_H ble
& S"Review the requirements

-

ffif’.;:—,Sort to determine high level requirements vs. how to!

R -

— Sort to determine high level vs. user requirements

® Hint look for organization and business function phrases as
opposed to “should be ease for users”

‘L



uirement. S

Type

Agreed-to £ Base lined Rejected

Source Document

: ~_ Priority Essential Conditional Optional

Change History

Review Handout — “"Requirements Information Collection Template”



IVPES € -fReq-ujgem‘enth —

_)JJJJ'JQSS REgUIrements: Why the project Is being undertaken!
USERREGUIrements: What the end users will be expecting!
y:;r.-\m:; AU|rements What will be required for the solution to
workls
0 Flgletfey al ‘Reguirements: What the solution must accomplish
2 JJ s oral Reguirements: How the solution should look and feel!

) 0); at|onal Requirements: Defining how the solution should be
y,aliable and supported

-.r-{’::,

—=e .Tralnlng Requirements: What must the end user learn to

= successfully use the solution; what must the sup7port staff learn in
= order to run the system or support the end user-

——
——

* These are deliverables either as distinct documents or sections of documents!



| - —
IVPES Of R equ@gntsﬂﬁm

2 Pl cpad
= :__Re_quirements: Why the project is being undertaken!
s USerRRequirements: What the end users will be expecting!
e efine
seoystemsiRequirements: What will be required for the solution to work!
= é’_ciﬁdhal Reqguirements: What the solution must accomplish
g Behavioral Requirements: How the solution should look and feel!
&= — @perational Requirements: Defining how the solution should be
— available and supported
_‘—;’_":_i ._ :J?.eSIg n

~ — — Design Specifications — based on Define Phase Requirements

== — Jraining Requirements: What must the end user learn to successfull
use the solution; what must the support staff learn in order to run the
system or support the end user?
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Rrg JW\, Deliverables — “Trans;ﬁﬁﬁ@
OPErations” o

-
—_— - -

NI ClISILONNON OPENALIONS NG SUPPOKE Pian

SR GIEating | envirenment for solution
OlenizationallChange Management Plan

. rmr.m On people and process

— Sjeelj g*Requwements

2 S) :;r* S/Solutlon Deployment Plan

mplementlng solution to organization

ratlons and Support Plan

:"";-f System administration and end user support

— = System Administration documents and end user manuals
e Training Requirements Plan

e — Training for implementers, administrators and help desk and end users

’

(l

i}\ ‘ \ |E~l‘

L11)

There is overlap between these different focused elements — “copy and paste”



| —_——
REgUitements,WBS- simplified

High Level Business Business System System frchitecture Systerns Design m Deploy
Requirements Requirements Specifications
=] =] =]
=] =
Trace-ability Matrix Operations

Document
Seceptance

=]
High Level Technical
Objecti i 1
Jeclives Rec;q;t"g:r?:gt s Use Cases Non-Functional
=]

Technology User-fgency
Roadmap Requirements

OCIO Project Plan “Product Life Cycle”
Industry variations on “Software Development Life Cycle”

Requirements are developed and refined as we move from left to right



Sliansitionsto Operations” - .
J\{Ar Cl ments avoid andsanticipate™

Deployment and
Operations
=

Acceptance by
Systems Operations
Manager

Initial Organizational
Change Plan

Requirements are anticipated from the right and
refined as we move from left to right



O610,- Business and' Techmc_a]i-’
@Bjectives. o

e —a

PNOEI0Project Management Plan requires
'JJSJ ess and technical objectives
2 Fallfli€e bout the relationship between the
UE ﬂ"éss and technical objectives
: *;. réce -ability

usmess Objective 1

— Jechnical Objective 1 — traces back to Bus Objl
— Jechnical objective 2 - traces back to Bus Obj1

.‘~-
e

!.-
,‘5



rlje

dEVEIopmEnt

dliiCNICe He_qgg;_ ment

 Reduce cost of IT
operations through an
S Fenterprlse Model/

‘{.r\'

TeCh ObJeCtlve 11 Elimination of duplication in networl.<

infrastructure capacity where enterprise

- network infrastructure provides

— = bandwidth usable by agencies who have had
"""" their own bandwidth and support staff

Requirement XX

Reduce the number of 45 standalone
networks that share no significant resources
1n common

Note that we move from high level through an indented process
as we get more specific




o —
B ‘U’: eaving Reqwrements me..

elerifyin Term%

SRUSE (“f"

= Wrurﬂ the response the solution will provide
L0 c given user action under certain
o dltlonsl

= | = Elaboratlon of a requirement and is used to build
;, ,—, solution

est Case

— Describes testing criteria related to a use
case/requirement

‘—:—
—
——

P
e

—
“—
@
—

\ l
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ents

&

State,of New Mex
SUSINESS Requir:

g e ——

O Sadtfa qUire'énts
ysser —Phy5|cal and Data Security
- JJe" ip and Recovery

S5cS er Recovery
smess Continuity

= -\_) F
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Toll G

ariation ’a Toll Gate!

