How does a business need become a project?


What is a project? 

The Project Management Body of Knowledge (PMBOK) definition of a project is: 

1) Temporary – every project has a definite beginning and a definite end

2) Creates a unique product, service or result

3) Has interrelated activities – steps that are done in progressive increments and depend on another. For instance, to build something depends on knowing what to build (scope) and testing something depends on the thing being built.
4) Is progressively elaborated – distinguishing characteristics of each unique project will be progressively detailed as the project is better understood

	Types of Projects
	Funding Sources

	Cabinet-level/University-wide
	University

	Division/College-level (involves a single division)
	Division or College

	Enhanced IT service
	ITS Base Budget

	Projectized IT work/tasks
	ITS Base Budget


 

Cabinet-Level/University-wide definition

Additions or enhancements to existing services or the implementation of new services representing University-wide strategic initiatives and involving every division on campus. This can include mandated initiatives from the Chancellor’s Office or State Legislature.
1) Any costs associated with the project are funded by the University or Chancellor’s Office.
Examples:

· PeopleSoft Student, Web Rebuild, Online Campus, Google Applications for Staff/Faculty, ITRP2
Division/College-level definition
Additions or enhancements to existing services or the implementation of new services for which the division or college is the business owner. 
1) Any costs associated with the project (e.g., software, hardware, consulting, training, project management services, etc.) are funded by the division or college initiating the project.
2) Projects may involve only one division/college, or collaboration between multiple divisions/colleges, with each division contributing resources to the project.
Examples:

· One Card, CEAS database rebuild, Symplicity, TutorTrak, TMA, Prolog, PeopleSoft modifications
Enhanced IT Services definition

Modifying or improving services delivered by ITS where IT is the business owner. 
Examples:

· Systems: Service Desk/Ticketing System, CPPM (Big Fix), Web CMS,  Identity Management, Change Management, MS Exchange (Email/Calendar), SharePoint
· Infrastructure: Phone Services, Network, Servers, Storage, Data Center
 

Projectized IT Work Tasks definition
Activities that are managed using project management methods, but are recurring, frequently done IT work that is part of IT baseline services.
Examples:

· System upgrades, smart classroom build-outs and refreshes, computer refresh program replacements, individual department or smaller website rebuilds
 

Project Initiation Process:

To initiate a project, the divisional project coordinator should:

1. Analyze business needs, and determine business objectives.

2. Complete project initiation, charter, and scoring rubric documents, and then add the project to the online project portfolio.

3. Establish initial coordination with ITS Deputy CIO (or designee) on project resources and timing requirements.

4. Project sponsor validates application of project scoring rubric, and presents project proposal to the Technology Steering Committee for prioritization and implementation scheduling.

Defining the Project Priority

Critical – 

· Projects required by legislation or to comply with Chancellor’s Office, Common Management System or other external order for which the University must comply or there is a State / Legal / Collective bargaining requirement to an external agency that cannot be eliminated or changed. The requirement will be cited, subjected to careful review for alternative interpretations and challenged if reasonable to do so.  The project will be implemented in a timeframe set by CSU Executives, the Board of Trustees or regulation.

· Projects that result in significant business process improvement involving more than one division (other than ITS) where there is a substantiated, well-documented business case, i.e., cost benefit based on real costs and savings.

· Projects required due to a work stoppage where there is no workaround.

High –

· Projects that result in significant business process improvement across multiple departments of a single division (other than ITS) where there is a substantiated, well-documented business case, i.e., cost benefit based on real costs and savings.

· Projects required due to a work stoppage where there is a workaround.

· Projects that result in online self-service improvements for students, faculty or staff.

Medium –

· Projects that result in significant business improvement at a department level where there is a substantiated, well-documented business case, i.e., cost benefit based on real costs and savings.

Low –

· Projects that are improvements where there is no significant benefit, but would be nice to have.

How are Project Managers Assigned to Projects?

