Implement Project Management Plans, Controls and Metrics 

Project Scope���Prepared By:�Dave Larsen�Date Prepared:�4/1/96�Revision Number:�6��Project Reference�Infrastructure Project ��Project Name�Implement Project Management Plans, Controls, and Metrics��Project Objective�To: 

implement a project control and oversight process for the organization 

in a way that, 

provides visibility to the IT management team of project progress and costs;

consolidates status reporting for all projects;

develops guidelines which prevent IT from being over-committed to the business;

provides simple measurements first;

leverages the use of current tools and knowledge in IT;

institutes time reporting for IT staff;

supports clients of IT;

establishes a project management competency center;

is incrementally implemented;

so that: 

the department can channel its resources to reduce the risk and maximize the rate at which we raise Client Satisfaction in meeting the needs of the LSI business.

��Project Background�The IT department has committed to using a project management process to control most of its development and major enhancement efforts on behalf  of the LSI business.   Fundamental tools to aid in project management, including Microsoft Project, have been widely deployed.  The IT department currently has virtually no measurements on hand to describe its project productivity or effectiveness in meeting client needs.  In 1993, the management team determined that some information could be readily collected and reported from information (potentially) supplied through the "Blue Form Process".  A draft requirements report was prepared, but action was withheld pending staffing.



In both 1994 and 1995, project initiation reports were prepared for management approval for a project to fulfill our metric and project control requirements.  These efforts failed to receive the management staffing and priority, and were suspended.  The IT department, in March 1996 is planning to staff a permanent Project Management and Control Office. This office will need to implement a set of metrics and control mechanisms to carry out their charter.  This PI presumes that the office is the primary beneficiary of the project. 



End users judge IT effectiveness based on what is delivered to their desktop on an everyday basis.  The operations areas have been largely unmeasured in past years.  In March 1996, IT decided to retain ISSC to deliver better service in this area, and the IT metrics must eventually include a full complement of measures in the ISSC arena, but operational metrics are outside the scope of this project.

��Project Scope�In Scope:

The scope of investigation will include projects in:

Systems Development

Systems Maintenance

Infrastructure Development/Delivery

Telecommunications

Quality Assurance

Metrics Areas to be investigated include:

Client Satisfaction 

Scope Control

Schedule Performance

Cost

Quality

Processes in Scope of Investigation Include:

Project Management and Control Process (including Quality Control)

Change Request (Blue Form) Process

Staff Allocation Process

Department Budget Process

Project Budget Process

CAC Process

Out of Scope:

The following projects are out of scope:

Projects not managed by IT personnel

Projects less than 30 days duration (leave to IT management discretion)

Metrics Out of scope include:

Process metrics

Capability Maturity Model metrics

Operations Service Level Metrics

Processes Out of Scope Include:

Client Management Process

Hiring (employee or controctor) Process

Contracting for software process

Control of Priorities between competing projects

Other Methodology Processes



Critical Requirements Within Scope



IT management has no quantitative measures to evaluate project progress or organizational success

Projects have no reusable estimating factors or base of experience for new estimates.

IT management can’t allocate staff into the future because they can’t collect the right information on resource demand and availability.

IT processes are not measured, and improvement cannot be predicted.

��Constraints�The IT culture presently does not support reporting work/productivity information.

Basic project scheduling tools(MS Project et al) do not easily aggregate information from separate projects, and do not operate with common database management systems.

 IT managers and project managers are primary users, but may not have sufficient time to adequately participate in requirements gathering during 1996.

Dependent On:

Implementing projects for Systems Maintenance for all Legacy Systems

Enhanced financial project accounting reports

Metrics availability from ISSC organization

 

Projects Dependent on This One:

All will be impacted when additional controls are instituted.  These controls will reduce individual project risk.  However, any project may proceed without these new controls, with more risk in achieving a successful outcome. 

��Outline Solution�What is the probable outline solution?

Hire or allocate staff to the centralized project control office

Evaluate Deficiencies in Current Project Management Control practice

Design solutions for gaps in Control Practices and associated metrics

Seek a package system solution to bridge together all projects, and do time-reporting

Roll out standard project templates and resource profiles to IT Project Managers

Gradually build Competency Center of LSI-certified project managers

Implement a package, creating a production database of project information

Monitor and control key projects from a metrics standpoint

Participate in Project Board decisions to adjust projects for out-of-control conditions

Provide resource supply/demand forecasts that support good staffing decisions by IT management

��Organization���Project Sponsor�Lam Truong��Project Manager���Resources & Responsibilities�Project Manager --half time -- Run Project  until full time staff is hired

Systems Analyst --full time -- Systems Analysis, Package Investigation, Solutions Design, Data Acquisition, Local Training Plan and Delivery, Project Reviews

Package Consultant -- full time -- Install server and client software, build interfaces as required, provide implementation support

Temporary Clerical help -- full time -- after Package Selection

3 Project Leads/Mgrs from Development Directors -- half time -- 3 months Analysis/Package Selection, then half time -- 2 months -- Testing and Deployment

��Schedule���Start Date���End Date���Estimate�Calendar Time = from approval to proceed -

30 days for Project Initiation Document

45 days for (Gap) Analysis Research

60 days Package Investigation and Selection

30 days for Solutions Design

60 days for Solution Construction and Testing

15 days for Deployment Schedule and Maintenance Plan

90 days for Stage 1 Implementation



Assumptions

Project Manager is an LSI employee

Existing LSI application staff will be placed part time on the project

Existing LSI staff could perform this project, but probable staffing limitations prompted us to include the contract personnel headcount 

Some package will need to be purchased to augment or replace Microsoft Project

Package solution will not require its own application server to be purchased

Blue Form Process is revised by another project and tied to maintenance projects

All Post-Stage 1 Implementations will be handled as BAU (Business As Usual) for the maintenance team/project

��Final Product�Project Control Exercised at CIO level��Project Approach�Refer to MSProject Plan PMC1.MPP

� LINK MSProject.Project.4 "[site] \\\\cims5-n64\\/home/cims5/site\\ISP\\PROJECTS\\DLARSEN\\PMC1.MPP" "" \a \p �����Interim Products�What are the products of the milestones?��Business Case���Project Justification���Risks���Countermeasures���Costs�� LINK Excel.Sheet.5 "[site] \\\\cims5-n64\\/home/cims5/site\\ISP\\PROJECTS\\DLARSEN\\PMCCOSTS.XLS"  \a \p ���

Summary Values:
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