—

ation |s

2 A ,)rJ\/J
— ,@ne der review of IV&YV

= Staken Ider Approval to move from one phase of
S50/ U] =.|0n development to the next

-‘ 'b.'

— =:*= akeholder Approval for documents
"" ’Orrectlve Actions

.—-g_,.—-—

- — Feedback from IV&V

-

= ~ — Stakeholder Items
® Including Change Management Items



Piieduct Life Cycle describes
4EVElopment of!Bhe solutio

2 Pl prn
SNOrdanizing the reguirements gathering including the transition to
Jr)ar;]r 0S|
‘= efine
r\rub ng and fine tuning the requirements
D) _)..\:'jr '_-:;T/L'""
eve1op|ng the solution and its deployment specs
B0 ld
s_-;fa» = ‘Kctually doing the work, testing it and doing a pilot
~ ¢ Deploy
-~ — Transitions to operations, training, end user implementation
- e Close
— Solution acceptance by stake holders and Operations

There would be a toll gate at the end of each phase!
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joll m ems — Pﬁw
3 "’x

—— T

PIlcSE

- — - ——
"_ pu

SEjEct 0 Holelife
— Projden Ian E — Business Requirements™
= Fiyjees V anagement and — System Requirements

COf g JJ* — System Architecture

Ma”ageme”t P'a”** — Design Specifications
J ssuie:Management Plan — Training Plans
‘_Ghange Management = =
e _,- Plan* — Transition to Operations

M ———

f_ “s Communications Plan* — Pilot Plans

= — Operations and Support
~ = e Schedule* Plan*
== ~ ® Budget*

® \Work Breakdown*
— Project Governance*™



Sclii) e—IV&-V @nsider-at-i@fs’ —

SRVAGSESS and recommend |mprovement as
neeJen L0 assure continuous executive
meer elder buy-in, participation, support and
ch tment, and that open pathways of
munlcatlon exist among all stakeholders.”

=2 erlfy that a Project Management Plan is

,!’

= created and being followed. Evaluate the project
~ management plan and procedures to verify that
they are developed, communicated,

implemented, monitored and complete.”

st —
—_— —
-



- —
Sl E‘I—*V&V@sider-a&ti@?? —

-

gEVallIEE and M ake TECOMMENUALoNS N the Project’s process and
PIOGEUUNES for managlng reguirements.”

“Veriiy that all stakeholders have been consulted to the desired
REHONEItY of the system.”

\/‘Jrjry that a X project plan is created and being followed:
— ‘management

,...; "d 1ange management

ommunication management

. va‘Iuate and make recommendations on the estimating and

=== zschedullng process of the project to ensure the Project budget and

= 'reao%lrcles are adequate for the work-breakdown structure and
schedule

l



jullfGate Readiness Revi

74‘ b - : -

- JJFJJ CL 1€ ':_
— Ch e,c,d st of documents — part of planning process.
= REvie W, lof these documents for readiness

$ “' =

=5 aVe these documents been approved?
z Jewew of IV&V comments

—
;_' —

e «—',Z(re there items that need correction?

—

-'——,. ‘Stakeholders

) — Is there a formal review process?



.-.-—.._"- -

: = Analyzmg and fine tuning the
%f:;—f: | requirements
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DETINE O! Img@ntaﬁemﬂ@w

et g

J PTJJdCE asa i ' Proauc
— Do) élé.n_-* — Business Requirements*
= Pra JJ ;'_a'hagement and — System Requirements**

Con.rr SE — System Architecture™*

SFRisk Management Plan* — Design Specifications

- §§ue Management Plan* — Training Plans**

2 — Transition to Operations*

— s Communications Plan* — Pilot Plans

——— s VRV* — Operations and Support
e Schedule* Plan*

= ~ ® Budget*

® \Work Breakdown*
— Project Governance*™

WE RE-VISIT ALL THE PROJECT MONITORING & CONTROL DOCUMENTS



VRAAREGUIre

CI] [1US

Evaluate and make recommendations on the Project’s
> process and procedures for managing requirements.

RM-2 | Verify that system requirements are well-defined, understood and
documented.

RM-3  Evaluate the allocation of system requirements to hardware and
software requirements.

RM-4  Verify that software requirements can be traced through design, code
and test phases to verify that the system performs as intended and
contains no unnecessary software elements.

— p— P 1 - RM-5 = Verify that requirements are under formal configuration control.



e

IWe/SRequireme t’S‘Aﬁﬁi

e -

at alysis of client, State and federal needs and

| obJectlves has been performed to verify that requirements of the
T - system are well understood, well defined, and satisfy federal
~ regulations.