Division Project Managers
Normally, the division’s project coordinator or their delegate would be the default Project Manager for division-owned projects, and would be expected to follow the project process as outlined within this document. When this is not appropriate, the division can request an ITS person be assigned as Project Manager, or can include within their project budget the necessary funding for contracting-out or hiring an appropriate Project Manager.

The Project Manager is accountable for successful completion of the project and as such is responsible for monitoring and ensuring that the project team complete its tasks as defined in the project plan. Each project will be assigned a Technical Lead. The responsibility of the Technical Lead is to assure that technical project tasks are met and to keep the Project Manager up to date on technical tasks. The Technical Lead, along with the Project Manager and Business Analyst make up the core project team.

ITS Project Managers

If an ITS project manager is requested, the assignment would be made according to the following process.

In order to determine the amount of project management to apply to a project, all projects can be classified into a category based on the amount of work effort and risk. A small project would fall into Class 1 while a big project would fall into Class 3 on the Size Matrix. One size doesn't fit all when it comes to managing projects. The amount of documentation and required project management activities must scale to the size of the project.

How do we classify? Size is determined based on work effort, represented by the estimated number of person-hours required to complete the work (not duration).

Following is a summary of work effort and staff budget required by Project Classification level.

In general, the University Technology Projects Office would manage projects with a classification of 3.

	Project Class 
	Work Effort 
(Hours) 
	Project Management Responsibility

	1
	0 - 200 
	ITS Technical Lead

	2
	201 - 1,000 
	ITS Department Manager

	3
	> 1,000
	University Technology Projects Office


What About Size and Complexity?
Although work effort is a good indicator for the amount of project management that should be expended, certain factors can also bring about the need for the application of more robust project management practices. The Size and Complexity Matrix identifies five factors to be evaluated once the initial classification level is determined. In the event that the total score is greater than 6, the classification could be increased. 

Following is a risk assessment chart for project size and complexity factors. 

	Factor
	Low (0)
	Medium (1)
	High (2)
	Very High (3)
	Score

	Team Size
(# of bodies) 
	<5
	5 - 9 
	10 - 14 
	>15
	 

	# of Workgroups Involved 
	1 - 2 
	3 - 4 
	5 - 6 
	>7
	 

	Resource Skill Level in proposed solution
	Expert
	Familiar
	New to CSUEB
	Break-through
	 

	Complexity
	The solution is well defined and no problems are expected 
	The solution is known but some problems are expected
	There is more than one approach to achieving the project goal
	The solution is not known or only vaguely defined
	 

	Impact/Participation
	Department
	Division
	Multi-Division
	Cabinet
	 

	Scoring

0-6    No change to classification
7-10   Increase class 1 level
11-15 Increase class 2 levels 

TOTAL


	 


Project classes and required templates:

Class 1

1) Project Initiation Request
2) Project Scoring Rubric

3) Project Charter Part I
Class 2

1) Project Initiation Request
2) Project Scoring Rubric

3) Project Charter Part I and II
Class 3

1) Project Initiation Request
2) Project Scoring Rubric

3) Project Charter Part I, II and III
Appendix 1 – Project Charter Template
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Appendix 2 – Project Scoring Rubric
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[Cal State East Bay Department]

[Project Name] Project Charter



DRAFT






[Project Title]


Project Charter – Initiation


(Required of all projects)


Project Overview and High Level Deliverables


Give a high level overview of the project and the project results.


Project Timeline


		Desired Start Date

		



		Desired End Date

		



		Latest Acceptable Completion Date

		





Project Sponsorship


		Project Sponsor

		



		Project Manager

		



		Business Analyst

		



		Are sponsor staff resources available for the project (Yes/No)

		





Participating Divisions (mark with an X)


		Academic Affairs

		



		Planning and Enrollment Management and Student Affairs

		



		Administration and Finance

		



		University Advancement

		



		Information Technology Services

		





[Project Title]


Project Charter – Part I


(Required of all projects)

Problem Statement

Describe the business reason(s) for initiating the project, specifically stating the business problem.