Verify that all stakeholders have been consulted to the desired
functionality of the system, and that users have been involved in
prototyping of the user interface.

Verify that all stakeholders have bought-in to all changes which
impact Project objectives, cost, or schedule.

Verify that performance requirements (e.g. timing, response time
and throughput) satisfy user needs

Verify that user’s maintenance requirements for the system are
completely specified



“all the work required, and only the work required”



O610,- Business and' Techmc_a]i-’
@Bjectives. o

e —a

PNOEI0Project Management Plan requires
'JJSJ ess and technical objectives
2 Fallfli€e bout the relationship between the
UE ﬂ"éss and technical objectives
: *;. réce -ability

usmess Objective 1

— Jechnical Objective 1 — traces back to Bus Objl
— Jechnical objective 2 - traces back to Bus Obj1

.‘~-
e

!.-
,‘5



rlje

dEVEIopmEnt

dliiCNICe He_qgg;_ ment

 Reduce cost of IT
operations through an
S Fenterprlse Model/

‘{.r\'

TeCh ObJeCtlve 11 Elimination of duplication in networl.<

infrastructure capacity where enterprise

- network infrastructure provides

— = bandwidth usable by agencies who have had
"""" their own bandwidth and support staff

Requirement XX

Reduce the number of 45 standalone
networks that share no significant resources
1n common

Note that we move from high level through an indented process
as we get more specific
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convent ns)
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REGUIEments Lire

Jrecking (Namifg

SSRANEBUSINESS Requirement
— US:&‘I:f’ §’ér Reqguirements
A CUSRI -Use cases

= 'S 1 -System Requirements
o “: - % TCSR1-Test Cases

-’
" o P N—
—

7 —

-

-

= = — DS1-Design Specifications
— ,;s‘ e —_ "
= : _ Requirement Regmnt. Type Use Case
— - ID #
Parent

Requirement #



MOVig't roug_lhgoolutien-ls'fe’eﬁié"

SRASHVE move through the project from Plan
WORDEfINE to Design to Build to Deploy:

W' ask guestions appropriate to the project
- pk ase

= — e add or refine requirements

= ;;4 We might even reject requirements (but not
= “delete them!)

— We add depth to the requirements hierarchy
— Jrace-Ability becomes more crucial



\Erom Plantte Define:to Design, o«

BUIld™o Deploy:.. -~ _—
-

Plan 3 Define Design Build Deploy
Questions Questions Questions Questions Questions

e BR1 -Business Requirement

e USR1-User Requirements
e UCUSR! -Use cases

e SR1-System Requirements

< TCSR1-Test Cases
e DS1-Design Specifications

Hand Out — 4 User Requirements”



Gayeat — C servatlon Wt@,,
Plivjects T

NS

— - -

BA/ENGTten have to deal with “mandated” projects
WiHEKE! u erare not starting from scratch.

SAKEY | Sroblems is that we are not handed
pr ject documents”

-V & neglect this pain staking “requirements”
== ﬁrocess at our project peril!

e There maybe a build or buy decision process!
e \We must make the project our own!



.

SSummary of Key Activities=+
REGUIrEMENtS Lo Deployment

Requirements
Hierarchy Document

Business
Business Requirement
Requirement Document

== User Software Use Cases
== ) Requirements || | Test Cases
s Requirement Specification

- -

Requirements Trace Document System Design
Document

System ) Use ) Test — IT

Requirement Case Case Solution



Peveloping: System Reguirements

i

Business
Requirements
Document

A. What are
the functional  *Behavior of system .
requirements? Data manipulated Use Cases
*User interf: .
AL (/scr Requirements

Use Cases

*Usabilit
B. What are the .Performa[};ce

non-functional «Security
requirements? *Legal
*Global

System
Requirements
Specification

*Understand, clarify, and compile system
requirements

*Validate completeness of requirements
*Prioritize system requirements

*Update business/user requirements as

C. What are the necessary

operational
requirements?

Hardware -Software Use Cases

-Network -Integration (New / Improved)
-Architecture  -Data Mgmnt.

-Prod. Support -Licensing




EValuation Criteria fo‘r__ﬂ

REGUIrements!™—

‘ Irent"SMART? |

= Attainable?
=== 'Reallstlc?

_._“v-’

’g

- — Timely or time framed?

-
-

Can a non expert read and understand the requirement?



80rmon Requirements problems,
—— -~ ' #

RaldUlePHISIOIFSECLONS alie WHtEn WithoUt nNUMbErNG them for
[UEGIICALION:
el Jr:l,)n OJf SECHiON NUMDErNgG is done but Is inconsistent.