Scope


Project scope is used to define what major system functions, modules and interfaces will be included in the funding, planning and implementation effort of the project.   It is important to define both what will be included in scope, and what will not be in scope, so that this information is clearly presented to all project stakeholders.


		

		In Scope



		1. 

		



		2. 

		



		3. 

		



		4. 

		





		

		Out of Scope



		1. 

		



		2. 

		



		3. 

		



		4. 

		





Preliminary High Level Project Timeline (an MS Project Plan can be substituted)


List any pertinent major milestones

		Project Phase

		Major Milestone

		Estimated


Start Date

		Estimated

Completion Date



		Initiation

		Charter Approved

		

		



		

		

		

		



		Planning

		Kick-off Meeting

		

		



		

		Project Requirements Completed (hardware and/or Software

		

		



		

		Detailed Project Plan

		

		



		

		Communications Plan

		

		



		

		ATI Review (if required)

		

		



		

		Security Review (if required)

		

		



		

		Project Budget Complete and Approved

		

		



		

		Business Continuity Plan

		

		



		

		Training Plan

		

		



		

		Testing Plan

		

		



		

		End User Support Plan

		

		



		

		

		

		



		Execution

		Procurement

		

		



		

		Development/Install

		

		



		

		User Testing

		

		



		

		User Acceptance

		

		



		

		User Training

		

		



		

		Project go live

		

		



		

		

		

		



		Closing

		Closing Meeting and Celebration

		

		





Project Structure

Advisory Committee (if assigned)


		Name

		CSUEB Position



		

		



		

		



		

		



		

		



		

		





Project Implementation Team


		Name

		Role

		CSUEB Position



		

		

		



		

		

		



		

		

		



		

		

		



		

		

		





[Project Title]


Project Charter – Part II


(Required of all Class 2 and 3 projects)


Strategic Business Drivers


List the major business benefits that will result from this project.

Project Options

List solutions that were evaluated to solve the business problem.

Recommendation


State the recommended solution.


[Project Title]


Project Charter – Part III


(Required of all Class 3 projects)


Project Critical Success Factors


Describe the factors or characteristics that are deemed critical to the success of a project where in their absence the project will fail.  

Assumptions


Assumptions are factors that, for planning purposes, are considered to be true, real or certain without proof or demonstration.


Dependencies


Dependencies are other projects or efforts that will definitely happen, but that are not part of the scope of this project.  They must be considered in the context of the project because they may offer strategic opportunities, and because their success or failure may significantly impact this project.   They may also compete for resources.


Risk Management 


Risks are events that could have an impact on the project, and that require an action (not just a decision) to respond to.  Risks may affect any or all or the major aspects of the project: scope, schedule, resources, and quality.  The risk management process is a structure for identifying, assessing, addressing, monitoring, and communicating the status of potential risks.


Once a risk is identified, risk mitigation strategies will be developed and invoked to eliminate or reduce the potential risk whenever possible.  On a monthly basis, project management will formally review these risks and the documentation will be updated to reflect new risks and any changes to probability, impact or strategies, actions, assignments, and deadlines.  When the impact of a risk could become an obstacle to the project success, or when previously identified risk mitigation actions remain incomplete, the risk will be escalated to the Sponsor or the Steering Committee.


The table below outlines initial risks identified during project definition meetings on each of the campuses, and with various central and administrative offices.  This is an initial list that can serve as the foundation for the complete risk management log, to be created during Implementation Planning.


		

		Risk

		Likeli-hood (HML)

		Impact (HML)

		Mitigation



		1. 

		

		

		

		



		2. 

		

		

		

		



		3. 

		

		

		

		



		4. 

		

		

		

		





Budget (can substitute an Excel spreadsheet)

One-time Costs:  _______________________________


Ongoing Costs : _______________________________




[image: image1.wmf]One-time Costs


Project


Ongoing


Internal Staff


-


$             


 


-


$             


 


Professional Services & backfill 


    - Prof Services (identify)


-


$             


 


-


$             


 


    - Other (identify)


-


$             


 


-


$             


 


Software Licensing 


-


$             


 


-


$             


 


Non-capital Hardware & Equipment


-


$             


 


-


$             


 


Data Center Costs


-


$             


 


-


$             


 


Other


-


$             


 


-


$             


 


Total One-time Costs


-


$             


 


-


$             


 


Capital Costs


Capital HW & Equipment 


-


$             


 


-


$             


 


Total Capital Cost


-


$             


 


-


$             


 


Incremental Ongoing Costs


Vendor Maintenance & License Fees


-


$             


 


-


$             


 


Software Licensing & Maintenance


-


$             


 


-


$             


 


Data Center Costs


-


$             


 


-


$             


 


Other


-


$             


 


-


$             


 


Incremental Ongoing Costs


-


$             


 


-


$             


 




Data Center Planning:


		

		Number

		Type



		Estimated total # & type (UNIX, Windows) of Servers needed on an ongoing basis (dev, prod, test, others)

		

		



		Estimated amount of storage needed on an ongoing basis, and type (NAS, SAN, etc.)

		

		





		Any other specific needs (services) from the Data Center (eg load balancing, firewalls, etc)? 

		





Sample Communication Plan


Email Retention is a new policy that CSUEB will implement beginning January 31st, 2009. The policy can be found online at: http://www.csueastbay.edu/its/infosec/docs/email-retention-policy.pdf. 


Objectives


The purpose of this communication plan is to:


· Provide timely information about the Email Retention Policy.


· Promote acceptance of the Email Retention Policy among faculty and staff.


· Provide an avenue of communication to address the individual concerns of faculty and staff.


· Provide helpful hints, guidelines, and training to ease the transition to the Policy.


Audiences


The audiences for this communication plan are:


· Faculty


· Staff, including ITS staff in their role as CSUEB staff


· Administrators


· ITS Staff, in their role as IT support for the above audiences


Key Messages


Key messages are audience-specific. For all audiences, the messages are:


· The Email Retention Policy will be implemented January 31, 2009.


· The Policy provides three substantial benefits to CSUEB and its constituents. It:


· Ensures compliance with legal and regulatory requirements,


· Lowers our infrastructure costs, and


· Improves our operational efficiency and effectiveness.


· Under the Policy, email over 120 days old will be automatically deleted from campus servers, and is not recoverable.


· Best practices tools and techniques for managing email under a Retention Policy are available through documentation, FAQ’s, training, or one-on-one consultation.


There are two additional key messages for administrators:


· Divisions and colleges need to review and revise their respective unit-level records management programs, and ensure that faculty and staff are informed of these policies and practices.


· ITS will need the assistance of college and division administrators to help inform and educate faculty and staff about the policy and its benefits, including faculty and staff who may be on sabbatical or extended leave during this time.


ITS staff, in their support role, will need to understand and be able to convey key messages to their customers. In addition, ITS staff will need to be trained on best practices tools and techniques so that they can advise customers through one-on-one consultations.


Communication Methods


Email to All-CSUEB

		Name

		Date

		Audience

		Message



		All-Mail #1

		11/25/08

		All

		Policy reminder, outline Dec/Jan support activities



		All-Mail #2

		12/4/08

		All

		ER Tip #1, FAQs, register for training, review inbox before [date]



		All-Mail #3

		12/16/08

		All

		ER Tip #2, self-help documentation, register for training, % emails over 120 days on server



		All-Mail #4

		1/8/09

		All

		ER Tip #3, FAQs, register for training, requesting 1:1 consultation, review inbox before [date]



		All-Mail #5

		1/20/09

		All

		ER Tip #4, self-help documentation, register for training, requesting 1:1 consultation, % emails over 120 days on server



		All-Mail #6

		1/27/09

		All

		ER Tip #5, implementation date reminder, self-help documentation, requesting 1:1 consultation, review inbox before [date]



		All-Mail #7

		1/29/09

		All

		ER Tip #6, final implementation date reminder, emails before [date] will be deleted, self-help documentation, requesting 1:1 consultation





Email to Specialized Lists


		Name

		Date

		Audience

		Message



		Friends of Faculty Development (?)