REGUITEMEn ap s are not adequately grouped into functional areas and
g}_jl".—‘JJf ‘.,

S RATIGUOUS reqwrements are written, using terms such as “could”, “should”,
\\} H ;I A\ /4
nrlie f”; and may” in place of “shall”, “must”, and “will”.

e Multiplerreguirements are merged |nto single paragraphs
e”éfunrements are identified using bullets or tables.
—r’ o Redundant requirements are placed into different but related sections of the

‘

—m— document

- o Deliverables or program management tasks are mixed in with the system
requirement paragraphs.

® The requirements do not correctly describe the desired system behavior,
resulting in ambiguous interpretation by designers and coders.

® Conceptual design requirements are mixed in with the system requirements

List Courtesy of Mike Ricklin Human Services Department



Exchange Server Requirements There are numerous problems with this
. The mainframe interface to the XVZ server | Specification:

will use an intetface server that uses C;D. What is meant by “temporary”™?

The server will also be used for temporary What data is to be stored or logged?

storage of data and logging of transactions. What is a user-friendly interface?

User friendly interface Is the archive requirement D redundant with

An archive and an error log should be B?

maintained.
What errors are logged?
Petformance:

This server should have 24x7

availability

Five-second response times are

recquired Is the exchange server on a UPS battery, or is
there a redundant power supply unit, or both?

Does 24x7 mean continuously up?

Which transaction does the five-second
response time refer to?

Backup power will be provided.
The requirement numbeting is poor.

Courtesy of Mike Ricklin Human Services Department



.

Beuer\Written Reguirements

o —
-

Written Better: Comments:

Exchange Server Requirements: ® The requirement identification method uses
E3-1: The mainframe shall intetface to the remote the “ES” prefix to identifyy the Exchange

site via a data exchange server Server subsystem, very helpful for later

ES-2: The data exchange server shall use C;[), reference.

(Connect Direct) transfer protocols for transfers to ® Each“shall statement” is a requirement, and is
and from the remote site. unicuely identified.

ES-3.1: Data sent and received shall be archived for

e The ambiguity has been removed. The words

5 days. “shall” and “must” are used often. The word
ES-3.2: The archived files shall be given file names “should” 1s never used.
that reflect the date and time of the file transfer.

e The user-friendly requirement is specified in
ES-4.1: A passffail history log will be maintained requirements ES-3.2 and ES-5.

with 30 days of history. e The availability requirement clearly shows the
E5-4.2: The history log will show the success or required up-time.

failure of each transaction attempt with a time tag. e The response time requirement shows exactly

E5-5: The directory structure shall be organized so which transaction is referred to.

th ily 1 t the logs.
o tiser tan castly mspect the fogs e Power supply redundancy is required. And a

E3-6.1: The exchange server must have 399.99% UPS is required in the event of failure of the
availability for any contiguous 30-day period, for the external power.

24x7 operation, excepting external power outages.

Courtesy of Mike Ricklin Human Services Department
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Rrg JW\, Deliverables — “Trans;ﬁﬁﬁ@
OPErations” o

-
—_— - -

NI ClISILONNON OPENALIONS NG SUPPOKE Pian

SR GIEating | envirenment for solution
OlenizationallChange Management Plan

. rmr.m On people and process

— Sjeelj g*Requwements

2 S) :;r* S/Solutlon Deployment Plan

mplementlng solution to organization

ratlons and Support Plan

:"";-f System administration and end user support

— = System Administration documents and end user manuals
e Training Requirements Plan

e — Training for implementers, administrators and help desk and end users

’

(l

i}\ ‘ \ |E~l‘

L11)

There is overlap between these different focused elements — “copy and paste”



Initial Operations and Initial Organizational
Support Plan Change Plan

= Includes Transition
. Plan

While we may not know very much about the solution, we can begin to anticipate
Operational aspects. We can accumulate names of key stakeholders or groups
Involved with training and implementation.



Systems Operati
Manager

Revise Deployment Revise

Flan Organizational
Change Plan

End User/Sites I Deployment Teams I Administrator Teams

As we learn more we can revise plans. Based on the defined requirements,
we can start mapping out the training needs for the various populations. We
can begin to gather information about our deployment sites, examine our

operational requirements, discuss how we will support a solution, and what
we need to do to staff solution.



IT Project Life Cycle

| Operations

( | j __/ o Fmo—

Common
Disciplines
&
Shared
Responsibility

o

Service Delivered

? Business Needs

-

Development Controlled Test

- Soluhons E .
Environment Environment Environment Framework

Release Management

Release | Release Design and Build and | Fitdor- | Release | RoMout | (ommunmication | Distribution

Policy | Planning | develop, or order | configure | Purpose | Acceptance | planaing | Preparation and | + imstallation

and purchase the | the Release | testing Traimng
software

F 1 T
== u\L |
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DETINE O! Img@ntaﬁemﬂ@w
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J PTJJdCE asa i ' Proauc
— Do) élé.n_-* — Business Requirements*
= Pra JJ ;'_a'hagement and — System Requirements**

Con.rr SE — System Architecture™*

SFRisk Management Plan* — Design Specifications

- §§ue Management Plan* — Training Plans**

2 — Transition to Operations*

— s Communications Plan* — Pilot Plans

——— s VRV* — Operations and Support
e Schedule* Plan*

= ~ ® Budget*

® \Work Breakdown*
— Project Governance*™

WE RE-VISIT ALL THE PROJECT MONITORING & CONTROL DOCUMENTS



Toll G

ariation ’a Toll Gate!