		TBD

		Faculty

		Register for faculty-specific training



		Massmail

		TBD

		Staff

		Register for training



		ITS Email List

		TBD

		ITS Staff

		Key messages for clients; staff training on ER best practices tools and techniques to help customers



		College List Serves

		12/4/08

		Colleges

		PDF creation tool, upcoming training





Website


		Name

		Date

		Audience

		Message



		Announcement on Service Desk site

		12/8/08 – 1/31/09

		Faculty, Staff

		



		Announcement on Audience Sites

		1/15/09 – 1/31/09

		Faculty, Staff

		TBD – Implementation Reminder 



		Announcement on Audience Sites

		2/1/09 – 2/13/09

		Faculty, Staff

		TBD – Post Implementation Support





Print

		Name

		Date

		Audience

		Message



		Postcard or Letter Mailed to Home

		1/5/09 (week of)

		All

		TBD – Focus on policy awareness



		Flyer in Campus In-Box

		1/19/09

		All

		TBD – Policy reminder, available support





PR


		Name

		Date

		Audience

		Message



		The View Article

		1/12/09

		All

		Policy elements, policy importance, available support





Campus Leadership Meetings


		Name

		Date

		Audience

		Message



		Extended Cabinet Update

		12/1/08

		President, VPs, Deans

		Presentation on policy and comm. strategy, admin messages, request for input



		Provost’s Council Update

		12/4/08

		Provost, Deans

		Presentation on policy and comm. strategy, admin messages, request for input and presentation time at college meetings



		ExCom Informational Item

		11/25/08, 1/6/09

		Senate Officers

		Written informational update on policy and comm. strategy, request for input



		President’s Cabinet Wrap-Up

		2/9/09

		President, VPs

		Summary report of activities and policy implementation



		Provost’s Council Wrap-Up

		2/12/09

		Provost, Deans

		Summary report of activities and policy implementation





Unit-Specific Meetings


		Name

		Date

		Audience

		Message



		A&F

		12/9/08

		A&F Admin

		Presentation on policy, available documentation and training, admin messages 



		ITS

		12/3/08

		ITS Staff

		Presentation on policy and comm. strategy, documentation and training for ITS staff



		PEM

		12/11/08, 1/8/09

		PEM Admin

		Presentation on policy, available documentation and training, admin messages



		SA

		12/2/08

		SA Admin

		Presentation on policy, available documentation and training, admin messages



		UA

		TBD

		UA Admin

		Presentation on policy, available documentation and training, admin messages



		CBE

		TBD

		Admin, Chairs

		Presentation on policy, available documentation and training, admin messages



		CEAS

		TBD

		Admin, Chairs

		Presentation on policy, available documentation and training, admin messages



		CLASS

		TBD

		Admin, Chairs

		Presentation on policy, available documentation and training, admin messages



		COS

		TBD

		Admin, Chairs

		Presentation on policy, available documentation and training, admin messages



		CONCORD

		TBD

		Concord Admin

		Presentation on policy, available documentation and training, admin messages



		LIBRARY

		TBD

		Library Admin

		Presentation on policy, available documentation and training, admin messages





Committee Meetings


		Name

		Date

		Audience

		Message



		UIT Update

		12/18/08

		All

		Presentation on policy and comm. strategy, request for input



		UIT Informational Item

		1/8/09

		All

		Written reminder on policy implementation and available documentation/training
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ProjCosts