—

ation |s

2 A ,)rJ\/J
— ,@ne der review of IV&YV

= Staken Ider Approval to move from one phase of
S50/ U] =.|0n development to the next

-‘ 'b.'

— =:*= akeholder Approval for documents
"" ’Orrectlve Actions

.—-g_,.—-—

- — Feedback from IV&V

-

= ~ — Stakeholder Items
® Including Change Management Items



jullfGate Readiness Revi

74‘ b - : -

- JJFJJ CL 1€ ':_
— Ch e,c,d st of documents — part of planning process.
= REvie W, lof these documents for readiness

$ “' =

=5 aVe these documents been approved?
z Jewew of IV&V comments

—
;_' —

e «—',Z(re there items that need correction?

—

-'——,. ‘Stakeholders

) — Is there a formal review process?
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-

j, Bund Pilot and Deploy

..

MI terms these are part of the Execution and
ontrol Project Phase, or in OCIO terms the
Implementatlon phase

= - Project Monitoring and Control Functions Continue!



‘

——

—-e—
rer )* Ined Reqwrements to

IpIEmentation — gctShl .phaS|s| >

P ——— —

- _)""JJ_JJ']

0 Bl

—— ‘V\fETﬂOVE from business Needs to Technical Implementation — The project
“team changes in composition or there is more reliance on vendors!



‘ _ Mltlgatlng Risks

—oa

‘;»—., 7 :

= ~Bullt In Project and Product tools
—: ~ to mitigate the risk of transition to

—

= technical teams



e

PIjEstliogistics — Part of the OCW*
Menagement Plan™ S -—

— cm—

- [

— —

EOSUCS AESCHIDES how: the project manager, project

Tz, i € PUSINESS OWNEer/customer and any vendor

esources will phy5|cally work together. Include anything

LORABIWIthmoving or starting resources. Identify a role

-U coordinate logistics with the business owner/customer
rvendors

:eglstlcs Includes factors, issues, notes, etc. relating to
= operatlonal details (space materlals access, etc.) at the
-~ customer or vendor site. It can also be used to describe
- the need and use of a forthcoming logistics document.
Cross-reference any risk, assumption or exclusion that is
related to logistics.

-
— ,_—_/ %
p——

—— =
——

=

* usually also part of the Vendor agreements



PrGj J\N\, lanagement Plan —;ﬁ-f ingk

oG ()cureme1’-1'1f-*-’-|<

2 5, Jr* fing Planning and' Acquisition
2 5chE curement Management Plan

> O(* @ Nebsite

l:lrchasmg

; ;'"-‘:"' - o T Professional Services Contract Template
-~ e IT IV&V Contract Template

There are legal ways of mitigating risks by holding vendors with contract
terms and penalties — a whole different workshop!



“all the work required, and only the work required”
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-’

Test  Revision

Owner * Ref Owner Case  Owner  Referenc
[
DM
DM TD-1 IBM / TH TC-1 IBM /
TH
DM TD-2 IBM / TH TC-2 IBM /
TH
2 | DM TD-3 IBM / TH TC-2 IBM /
e = ‘-‘ | TH
e — -) = -
R
= ‘ = s e ES- Pass/fail history 30 days DM TD-4 IBM /TH TC-3 IBM /
- — | TH
ES- History log success / DM TD-4 IBM /TH TC-4 IBM /
4.2 failure TH
ES-5  User can easily inspect DM TD-4 IBM / TH TC-4 IBM / Added
the logs TH 2/3/5

Sample Courtesy of Mike Ricklin Human Services Department



Implementation and
)es oyment Risk Mitigation

—
“'_~ e

— = T he transition to operations and end
L;.= ~user deployment is an opportunity:

- - To wrest defeat from the arms of
Victory!



-
251gn Phase
Deployment and
Operations

-—

Preliminary/Plan m m m Acceptance by
=

Systems Opersations

Manager
Rewvise Deployment Rewvise Operations Revise Training Plan
Plan and Support Plan Organizational

Change Plan T

End User/Sites I Deployment Teams I Administrator Teams

As we move through the solution design, our knowledge of transition to
operations increases. The training plan is the training design. As we design
platform, end user client access, deployment process we can further fill in the
blanks. As we design the solution, we can design the over all training plan

including specifics that the three populations will need to know. “Key strokes”
come in the Build phase.




J\.._._;
) -
BUld*Phase ..
"
Operations

Systems Operations
Manager

Revise Deployment Revise Operations Revise Training Curriculum
- Plan and Support Plan Organizational and Materials
, =

Preliminary/Plan m m m Acceptance by
=

Change Plan

End User/Sites Deployment Teams Administrator Teams

As we build solution, we build training materials including “key strokes".
The build phase should include UAT- User Acceptance Testing. The
solution is not complete without fully developed deployment plans,
operational and support plans, and organization change accounted for.



- i
PllotPhase .
|
Operations

Acceptance by
Systems Operations

Manager
Rewvise Deployment Rewvise Operations Rewvise Training Pilot
Plan and Support Plan Organizational =
Change Plan
End User/Sites I Deployment Teams I Administrator Teams

Pilots allow us to test our assumptions and field test our efforts, and our training
materials. We should also have a pilot plan, including objectives, and Pilot User
tasks. We need to know how to declare a pilot a success! How long should a
pilot run? How much time should be built into schedule between pilot and

deploy?




.

L
Deployment and
Operations

Preliminary/Plan m m m Deploy Acceptance by
- Systems Operations

Manager

Revise Deployment Revise Operations Revise Training Delivery
Plan and Support Plan Organizational -
Change Plan

End User/Sites Deployment Teams Administrator Team

Following successful pilot(s), there should be a readiness checklist based
on the various plans presented to stakeholders with go-no-go
recommendations.

Care should be given to determine rate of deployment as not all issues
come out of the woodwork during a pilot.



\cce ce bygp‘eratlensema?' gé?"

r) Slations' must be a key stakeholder N
,)re JECt process

E Jpe ations must be involved from the
r)J nlng forward

‘he project must seek operational
reqmrements from the start as well

. Operations provides its own set of
standards (Hopefully)

...‘

-'—
—
——
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R et e~ °
’ A

.
- e 70
‘% AV

fr nS|t|on to Operations

'_r—.
B -

-;»‘?_:"r«»' restricted to its ability to meet
— technical specifications!

The transition to operations and end user deployment is an opportunity:
To wrest defeat from the arms of Victory!



“Trelpsih

-

on t-@ I‘ﬁtl@ﬁﬁ! —_—

SVVigatis the strategy for transferring
oW 9r~ Iip. to ongoing operations and
SUPPOLt groups?

éé's'such a group exist?

"What are its processes if any for accepting
- new solutions?

"o Is there a back-out plan?
— [Jransitions are always risky!

——

" p—
—
=___‘

f

-
—
-
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dransitior *t@-iQE_‘er-atiens)"

—

g = — -

g

J esithe solution have a development,
il )c ror pre-production environment?

J—J«,__ E t established processes and procedures
for movmg from these into production?

i

= < Does it have governing rules for making/applying

e
.’...

*f-:‘:, - changes to production?



liciisItion t-@ Q I‘ﬁtl@ﬁﬁ! —_—

-

SHAGUIRIIZING or fulfillment of requirements
ePfeaCh =
— rlalrelWise 5 and| Software acquisition
— ,)rn of: ratlon of hosting location
= DE |very and Installation of HW/Software
~-fﬁ Stabhshlng network connectivity

= ,@'peratlons Staff and time to staff-up

- o End User and Support Staff preparation
- — Jraining Materials
— Communication Process



Enterprise
Resource
Planning

Application

Linux
Operating
System

Depends on

Depends on

TCP/IP
Network

''''''
------

Relational
Database

----
-

="

Request
Listener

Depends on

Depends on

\
\
\
~

Network
Routers Interface
Cards

Windows XP
Operating
System




BIBIact Deliverables e

SRiransition to Operations Plan

U Org J"‘ lizational Change Management
HJ'“

37 ems/Squtlon Deployment Plan

'Gperatlons and Support Plan

-® Training Requirements Plan

These are steps towards operational acceptance.
They should undergo changes depending on phase of the solution development.
They should have stakeholder approval.

\ \\\ h'\\

* This had been discussed as a requirement under IT consolidation
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L@raaniZzational Change

Menagement P@, j'

SHINIS e STerle)ref C wﬂ___-
g~r~a dl and professmnal productivity of

irle Gpulatlons Impacted by the changes
PEING imposed by the project and its
de 1very off @ product/solution.

== , ~fl'h|s analysis starts by identification of the
s“?’f “changes that the project will bring, not the
- specific technical solution itself that may not

be fully understood until the design phase.




Organizational Change

Mdidgement Plan - -.-;)-‘"

SR SR ENGHENUE a NEW VEISION O SONtWare of d NEW application?
WilISHERapplication be customized to the work patterns ofi the
OI¥enizatons or will'the organizations need to establish new
PIOCESSESILOIaccommodate a common platform?
SVilIfadministrators need to learn new technology or adapt to larger
pEpPUIations being serviced?