			One-time Costs			Project			Ongoing


			Internal Staff			$   - 0			$   - 0


			Professional Services & backfill


			- Prof Services (identify)			$   - 0			$   - 0


			- Other (identify)			$   - 0			$   - 0


			Software Licensing			$   - 0			$   - 0


			Non-capital Hardware & Equipment			$   - 0			$   - 0


			Data Center Costs			$   - 0			$   - 0


			Other			$   - 0			$   - 0


			Total One-time Costs			$   - 0			$   - 0


			Capital Costs


			Capital HW & Equipment			$   - 0			$   - 0


			Total Capital Cost			$   - 0			$   - 0


			Incremental Ongoing Costs


			Vendor Maintenance & License Fees			$   - 0			$   - 0


			Software Licensing & Maintenance			$   - 0			$   - 0


			Data Center Costs			$   - 0			$   - 0


			Other			$   - 0			$   - 0


			Incremental Ongoing Costs			$   - 0			$   - 0


						3
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Scoring Rubric

				Project Name =

				Weight (fixed)		Criteria		Scoring - mark X if the condition is met. Choose only one per category except mandates. Choose all applicable mandates		Condition		Points Assigned		Score

		1		5		Does this project support the seven mandates?				(Select best one only)

										A tradition of teaching, learning and academic quality – emphasized and reinforced		2		0

										An inclusive campus climate that values students, faculty and staff, and fosters multicultural learning		2		0

										Strong growth and full enrollment with personalized learning and expanded access		2		0

										Vibrant university villages		2		0

										An efficient, well-run university with a culture of accountability		2		0

										A quest for distinction realized		2		0

										A university of choice through regional stewardship		2		0

										No mandates supported		-2		0

		2		5		Is this project required?				(Select best one only)

										CO, legal or collective bargaining requirement		5		0

										Required to sustain university operations		4		0

										Required to reduce risk		3		0

										Required to reduce institutional cost		1		0

										Not required		0		0

		3		3		Is the project timeline flexible?				(Select best one only)

										Required in fewer than 12 months		5		0

										Required in fewer than 18 months		3		0

										Required within 2 years		1		0

										No required deadline		0		0

		4		3		Is the project an urgent need for the University?				(Select best one only)

										Urgent for University		5		0

										Pressing need of the University		4		0

										Urgent for college or department		3		0

										Pressing need for College or Department		2		0

										Not urgent		0		0

		5		3		What is the effect on staff or systems reduction?				(Select best one only)

										Reduce head count		5		0

										Reduce systems support		3		0

										No impact on systems support or staffing		0		0

										Additional staff / systems needed for support		-2		0

		6		3		What users will be impacted?				(Select best one only)

										Impacts the entire University		5		0

										Impacts more than one division or colleges		3		0

										Impacts one division or college		1		0

		7		2		Does it improve the ability of users to perform tasks?				(Select best one only)

										Improves efficiency to the users		5		0

										No improvement for user		-1		0

		8		2		What is the state of the current system?				(Select best one only)

										Completely inadequate / end of life		5		0

										Functioning, but close to end of life		3		0

										Functioning, but could be better		1		0

		9		2		What will the project cost to implement?				(Select best one only)

										< $25,000		5		0

										$25,001 - $50,000		4		0

										$50,001 - $150,000		3		0

										$150,001 - $500,000		2		0

										> $500,000		1		0

		10		3		Is there a positive return on investment?				(Select best one only)

										Will pay for itself and generate cash for the university		5		0

										Implemented to avoid cash expenditure		3		0

										No financial benefit		0		0

		11		3		Is there an approved budget?				(Select best one only)

										Budget is approved for the project		5		0

										No budget exists		-2		0

		12		2		Is there a project sponsor?				(Select best one only)

										A project sponsor is identified		5		0

										Project requested without a sponsor		-2		0

		13		2		Has a business analyst been assigned to the project?				(Select best one only)

										Requesting division / department has assigned a business analyst to support the project and has backfilled any conflicting work effort.		5		0

										Requesting division / department has assigned a business analyst to support the project and has not backfilled any conflicting work effort.		3		0

										No business analyst is assigned		-2		0

		14		2		Has a project scope been defined?				(Select best one only)

										Project scope is well defined, documented and agreed to		5		0

										A high level scope has been documented.		3		0

										Project scope is undefined or unclear		-2		0

												Total Score		0



&C&14CSUEB Project Scoring Rubric&RWork-in-progress
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