SENISHEanticipated that staff may be re-assigned to a central group?

.

'.- ~Will'a centralized entity have to become a different style
organization to accommodate more staff and different focus or
levels of service?
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J_)er)Joym\-\ BSCopE = WHomWhat Where

!

PRRENGEIOff Operations — departments and
JJCJJJI}
SRDED! yment Strategy

= A I'at ence or by location or function?
= 3""‘7 roadblocks or constraints exist for
== ’deployment?

—' — Calendar, work loads, network, resistance, etc.
e [s there a back-out plan?




Solut p,n Depleym‘éﬂf' —

SIATENHIERE Cange control or maintenance
WIRGOWS that need to be factored in the
SEHEdUlE?

Wiidts re the deployment dependencies?
_ _-»«9 a server need to be upgraded?

;o end user workstations need upgrading
:" — Isithere a network firewall change required?

-~ = Have the change control or maintenance windows for
- these dependences been factored into the schedule?

e |s there a training plan in place
— end users and system administrators




\/“er SoluLng‘DepI@yM 2“'

0 If muJ'f.r_,( OCAtIoN

ShicSitravel time and expense been factored in?

SRISThErRE a generic location or function

Iegle) lementation plan?

= % Do ( 'eployment plans need to be tailored to

—  specific locations or functions?

- ® Are their special considerations such as needing
a specific manager and her support staff
deployed simultaneously?
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SRSHHENE 3l commUunications plan for the' project? Does it
]ncorpjr" deployment communications?
ISRIERESOmE one outside of the project that needs to
J,),)rr VE end user communication? What is the lead
UITIE

== —,J“C”e munlcatlons could be bi-directional — letting users
ciow. of a change and getting information from them

= -,’7 j .Ready, Set, Go?

— [f: the users have to do something, simple step by step
communications are in order

® Dates to be communicated?

\
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PRIONESE the known and discover the unknown!
(Npbiaiproof: of concept)

J HJJJF” c e not to determine if a solution is ready.
yr nme time — they should be done to confirm
éh readiness!

Iots should ask specific tasks of the
part|C|pants'

— Participants should be asked or their managers
approve their participation if by function or location



OPElC ns‘aggéupp@rwlﬁ"

PAViat are the staffing requirements?

SAVRat processes and procedures need to
Ja efo] umented?

—-\‘; t |s the solution escalation process?

“What IS the operational change
~ management process?

A ‘\l)\v‘ i



OPEl nS*a,nQ“Supp@r-tdilﬁ'

SRISRENE an Operational firamework into Which
LISISO)L tlon will be introduced?
- JVL)r' n this to comel!

2 WLk «are the operational requirements of the
= ~cﬁﬂon?
-"‘-Flave these been conveyed to “operations™?

=)
‘Ir

—
-

. —
-..r-
- ‘

:-: » What are the Back-up and Restore
reguirements?

— Do these include periodic testing of back-up and
restore?



——

i ——

-

OpEIations and, SupportsPlan

s —— o e

=NURUISET; o

S Objectives
SE\hat r ANe Promising our. Users?
= JJ?.]"F‘J/ .
SAvE the obJectlves part of the solution or a local or departmental burden?
JFuJ_): schedule
- \When will end user materials be ready?

e =-lfit’ﬁmlslnlcatlons Plan
== \What will end user need to know (Other than training, but including training

2 -7,,;,_;" schedules)
-~ — Cost Estimates

 End user Support Manuals?
= - — End user instructions
— Help desk Q&A
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2 Ogarzilgnll] SUPPOIEEHIEIPIDE K and System Adn
S Objectives.
SR ROIES AN diresi ponsibilities
— Jnr,_lj\/ -;.‘ ~"'
S Gentrallor | ocal/departmental help desk?
2 l—‘ve.!sl fhé‘lp desk?
S Doeshelp desk have knowledge base of end user tips?
J .13'_; back—up for: staffing?
==Deve b‘pment schedule
: —,-a-*l" Ien ) will materials be required?

> = Communications Plan

e
—

o — e What will Support staff need to know (Other than training, but including training schedules)
_._,_, e Cost Estimates
e o Training Materials

- -
—

T ft e Additional tool sets
- ~ e Staff hours

~ e QOperational Support Manuals?
— Are the vendor supplied manuals sufficient
— Are specific agency required processes documented?

"
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OPErations:-and SupportsPl

g —

—

2 Taer mul JJ,),L)rr dnasYiair
J rL)w cle ‘w’e keep system operational?

2 o J)* e deal with updates/patches?

— iy o

SEIOW do’ we test patches and updates?

J ,};- "re a knowledgebase available from the vendor?
Devel opment schedule

= Gommunications Plan

= _,__—:' Are there established change control/maintenance windows and are they published for
= - users?

e
——— Cost Estimates
-~ = e (osts of maintenance/patch releases from vendors
& Costs of support calls to vendors?
= o S| A and Vendor Maintenance agreements

® Jechnical Support and Maintenance Manuals?
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BISESIC thaining resource and timing
rr‘fJJJrr{[ ents and performance objectives
LOTIE aC chieved.

-xF mlng encompasses varied audiences

-- - —'b B
—

== -—'End ‘Users

— “i ’-g_’_'

_,.'

’: Tnstallers and Operational Support
— Help Desk staff

-



Phiased Approach to Tralnlng}-’
HLJr ning T

-
—_— - -

> r r,nmr g Reguirements are established in
)g} me Phase as we define the solution
re p ~ements

escrlptlon of model or functional
.--Jreqwrements

~ —Use cases capturing user scenarios and
- system behaviors

— Descriptions of user interfaces

—
-

. —
-..r-
-—‘

\‘\



Phiased Approach to Tralnlng}-’
plenning T

-
—_— - -

Ok | rJJrJJP - Plan and Curriculum are defined
IRGHE C eS|gn phase

— gl ~=tra|n|ng plan and curriculum are the
“design of the training required to get users
__-J'eady for the system requirements.

*:_=:~,—_- ® [his is necessary to frame the training, but not yet
= to provide the “key strokes” or solution specific set
of instructions.

—

—
-..r-
=\
o
——
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Phigsed Approach to t“T’M
Rlanning "-g.

P B —

SNIEINING materials are developed during
snerbuild phase
~ r he < ‘specific materials and “keystroke” o
cess steps are built and the tra|n|ng

—‘———

[

== -fJﬂStI‘UCtIOI’IS can be specified.

™
— _—;’

—— -
S— }.- - -
— e B

_— |
— —
i —

-

-



RIiESed Approach to Tralnlng} -
Planning -

[
SRUSEIFACCEPLancE Testing

— rr:un g materials should be used as part of the user
Jt“f“-‘f ance testing for the solution

— Usg »acceptance testing should be part of the
eguirements for the development of the solution!

=" et—use of training materials

— "’Tralnlng materials development should include
~  allowing for changes based on responses during the
-~ pilot process. (If appropriate effort has gone into the
— materials based on training requirements, pilot based
changes should not be extensive!)

-




dransition to Operatlons —
Stfmary Pomt@

0 Apitie]er te, Anticipate, Anticipate.

9 a'rticipation In walk through

flians Sition; to operations!

,:-,_ﬁ)—- V @ or what are we forgetting?

= “'Who needs to know what?
" What needs to be written in documents?
® Deliverables Acceptance!
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R-1

a
T

Review and make recommendations on the training provided to
erify sufficient knowledge transfer for

directly related to the business process and required job skills.

TR-3  Verify that user-friendly training materials and help desk services
; are easily available to all users.

TR-4  Verify that all necessary policy and process and documentation are
easily available to users.

TR-5 | Verify that all training is given on-time and is evaluated and
monitored for effectiveness, with additional training provided
as needed.

— i)evelopgr TR-6 | Review and make recommendations on the training provided to

Training system developers.
— and
— = —— :_ — - D0c1.lme TR-7  Verify that developer training is technically adequate, appropriate
e — ety for the development phase, and available at appropriate times.

- TR-8  Verify that all necessary policy, process and standards
documentation is easily available to developers.

TR-9  Verify that all training is given on-time and is evaluated and
monitored for effectiveness, with additional training provided
as needed.



-
ate the p‘Ians‘requlrements envnT)nment tools, and procedures
~ for p1lot testing the system.

- Verlfy that a sufficient number and type of case scenarios are used to
ensure comprehensive but manageable testing and that tests
are run in a realistic, real-time environment.

Verify that test scripts are complete, with step-by-step procedures,
required pre-existing events or triggers, and expected results.

Verify that test results are verified, that the correct code
configuration has been used, and that the tests runs are
appropriately documented, including formal logging of errors
found in testing.

Verify that the test organization has an appropriate level of
—= ——_"::‘:" — ‘ independence from the development organization.




Operations: - J"

Operations Oversight

(01055 Evaluate statewide system’s change request and defect tracking
processes.

00-2 | Evaluate implementation of the process activities and request
volumes to determine if processes are effective and are
being followed.

0O0-3  Evaluate user satisfaction with system to determine areas for
improvement

’:' ;Opérati_onal (0102 Evaluate impact of system on program goals and performance

—
= Goals standards.
_— — =
. — Operational OO-5  Evaluate operational plans and processes.
e - . Documenta
- tion

- = Operational 00-6 Evaluate implementation of the process activities including
Processes backup, disaster recovery and day-to-day operations to
and verify the processes are being followed.

Activity
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rOJect Closure

| essons Learned



